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Information is in the air. Nowadays, both, companies and individuals must take
profit of this in order to get a better position in front of their stakeholders.
The School of Computer Science at the Universitat Politècnica de València is the
site of an initiative searching to link academia with companies, applying last
trends and methods in business competitiveness.
The GEDESTIC business chair is the umbrella for this initiative.
Starting in 2010, GEDESTIC has been a forum to disseminate trends and uses
of information technologies in the field of business competitiveness. So,
through a series of talks, students, academicians and professionals have had
the opportunity to know how IT could be used to improve the presence of a
company in the new world of information everywhere.
GEDESTIC is a collaborative academic business chair created under the aegis
and support of GEDESCO, a company concerned with the application of IT
in business and leadership, especially methods related with Search Engine
Optimization (SEO).
Through a call for chapters, academicians and specialists in this field have
contributed to this book, showing advances and trends in aspects like SEO and
ethical leadership, e-commerce or web positioning. All chapters included have
been chosen after a rigorous selection process, guaranteeing all contents and
making possible for this publication being a reference compendium for IT in
business competitiveness.
Also, this book is a good example on how GEDESTIC has made possible a real
link between university and companies, the most important goal for a business
chair. From the side of the School of Computer Science, we are proud to bring
the society the result of this initiative.
Moreover, this is just a first step, the first result of this initiative. With the
new editions of GEDESTIC, more actions are going to be performed, linking
academia with society and profession. Showing how IT can be applied for a
better performance in business, improving models and processes. Making easy
our lifes.
		

Eduardo Vendrell Vidal.
Head of ETSINF
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SEARCH ENGINE OPTIMIZATION AND ETHICAL LEADERSHIP
Francisco J. Lara
javier.lara@ucv.es

Catholic University of Valencia
Summary: The information and media organizations embody the twin challenges of
business ethics and information ethics. Study of ethical leadership in media company
management and their relationship with the SEO. Analysis of the strategies and tactics
used in the SEO and its results in the medium and long-term. Comparative of ethical and
unethical behavior in organizations and information companies. Deep study through the
strategies followed by search engines recognized in the market for information management. Correlation analysis between ethical behavior in web positioning strategies and
tangible and intangible results at information companies. This correlation would partly
explained by a number of key factors such as integrity, commitment, people orientation
and transparency in communication. Establish a user guide that enables companies to
have basic reference information on which to act at the strategic and operational level
on the SEO of a organization, taking into consideration the ethical codes of behavior.
Keywords: ethical leadership, communication, search engine optimization.

INTRODUCTION
In an increasingly globalized environment where change management is no
longer necessary, but permanent, and given the speed with which such changes
occur, it is necessary to stop and think about the consequences that the introduction of new information technologies have in social behavior. They are
replacing in part the fourth power that traditionally media had.
The goal of this chapter is not only new in the academia but also tries to
link two current issues such as Search Engine Optimization, or SEO in advance,
(Sullivan, 1996; Carroll, 2010; Gonzalez, 2011) and Ethical Leadership (Trevino,
Brown and Hartman, 2003; Brown and Trevino, 2006; Freeman and Stewart,
2006). While there are some academic articles on both subjects, though not
many, we found no literature, both academic and professional, linking or study
the relationship between the two. This situation increases the interest of this
research.
The overall objective of this chapter is to analyze and develop strategies and
tactics used by news organizations. More specifically, given its large market
share, we will analyze in detail the case of Google, in relation to two concepts
of SEO and ethical leadership. After analyzing the industry and the case study,
we present a proposal for user guide that allows new organizations have some
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basic references, but non-exclusivity, in order to adapt to each particular case
in a way. That will allow to act taking into account both strategic and operational web positioning at any organization.
Particularly, we want to study a specific objective that is the relationships and
correlations between the presences of ethical leadership in certain organizations or not and how it affects or may affect, in particular, in the SEO organizations in general. Providing a theoretical and practical guide we try to demonstrate that ethical leadership is positively correlated with good strategies of
SEO through a variety of factors such as integrity, commitment, people orientation and transparency.
After this brief introduction, the chapter is divided into a first section that
analyzes the background and history of the concepts discussed, followed by a
theoretical study on the concept of SEO, which will also see its brief history and
background, the key factors of itself, and a number of best practices generally
accepted. Thirdly, we discuss the concept of ethical leadership and we try to
link with SEO strategies and tactics by analyzing the ethical and unethical behaviors, and its consequences. Finally close the chapter with a conclusions and
future research lines on the topic.

HISTORY AND BACKGROUND
Before entering fully into the relationship between SEO and ethical leadership,
it is necessary to make a summary of the history and background on both concepts. We begin by defining some basic concepts and their origins, as search
engines.
Internet search engines are services offered through web pages. Its function
is to obtain the best results correspond to the keywords that the user has inserted. There are two types of search engines: directories and search engines.
The first are a set of pages that are ranked according to several criteria. The
most recognized one is DMOZ. DMOZ (for directory.mozilla.org) is also known
as ODP (Open Directory Project). This is a multilingual collaborative project in
which volunteer editors listed and categorized links to web pages. Founded in
1998 by Rich Skrenta and Bob Truel, the original name was Gnuhoo. Many search
engines such as Bing, Yahoo and Google regularly track to add these new pages
to its database, although not used much lately.
As the Internet grew, it was also increasing the number of users and the number
of contents. It was necessary to allow us to find something on the internet what
we were looking for. This did not happen until 1993 when appeared the first
search engine called Wandex. A year later appeared Altavista, Yahoo, Lycos and
Excite, among others. Google did not appear until 1996. But at present times
the market share of browsers worldwide is the following: 95.7% for Google,
2.1% for Bing and 1.7% for Yahoo, as you can see in the following picture.
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Given that Google’s dominance our research will focus primarily on the study of
this case in depth, since the conclusions that we draw apply clearly significant
for the vast majority of organizations, and therefore also for communication
and information businesses.
Such is its importance today than the Britannica Encyclopedia has introduced
a new verb “to Google” that means to write something to find in a search engine. The word “Google” comes from “googol” word coined by mathematician
Edward Kasner in 1938 and means ten to the hundred, trying to represent something like the symbol mathematically infinite.
The Google reality is manifested in a series of data: in particular, in Belgium
Google takes 85% of the market, in Denmark 83%, in France 90%, in Germany
89%, in Italy 80%, in the Netherlands 80%, in Norway 62%, in Sweden 61%, in
UK 83%. Average in the EU is 83% of the market, while in the U.S. only 70%.
However, the most surprising data is that in Spain, Google holds 95% of the market. In conclusion, talking about SEO, is talking about Google.
To make matters interesting, I think this link clearly explains how Google works
inside: “How Google Work”
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WEB POSITIONING: SEARCH ENGINE OPTIMIZATION
Nicholas Carroll (2010) states that “SEO is the art of raising website (corporate
or individual) to high ranking positions on the Internet, through search engines and programming, marketing or alertness or insight of the content”. This
definition also includes specifications sometimes increased traffic on a website,
improving the quality of that web traffic, increasing the benefits thereof, or of
knowledge and brand recognition.
From the point of view of media and information companies in particular, the
SEO is often associated to top positions in more prestige search engine rankings.
That is, that a website appears among the first 10 or 20 results. SEO professionals often discuss the rankings in terms of position SERP (Search Engine Results
Page, or results pages of search engines).
In this connection, it is interesting what Gonzalez (2011) said regarding the
percentage of clicks that occur as a result of a Google search. Using the “Heats
Maps” can be seen that statistically 50% of users click the first link, 25% also
click the second and the remaining 25% of the search results are selected from
the third onwards. That is, the importance of the position of the web is vital
to the success of any organization that moves at least in a virtual environment.
Before accepting payment for search engine ads, search engine optimization
was considered the only form of promotion on the web. This meant a radical
difference from traditional forms of advertising. However, currently it comes to
SEM (Search Engine Marketing), unlike the “organic search” or “natural search”
as a opposed way to paid advertising for the position of ads on pages. It was the
traditional or dominant search engines strategies before.
The SEO serves, therefore, to get visits by the terms (keywords in searches) for
which we want a website appear in search results of search engines. In other
words, the process of improve the visibility of a website in different search
engines. The task of optimizing the structure of a website and the contents
thereof and the use of various techniques of “linkbuilding” or “linkbaiting” in
order to appear at the top of search engine results.
E-commerce was the original force that was behind the promotion of search
engines and remains the dominant force behind the first SEO. NGOs (Non
Government Organizations) and government agencies apply some methods or
methods of SEO but they tend to relegate its importance because of its unique
identity in the public domain that claimed to have no competition. This gives
them security of a dominant position or prominent positions in the SERP.
History of SEO:
The term “SEO” (Search Engine Optimization) became popular after 1998, and
it is often attributed to Danny Sullivan (1996), during that time working in
“Search Engine Watch” (observatory of search engines). But as Sullivan says it
is unclear who coined the term.
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Evidence of the use of similar terms in 1997 by Jim Rhodes, author of “The
Art of search engine promotion”, which included terms like “search engine
placement”, “search engine ranking”, “search engine positioning” and “search
engine promotion”. Predecessors as Jim Health (1995) in his article entitled
“Pointers on how to create business websites that work” did not formally mentioned the name of SEO or search engine optimization.
The period since the mid 90’s to early twenty-first century was characterized
by extensive experimentation in business models related to the search engines
and web designers trying to promote each other. Search engines were relatively
underdeveloped and the main focus of attention was focused on maintaining
the growth of new web pages.
SEO quickly became part of the wild world web, where website owners competed fiercely with various methods to achieve better positions in search engine
rankings, described as “SEO methods”. A period of time where many multinational organizations had not even their own website.
As search engines grew and became more sophisticated, the number of sites increased more than tenfold, so that the relevance of the rankings in the search engines became important, and just as the criteria and methods to manipulate them.
Professional SEO Software
The first promoters and reporters from the search engines were individual efforts, primarily developed by small and medium enterprises such as hotels and
manufacturers of sports equipment. This niche market was extremely successful and popular such products, demonstrating that the SEO was part of the
cause of their benefits.
From 1996 started appearing websites with forums to exchange SEO strategies
such as:
•

www.virtualpromote.com

•

www.searchengineforums.com

•

www.deadlock.com/promote

Websites reporting on search engine optimization and started at the same time as:
•

www.wilsonweb.com

•

www.searchenginewatch.com

•

www.webmasterworld.com

More recently include:
•

www.seobook.com/blog

•

www.searchengineland.com
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•

www.toprankblog.com/search-markenting-blogs

Pure consulting firms in the hundreds SEO, first concentrated in the U.S. and
UK. While it is true that they are still hundreds of thousands of web designers
and software developers, many of them being derived from its activities towards the implementation of SEO methods to their own websites.
Black Hat & White Hat SEO
“White Hat SEO”, traditionally refers to strategies and tactics that are consistent with the policies of search engines, in a tacit agreement to provide web
users with relevant content with your search.
“Black Hat SEO”, describes strategies and tactics that usually ignore the conventions of ethical behavior of Internet for business and/or personal interests.
The technically sophisticated strategies and tactics are often equated with the
“Black Hat SEO”, while focus to high-quality content is usually related to the
“White Hat SEO”. However, the issue is highly controversial, both from a technical point of view, as well as ethical and aesthetic. From user point of view, the
main criteria for legitimate SEO are that search results obtained relevant to
their interests, regardless of how it was made the process of sorting the results.
Normally, the methods considered Black Hat SEO develop faster and get high
ranking web pages, while known as White Hat SEO tend to create classifications that remain longest in good positions. Therefore, preference for other
strategies also depends heavily on user interests and objectives in the short,
medium and long term, and therefore the business model is behind. Say that
the Black Hat SEO initially be directed towards business models focused on the
short term, with a high turnover of products or services, and high replacement
products.
By contrast, the White Hat SEO is better designed and would be more appropriate to the sites that offer products with long life cycles, as well as web pages
or academic agencies, which in principle will be consistent over time. However,
these last few pages usually acquire a high ranking simply by the quality of
content that tend to introduce, as well as the very old.
Factors in SEO
The position is focused on web browsers, but since Google is the one with more
quotas we will focus on the specialist. Google works with about 200 parameters and only they know the weight of each one. Yet by experience in SEO we
can give some parameters that have been successful: the links or hyperlinks,
domain name system, uniform resource locators, metadata, page rankings and
age of domain, among others.
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1. Link (Link or Hyperlink)
This is one of the most important. Technically a Link is an open source web
browser in text mode and graphics. The original version was developed by
Mikulas Patocka in 1999. But here we refer specifically to the “Hyperlinks” in
relation to the references in a hypertext document to another document or
resource. It is therefore an element of an electronic document that refers to
another resource in the same document or a different one.
Search engines like Google or Yahoo, use the links as a measure of popularity to
determine which pages are to appear at the top of a specific search. The more
links pointing to a specific page, the higher may be the positioning of the page
in a browser.
2. DNS (Domain Name System)
The domain name is one of the factors have more weight. The Domain Name
System (DNS in advance) is a hierarchical naming system for computers, services, or any resources connected to the Internet or a private network. Its
most important function is to translate names intelligible to humans in binary
identifiers associated with network connected machines, all with the purpose
of locating and addressing these devices world. Its creator was Paul Mockapetris
in 1983 in collaboration with Jon Postel of the University of Southern California,
along with Paul Vixie, the ISI (Institute of Information Sciences).
The main purpose of Internet domain names is to translate the IP address of
each active node in the network in terms to memorize and easy to remember. There are many organizations dealing with Internet domain: IANA, ICANN,
InterNIC and LACNIC, among others. IANA is the authority for the Internet
Assigned Numbers Authority, responsible for overall coordination of the root
DNS protocols, IP addresses and other Internet protocol resources. The other
organizations have a functional geographical representation, as the case of
Europe, America or Latin America and the Caribbean, among others.
3. URL (Uniform Resource Locator)
Web pages have URL (“Uniform Resource Locator”).That is, uniform resource
locators, which are used to locate Internet resources for the location or identification, such as text documents, images, videos or presentations.
Used initially by Tim Bernes-Lee in 1991, allows document authors to create
links or hyperlinks. Therefore, the URL is the character string which is assigned
a unique address for each of the information resources available online. The
URL of a resource of information is its website, which allows the browser to
find and display the right way. So the URL combines the name of computer that
provides the information resource, the directory where the file name and the
protocol used to retrieve the data.
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4. Metadata
Metadata is data-focused search engines and they are involved in the html
code of a web page. By combining the Greek (“meta”: after, beyond) and Latin
(“datum”: it is given), literally “about data” is data that describes other data.
In general, a metadata is a data set that refers to another data set, called
“resource.”
The concept of metadata is analogous to using indexes to locate objects rather
than data. Within the metadata we focus on HTML metadata. These labels have
information on the paper web itself: author, editor and encryption. This information helps search engines to find the subject that the information on a
website is about and they are very useful for SEO, when a user searches for a
keyword in the search.
There are several types but basically uses two:
◦◦

Description: In this field we fill in a description

◦◦

Keywords: This field will add the keywords.

5. PageRank
PageRank was invented by Google founders Larry Page and Sergey Brin at
Stanford University in 1998. This factor measures the importance of a page. So
to say when another page links to us we spend some proportion of their weight.
If a page A has a PageRank 4 and has 4 links pointing to pages C, B, D and E,
each of them would pass a weight of 1. If instead of having four links have 400
links the value will be 100 times lower and if the PageRank were 1 the value of
the page will be 4 times less.
PageRank relies on the democratic nature of the web by using its link structure
as an indicator of the value of a particular page. Google interprets a link from
a page “A” to a page “B” as a vote from the page “A” to the “B”. But Google
looks beyond the sheer volume of votes or links a page receives. It also analyzes the page that casts the vote. Votes cast by pages considered “important”,
with a high PageRank, are more valuable and help to make other pages more
“important”. To sum, the PageRank of a page reflects the importance of the
Internet web.
It is interesting to note that PageRank taken as a reference source and model
of the Science Citation Index (SCI) produced by E.Garfield of the Institute for
Scientific Information (ISI) in the U.S. in 1960.
6. Age of the domain:
It is important that the domain has enough time, pages that have been operating a number of years have preference over those who are younger. The pages
that are newly created are often penalized in the first year. This penalty is
gradual factor, which applies more clearly at first, until gradually disappearing.
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Best Practices for SEO:
1. Original content:
It is that the contents are original. Make a copying articles from other web sites
has been attempted by many people and usually does not work. Instead, Google
rewards original content.
The more original content more searches. Although not exists fully significant
correlation because there are many other factors. We cannot expect to get a
thousand hits a day with a web with 5 items or articles. However if we have a
website with hundred original articles, a thousand visits are virtually assured.
2. Patience and vision in the medium and long term
We cannot expect that a website appears for the search terms that we look for
from one day to another. When we talk about positioning usually takes a period
of two to three months.
3. Indexing in Google:
It is very important to make sure you are indexed by Google. This is done with
the command: “site: nombredepágina.com.” If you are not indexed you will not
appear in search listings.
4. Study your changes:
When we make a change on our website often has consequences. We must be
aware that changes have benefited us and what changes we have not been going well.
5. Regular updates:
Updates are rewarded by Google and will allow us to overtake the websites that
are not made in the search results.
6. HTML errors:
Almost all the pages tend to have html errors. A page with clean html code and
error with a simple structure for search engine robots will have fruit in the form
of a good position.
For example, the web http://validator.w3.org/http://validator.w3.org/
It is a tool that detects errors in our code. We see that even very popular sites
with millions of visits are not free of these errors.
7. Sitemap:
There are some tools that allow us to create maps of our site, which is more
than all the URLs on a page. There are options to send this map to Google or
Yahoo.
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8. Social networks and forums:
In addition to direct visits to get through these means, we can get links to our
website, which benefits us. Will also serve to get us quote and let us know in
the network. Groups and forums should be related to our subject and should
not be overly burdensome.
9. Take care of metadata:
When you write articles, put in capital letters or bold words what is most important. Be ordered; think about the words associated with the metadata of
the article.

ETHICAL LEADERSHIP IN SEO: GOOGLE CASE STUDY
By other hand, before relating the Google SEO with the ethical or unethical
behavior, we consider it necessary to refer briefly to the concept and existing
theories of leadership, specifically on “Ethical Leadership”.
References focus on existing academic literature related to the “Business
Ethics” (Treviño & Weaver, 1994). Subsequently, focusing for brevity on the
“Ethical Leadership” highlights the references focus on case studies like ours
(Brown & Treviño, 2006). However, there are numerous references to the regulatory treatment (Ciulla, 1995, 1998, Freeman 1994, Freeman and Stewart,
2006; Rost, 1995).
The interesting thing is that recent studies show an association between ethical leadership and organizational performance, namely: a) increasing employee
engagement, b) reducing ethical behavior in organizations, and c) the value
orientation of organizations with corporate ethics programs (Trevino, 1998;
Weaver, 1999).
Because of the dominance of Google, sometimes implies an ethical dilemma,
because someone consider unfair, and therefore unethical, the user guides that
Google Webmaster seeks to impose. Therefore, the discussion is served, is it
ethical to use different strategies and tactics even though they were penalized
by Google? Is it ethical or not to use these strategies we have called “Black
Hat”? Many people try to fool Google by various techniques we will discuss
below the more usual, but at the same time we have to advertise about the
consequences:
Domains short:
If Google sees that the domain is reserved for only one year, may suspect that
there will be a page long and thus may raise a suspicion of possible spam.
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Duplicate content:
Many people try to get more visits by the famous “Copy & Paste”. When Google
detects that a page has many articles from other sites is activated an alarm that
can trigger a penalty to that domain.
Sale and purchase links:
To increase the PageRank many companies offer to place links pointing to your
pages in exchange for money. When Google detects this activity is causing an
alarm and can penalize this page.
Hidden text or hidden links:
Sometimes to climb by a keyword often create texts like: “cheap car, buy cheap
cars, cheap cars best, etc.” These techniques serve to increase by a certain
keywords.
But because is very wrong that users see that, often put the same color as the
background or zero length so users cannot see it. This is considered a hoax and
if detected the elimination is almost certain. This technique is also used with
links. List of links that we do not want users see.
Excessive use of keywords:
Many times we want to position for a given keyword. For that goal, many users
abuse too much to repeat a word. Example: imagine that a user who is looking
to position for “cheap travel in Colombia.” A text may be penalized would be
this:
“ARTIP.CO is a cheap travel company in Colombia. If you want cheap
travel in Colombia ARTIP is the company that has the best cheap travel
in Colombia”.
Redirects or doorway pages.
Some companies want to get more visitors and they continue to the following
technique. I build 5 pages to be redirected to mine. When the user enters these
pages automatically or almost automatically redirected to the official website
of the company. This technique is not considered ethical and is penalized by
Google.
Links to banned pages.
If you have links pointing to pages that can be banned or suspected of being
related, thus Google would penalize. Similarly, if many pages point to your site
banned, it is likely to come into the list of suspects Google.
15
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Google Webmaster Guidelines:
Everything that does not meet design guide Google as not using friendly URLs,
or several directions using the same content, repetition of metadata, use flash
or frames, hurts your SEO.
Massive link campaign:
Link campaigns can be good for SEO on the web, but can also be harmful. In
case we have an unnatural growth it can backfire. If in a month we have 3 new
links, the next 300, the next 4 and the next 700, Google will detect that there
is fraudulent activity.
Facebook, Twitter and other flows of inputs
When starting a webpage usually begin with great enthusiasm. We created the
template, get links, write original text and put it all ready. After that Google
index our website, we prepare to receive hundreds of visits and the surprise
arise. The surprise for some time is called Google Sandbox. When we started
a website, the first thing you have to do is prove to Google that you are not
a SPAM page. There are filters that only penalize us for being a newly created
website.
Adwords, affiliation networks and online advertising.
A fairly widespread strategy to attract visitors is online advertising. There are
many programs to put advertising on the internet, but again the undisputed
leader returns to be Google Adwords. Adwords allows us to place text ads,
graphics, videos, applications in million of websites worldwide. You can pay per
thousand impressions or per click of a user. The price of the click depends on
some variables (language, industry, competition, etc). For example, it is logical
that an ad for a car costs more than one food commercial birds.
The affiliate networks are Internet platforms that allow users to make our ads
have on their website a commission for each sale, registration or any target
that we set. The most famous is called Zanox.

CONCLUSION
Consistent with the above lines we can conclude that the relevance and timeliness of SEO, the implications in organizations, specifically in business communication and media companies, ethically and aesthetically, the issue developed
in the previous lines of this chapter is very relevant nowadays. By this reasons
analyze in detail the short, medium and long term strategies used by these
companies in the optimization are critically for the success of this companies.
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In this chapter we discussed the origins and history of SEO and the basic concepts necessary to put us in a language not always easy to understand. The
existence of ethical leadership in the boards of these organizations not only
have positive results in the short-term, but also reinforces its position in the
medium and long term, with important consequences in the degree of commitment achieved among the partners and employees, in the reduction of unethical behavior in the organizations, as well as the establishment of a corporate
culture oriented to values.
Present chapter shows a series of practices and strategies for SEO, differentiating in particular the strategies known as “Black Hat” of the “White Hat”.
Although the use of one or the other has his doubts from the ethical point
of view, there are several guidelines established by the positioning guide for
Google, which holds a position of market dominance (and therefore a monopoly), no doubt from aesthetic point of view, would be recommendations to follow
to get a quality SEO. Above all we will prevent our website disappear from the
main quest, because by the time they were detected such strategies and tactics
by the managers of Google, our site would be relegated to the last positions.
However, it remains an open discussion about the use or nonuse of alternative
strategies from the ethical point of view to a monopolistic position as the current situation in the browser market.
There are many limitations of this chapter, it certainly has tried to make a first
approach to the subject. Given the limited literature on the subject, both SEO,
and the concept of Ethical Leadership, opens the possibility to continue further
with more rigorous studies from the academic point of view as well as from the
professional approach.
The continuation of this research will enable us to analyze how effectively the
existence of ethical leadership particularly taken by senior management of the
company, but also from the middle and from the entire organization, also has
a positive effect on SEO because it could see also reflected in the different parameters used for positioning, and quality of content, age and other variables
that we can escape now.
A very interesting future line of research would be to relate the SEO with the
political leadership. As noted by Gonzalez (2011) more and more politicians of
different ideological backgrounds are concerned about personal and institutional information appearing in the media information supports, and especially
in social networking and internet.
Finally, it would be interesting to investigate the use of ethical leadership strategies and tactics or not, in order to give a better position to favorable or unfavorable information appearing in the media. Of course,
the most interesting part of this future line of research would be also
examine the consequences of this strategies, to develop a best practice guide based on experience, for the moment is obviously limited.
17
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Abstract: The objective of this study is to synthesize the main organizational capabilities that the e-commerce organizational form helps to develop and to analyze its effect
on performance. A profound literature review reveals innovation- and knowledge-based
capabilities as the most common sources of competitive advantages in e-commerce that
have a positive on firm performance. Also, logistics capabilities play a crucial role in the
competitive success of e-commerce. In this paper, we put forward a set of propositions
combining e-commerce, organizational design and Capabilities-based View literatures
which configure a research agenda for future research on the development of organizational capabilities trough e-commerce and its effect on firm performance.
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INTRODUCTION
The objective of this study is to examine the organizational capabilities that
the e-commerce organizational form favours to develop with the aim of identifying the main strategic advantages e-commerce can generate which can be
the key of its competitive success.
Advances in the last decades in areas such as communication or information
technologies together with the economy globalization have favoured the continuous proliferation of new organizational forms. E-commerce is an organizational form which is based on Internet to buy and sell products, services and
transmit information (Helms, Ahmadi, Jih and Ettkin, 2008). Previous literature
has agreed that, when used properly, e-commerce can become the technological foundation of an innovative strategy (Helms et al., 2008).
In the last decades, this new organizational form has emerged with strength
and, consequently, academic literature has turned its attention into its conceptual development and on normative perspectives that analyzed market
structure and transaction mechanisms (Fruhling and Siau, 2007). However,
the attention that the e-commerce organizational form has gained in the last
years has not been sufficiently accompanied by the study of which capabilities
e-commerce develops and how the generation of these capabilities through
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e-commerce affects firm performance. This paper profoundly reviews literature on e-commerce and capabilities revealing that innovation- and knowledgebased capabilities as the most common sources of competitive advantages in ecommerce that have a positive on firm performance. Also, logistics capabilities
play a crucial role in the competitive success of e-commerce. In this paper, we
put forward a set of propositions combining e-commerce, organizational design
and Capabilities-based View literatures which configure a research agenda for
future research on the development of organizational capabilities trough ecommerce and its effect on firm performance.
The remainder of the paper is structured as follows. The next section defines
the concept of e-commerce from an organizational design point of view. The
third section establishes the theoretical framework to study the role of e-commerce organizational form from a Competence-based View. The fourth section
studies in detail the different organizational capabilities that the e-commerce
organizational form helps to develop. The fifth section studies the impact of
the adoption of an e-commerce organizational form affects firm performance.
In the last section, conclusion and future lines of research are described.

DEFINITION OF E-COMMERCE ORGANIZATIONAL FORM
From 2000 until now, the number of companies that are setting up or expanding new e-commerce systems seeking new capabilities for managing Web-based
interactions with their suppliers, partners and customers is unceasingly increasing (Bose, 2002). The buying and selling of information, products, and services
via computer networks and distributed media, usually the World Wide Web is
called e-commerce (Pishad and Taghiyareh, 2009).
The primary uses of e-commerce organizational forms have been to provide
effective coordination between (a) the purchasing operations and its suppliers; (b) the logistics and transportation providers; (c) the sales organization
and wholesalers or retailers who sell their products; and (d) the customer service or support and the customers (Bose, 2002). Also, e-commerce communication reduces costs on both supply and demand sides (Helms et al., 2008). For
suppliers, a key feature of Internet-based commerce is taking order online. A
well-designed organizational form that leverages Internet can lessen companies’ dependence on intermediaries, dealing with customers directly. From the
demand side perspective, customers can conduct activities through the entire
resource acquisition cycle from information seeking to service request from
their computer. The role for e-commerce is, therefore, vital to capturing information resulting from customer feedback and electronic interactions (Helms et
al., 2008).
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Most recent developments in Web 2.0, the second generation of Internet-based
services, which include wiki and blogs, are receiving recently much attention
for their use as a collaboration tool (Raman, 2006) which gives support to the
e-commerce organizational form. This collection of Web-based services facilitates user participation, they promote collaboration, encourage social networking and, they are beneficial for both suppliers and consumers by allowing
product and serve supplier to gather consumer requirements and preferences
more accurately and more efficiently (Helms et al., 2008).
Following Kalakota and Whinston (1996) and Hogue (2000), e-commerce organizational form includes business-to-business (B-to-B), business-to-consumer
(B-to-C) and internal business interaction via an Intranet.
Helms et al. (2008) consider that a B-to-B organizational form takes place when
data exchange between manufacturers and theirs suppliers can be handled efficiently and in a timely manner using e-commerce techniques but often must be
paired with agent technology that allow the computerized data systems of all
supply chain partners to accurately communication together to transmit timely
data. In order to obtain success by adopting this organizational form firms need
to control the extent of Internet usage in gathering information from customer;
the extent of Internet usage, to link to suppliers, distributers and other internal and /or external chain partners; the level of computer technology for mass
customization; and the availability to do communications, collaborations, and
transactions on the World Wide Web (Pishad and Taghiyareh, 2009).
The B-to-C organizational is supported by B-to-B as the manufacturer becomes
a customer of their suppliers for parts and assemblies. This leads to a networked production process covering multiple companies and plants supplying
raw materials to manufacturing then distributing or directly delivering them to
the customer, favouring mass customization buy selling product and service options on-line (Helms et al., 2008). For this organizational form to succeed, it is
important that firms design a well defined strategy that control the amount of
product information that company provides on website, the amount of product
transactions conducted online, online search capability for customer’s information inquiry, online customer service offered and the ability to promote products and service online, must be measured (Pishad and Taghiyareh, 2009).
For internal business interactions through an intranet are handled by electronic data exchange which standardizes the information and orders between
companies, permitting direct communication between numerous and varied
business application systems (Helms et al., 2008). For this organizational form
to succeed it is important to consider, how much the firm attempts to integrate
workflows using internet technologies, how much it attempts to provide networking capabilities for employees in order to communicate with one another ,
and finally the amount of knowledge sharing being encouraged among employees using computer network (Pishad and Taghiyareh, 2009).
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THE E-COMMERCE ORGANIZATIONAL FORM FROM THE CAPABILITES-BASED VIEW
How the Internet is incorporated in business organizational form rather than
the mere presence on the Internet enhances a company’s competitive advantage (Barua, Konana, Whinston and Yin, 2001; Feeny, 2001; Helms et al., 2008).
However, taking the Capabilities-Based View (CBV) as a theoretical framework,
we argue that the introduction of the e-commerce organizational form does
not necessarily result in direct positive effects on firm performance; in other
words, we question whether flexible organizational forms such as e-commerce
are intrinsically able to generate outstanding performance.
The CBV considers the competitive advantage of firms at long term depends
on the firms’ ability to accumulate, protect and develop competences (Foss,
1996a). From CBV, the firm is seen as a unique set of related assets. This theoretical framework finds the justification to the differences on organizational
performance en the internal characteristics of the organization. Specifically,
it takes as a unit of analysis the assets endowment of the firms and the differences on performance of firms is explained through the heterogeneous endowment of resources, capabilities and competencies possess by the firms. Given
the conditions of the current environment, characterized mainly by the speed
with changes occur, this framework is especially relevant because distinctive
capabilities of the firm is a more stable base than the environment to define the
long term firm’s strategy (Grant, 1991).
In this study we consider especially adequate utilize the CBV to study the ecommerce organizational form. E-commerce executes transactions, communicate, and innovate to support commerce through cyberspace. This organizational form has created unprecedented new channels for accessing customers,
integrating supply chain partners, and offering new products or services to
expand business areas (Wu and Hisa, 2008). However, these e-businesses are
likely to be more sensitive than traditional businesses to changes in competitive
environment. Therefore, managers in e-commerce must constantly reconfigure
organizational resources and renew rather than protect their capabilities along
with technological and business expertise to sustain competitive advantages in
an increasingly shifting e-commerce environment (Wu and Hisa, 2008).
Consequently, there is confusion in the debate surrounding the competitiveness
of flexible organizational forms such as e-commerce. The development of new
organizational forms has intensified the debate about the effect of the organizational form on firms’ competitiveness. After a long period of time where it
was defended the value of big hierarchical organizational forms against those
organizational forms which organize its production in a more flexible way, nowadays a great number of authors argue that currently is necessary to evolve
towards flexible organizational forms that confer agility and versatility to the
firms (Villar and Camisón, 2009). However, the superiority in value creation of
flexible organizational forms it is not demonstrated empirically in a clear way.
Some papers have pointed this anomaly and argue that different organizational
22

2. Developing organizational capabilities through the e-commerce
organizational form: implications for firm performance

models coexist in time both internationally (Rothaermel, Hitt y Jobe, 2006) and
in the case of Spain (Camisón, 2001, 2003).
This confusion may therefore be due to the existence of variables that are
controlling the relationship between the e-commerce organizational form and
performance. From the CBV perspective, knowledge- and innovation-based capabilities represent particularly relevant variables for study, since they are the
most valuable source of competitive advantage and outstanding performance
(Nelson and Winter, 1982; Teece et al., 1997; Eisenhardt and Martin, 2000).
Also, there are other functional organizational capabilities such as logistic capabilities that can play an important role in the previous relationship. Asset
value as a source of competitive advantage may be constantly marked by the
eroding forces of the firm’s competitors. The erosion of asset value does not
only stem from competitors’ attempts to imitate, but also from the success of
the substitution processes that enable the generation of strategically equivalent assets. Knowledge-based capabilities are the only way in which the firm
can protect itself against the risk of devaluation, and work to ensure that the
superiority of its assets remains a permanent feature.

DEVELOPMENT OF ORGANIZATIONAL CAPABILITIES THROUGH THE
E-COMMERCE ORGANIZATIONAL FORM AND EFFECT AND FIRM PERFORMANCE
E-commerce and knowledge-based capabilities
According to the Knowledge-Based View, organization is a distributed system
of knowledge (Tsoukas, 1996). Kogut and Zander (1992) advance the idea that
the justification for the existence of organizations lies in the frame that these
provide– like social communities of actions constructed on organizational principles, which cannot be provided by isolated individuals. The creation and
transference of knowledge occurs efficiently within the organization (Kogut
and Zander, 1992). Therefore, the main aim of organizations and the reason
for their existence is the integration of knowledge (Grant, 1996). This is due
to the fact that knowledge is stored in the individuals in the shape of specialized knowledge, which allows the creation of new knowledge to advance. By
internal knowledge creation capacity we understand all the competencies associated with the creation of an internal system of continuous learning in the
firm (Camisón, Forés and Puig, 2009).
The potential synergy between e-commerce and knowledge-based capabilities
has been noted in both the information systems and the marketing literature
(Helms et al., 2008). Following Bose (2002), one of the key ingredients necessary for the success of the e-commerce is the continuous availability, accessibility and application of the appropriate organizational knowledge within the
e-commerce organizational form. These include knowledge of many different
types such as business processes, business rules, customer profiles, products,
23

Management Positioning in Online Markets

problem solving and expert insights. Knowledge management from customers
and stakeholders is necessary to continually develop and refine product and
service offering for customization and e-commerce provides the linkage to capture external information (Helms et al., 2008).
In today’s business environment, characterized by fierce competition and constant change, knowledge is recognized as an important organizational resource
for creating strategic value that will turn into stable competitive advantages.
The e-commerce organizational form can develop knowledge capabilities that
allow the transformation of the information into knowledge to improve product
options (Helms et al., 2008). Knowledge-based competences facilitate the gathering, analysis and dissemination of information to help firms to effectively utilize this valuable resource. Therefore, knowledge gained through e-commerce
enhances customer relationship management, supply chain management and
product development (Fahey, Srivastava, Sharon and Smith, 2001). As Helms
et al. (2008) explain, new developments as user-centered Web 2.0 services
provide a platform for participation in content development since buyers and
sellers are actively involved in value creation. Web sites like www.google.com,
www.My-Space.com, www.youtube.com, www.amazon.com or www.wikipedia.
com are making the Internet an interactive mass media for capturing an increasing share of customer attention, favouring that firms using an e-commerce
organizational form benefit from linking a group of entities harnessing shared
power. Such e-commerce facilitates the acquisition of knowledge which captures the actual customer Internet interactions into databases.
Taking into account the above argumentations, in this paper we argue that the
development of knowledge-based capabilities through the e-commerce organizational form is, therefore, a necessary condition in order to the e-commerce
affects in a positive sense firm performance.
Therefore, we put forward the following proposition:
Proposition 1. The effect of the e-commerce organizational form on
firm performance is mediated by the generation of knowledge-based
capabilities.
E-commerce and innovation-based capabilities
The concept of innovation capabilities gathers the capability of the firm to introduce new or modified products, processes, marketing methods or organizational practices (OECD, 2005). This definition recognizes the existence of to two
generic types of innovation capabilities: technological and non-technological
innovation capabilities. The first includes the ability of the firm to develop
product and process innovations and the latter gathers marketing and organizational innovation capabilities.
Technological innovation capabilities allow the firm to apply scientist and technical knowledge to develop and improve products and processes (González-Álvarez
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and Nieto-Antolín, 2005). More specifically, technological capabilities can be
defined as the generic faculty intensive on knowledge to mobilize jointly diverse individual scientist and technical resources, which enables the firm to
develop successful products and/or productive processes (García Muiña and
Navas López, 2007: 180). This definition makes reference to the introduction of
product and process innovations.
Product innovation is the introduction of a good or service that is new or significantly improved in terms of its characteristics or intended use (OECD, 2005).
Process innovation takes place with the implementation of a new or significantly improved production or delivery method (OECD, 2005). From the CBV, a
process innovation can be understood as the firm’s ability to introduce changes
and improvements on production processes, technologies, and work organization (Damanpour, 1991). Damanpour and Aravind (2006) argue that the ability
of the firms to generate competitive advantages and, therefore, to achieve a
superior performance depends on great measure on the capability of the firm
to introduce product and process innovations.
Non-technological innovation capabilities include organizational and marketing
innovations. An organizational innovation can be defined as implementation of
a new organizational method in a firm’s business practices, workplace organization or external relations (OECD, 2005). The feature that distinguishes organizational innovation from other organizational changes in a firm is implementation
of an organizational method that has not been used before in the firm and that
is the result of strategic decisions taken by management. In particular, organizational innovations in business practices involve the implementation of new
methods for organizing routines and procedures to conduct work (e.g., establishing databases of best practices, improving worker retention, or the initial
introduction of management systems). Innovations in workplace organization
involve the implementation of new methods for distributing responsibilities and
decision-making among employees for the division of work, as well as new concepts for the structuring of activities. Finally, new organization methods in a
firm’s external relations are defined as the implementation of new ways of
organizing relations with other firms or public institutions (e.g., collaboration
with research organizations or customers, methods of integration with suppliers, or outsourcing). A marketing innovation is the implementation of a new
marketing method involving significant changes in product design or packaging,
product placement, product promotion or pricing (OECD, 2005). According to
the OECD guidelines, the distinguishing feature of a marketing innovation compared to other changes in a firm’s marketing instruments is the implementation
of a new marketing method not previously used by the firm. The new marketing
method can either be developed by the innovating firm or adopted from other
firms. Specifically, marketing innovation includes significant changes in product
design, which include changes in product form and appearance that do not alter
the product’s functional characteristics. It also includes changes in the packaging of products. New marketing methods in product placement primarily involve the introduction of new sales channels. Innovations in product promotion
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involve the use of new concepts to promote a firm’s goods and services. Finally,
innovations in pricing involve the use of new pricing strategies to market the
firm’s goods or services.
Organizational forms can be an important catalyser of the development of both
technological and non-technological innovation capabilities. Cheesbrough and
Teece (2002), Pettigrew et al. (2000) and Ogbonna and Harris (2003) argue
that a flexible organizational form promote the development of technological
innovation capabilities correcting the weaknesses to innovate from traditional
organizational forms. With regard to the case of e-commerce, as a flexible organizational form, and its relationship with innovation capabilities and performance very little research has been done. An exceptional research on this topic
is developed by Fruhling and Siau (2007). These authors argue that innovation
capabilities are aligned with the critical success factors on an e-commerce organizational form, they provide the necessary insight for management to gauge
their current capabilities against the desired goals for optimal e-commerce
implementation success and further plan for adjustments where weaknesses
are identified. Fruhling and Siau (2007) develop a case study very illustrative
on the importance of innovation capabilities for e-commerce to succeed and,
thus, impacting positively on firm performance. One of the analyzed firms was
not able to successfully launch the e-commerce project as a consequence; in
fact, they dissolved that segment of the organization. On the other hand, the
second organization analyzed successfully rolled out their new e-commerce application to their customers. This second organization seized the opportunities
to innovate new products and services and did expand to using a portal and
introduced other innovative financial products and services. They had a strong
e-commerce strategy and will have an excellent chance to be very successful.
The first firm, on the contrary, lacked the vision and ability to execute the plan
and ultimately closed their business. To sum up, this case study showed that the
organization that had a larger locus of innovation attributes appeared to thrive
in the deployment of its e-commerce initiatives, achieving an improvement on
organizational performance.
Therefore, we propose that the development of technological and non-technological innovation capabilities through the e-commerce organizational form can
be an important source of competitive advantages that can lead to improved
performance.
This is reflected in the following proposition:
Proposition 2a. The effect of the e-commerce organizational form on firm
performance is mediated by the generation of technological innovationbased capabilities.
Proposition 2b. The effect of the e-commerce organizational form on firm
performance is mediated by the generation of non-technological innovation-based capabilities.
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E-commerce and logistics capabilities
Murillo (2001) argued that success in e-commerce requires the use of many complementary assets. Logistics assets play an important role in the relationship
between the e-commerce organizational form and firm performance. Logistics
capability is that part of a firm’s resources which can be valuable, rare, inimitable and difficult to substitute (Barney, 1991).
Numerous studies have studied the link among logistics capability, competitive
advantage and firm performance (Ellinger, Daugherty and Keller, 2000; Zhao,
Droge and Stank, 2001). However, the relationship between e-commerce, logistic capabilities and organizational performance, although it has been highlighted in many studies as crucial, has not been widely investigated from an
empirical perspective.
The logistic approach in e-commerce is different in comparison with traditional
organizational forms. E-commerce receives smaller order size, daily order volumes, small parcel shipments and even same-day shipments are common (Cho,
Ozment and Sink, 2008). Therefore, the importance of logistics capability can
be a determining factor in the success of e-commerce. The complementarities
between the e-commerce organizational form and logistics capability development can determine the creation of competitive advantages and, therefore,
the achievement of economic rents.
In this sense, Cho et al. (2008) develop one of the few empirical papers that
study the relationship among e-commerce, logistics capabilities and firm performance. This study demonstrates that the e-commerce organizational form
have a higher likelihood of creating sustainable competitive advantage and improving firm performance if they have strong logistics capability. More specifically, these authors give empirical support to the following ideas: (1) there is a
positive relationship between the strength of a firm’s internal logistics capability and its performance when an e-commerce organizational form is adopted;
(2) there is a positive relationship between a firm’s outsourcing of logistics and
its performance when an e-commerce organizational form is adopted; (3) the
effect of logistics capability will be stronger for outsourcing firms than non-outsourcing firms. The model tested by Cho et al. (2008) is illustrated in Figure 1.

Figure 1. Theoretical model proposed by Cho et al. (2008)
Source: Adapted from Cho et al. (2008).
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Considering the above argumentations, we posit the last proposition of this
study as follows:
Proposition 3. The effect of the e-commerce organizational form on firm performance is mediated by the generation of logistics capabilities.
Next, Figure 2 summarizes the conceptual model developed in this paper, which
argues that knowledge-based capabilities, technological and non-technological
innovation capabilities and logistics capabilities crucially intervene in the relationship among the e-commerce organizational form and firm performance.
Specifically, it is proposed that for e-commerce organizational form to succeed (improving firm performance) it is necessary that this organizational
form favours the development of knowledge-, innovation- and logistics-based
capabilities.
Knowledge
management
capabilities

E-commerce

Technological
innovation
capabilities

Environment
uncertaintly

Speed
technological
change

Globalization

Firm
performance

Nontechnological
innovation
capabilities

Logistics
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Organizational
form

Organizational
capabilities

Competitiveness

Figure 2. Proposed model: Organizational capabilities as mediators of the relationship between
e-commerce and performance

CONCLUSIONS
This study examines the relationship among the e-commerce organizational
form, organizational capabilities and firm performance. To that end, we have
reviewed literature on e-commerce and have linked the CBV and organizational
design literature with e-commerce concept to develop a theoretical model on
e-commerce, organizational capabilities and performance.
Following CBV postulates, we argue that the mere fact of adopting an e-commerce organizational form does not impacts positively on firm performance per
se. Specifically, we consider that the positive effect of adopting an e-commerce
organizational form on firm performance depends on the ability of the firm to
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use this organizational form to develop two dynamic capabilities: knowledgeand innovation-based capabilities and one functional organizational capability: logistics capabilities. We argue that only when the e-commerce is utilized
to develop these capabilities a positive impact on firm performance will take
place.
The practical implications for managers are as follows: management teams
should be aware that competitive success lies to a greater extent in the firm’s
ability to adapt to changes in demand and in consumer tastes. One way to meet
this competitive requirement is through e-commerce organizational design.
However, managers should bear in mind that the mere fact of adopting a flexible organizational form such as e-commerce will not guarantee improvements
in firm performance. This does not mean that they should neglect this system,
however, if e-commerce is to help improve company performance, managers
should use this organizational design to generate organizational capabilities
based on knowledge, innovation and also on logistics, since these are the capabilities that can create competitive advantages. However, this study calls for
caution against the defence of e-commerce as universally efficient solution,
and argues that its productivity is linked to the introduction of knowledge-, innovation- and logistics-based capabilities.
This study has some limitations derived from its theoretical nature. We cannot confirm and generalize our arguments without testing the propositions
through an empirical study. A deeper analysis is therefore required in order
to prove whether the development of dynamic and functional capabilities act
as mediators variables in the relationship between the e-commerce and firm
performance. Furthermore, future studies should study the role of other organizational capabilities in the context of e-commerce. For example, learning
capabilities an absorptive capabilities or the radical and incremental innovation capabilities can play an important role in the between the e-commerce
and firm performance.
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INTRODUCTION
Spain RANKS twenty-fiFTH in the Global Digital Economy1, behind countries
such as Malta and Bermuda and ahead of others like Italy and Portugal, to name
some of the most striking examples. These rankings are always incomplete, as
the case of the United Kingdom demonstrates, which ranks thirteenth when
really it should be the first or second digital economy overall in the world. The
countries at the top of the list are Sweden, Denmark and the United States.
Connectivity and infrastructures combined with other more subjective factors,
such as the cultural and social or economic environments, mean these rankings
can only give a rough idea of where the world is in this matter and perhaps
serve as a guide for steps that could be taken to produce some truly useful
data. A good example of this is the Global Online Population, which was estimated at 1,324 million in December 2010, a year-on-year growth of 8%2.
Meanwhile, and even more interesting, is that the number of searches performed in search engines during the same 2009-2010 period increased by a
massive 46%. This marked difference reveals the importance of search engines
in the day-to-day life of the online world.
And, as usual the financial world broadly reflects reality, with business people
throughout the world responding by claiming they will increase their investments in Internet, Social Media and Mobile Internet advertising in the coming
years3.
But in my opinion there is one statistic that stands out above all the rest and
paves the way for a future harmonious synergy of traditional and digital marketing, and it is that more than 78% of business owners already declare that
“digital marketing is important for their own personal success”.

1

The Economist, April 2011, Digital Economy Rankings.

2

comScore, February 2011.

3

The BCG Future of Marketing and Advertising Study, 2010.
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When an advance transcends the barrier of personal use, its importance ceases
to be a possibility and becomes a reality, and this is what has already happened
if the few indicators reported above are applied to search engine marketing,
where more than 2.9 million searches are made every minute.

SEARCH ENGINES ARE MARKETS
Because really, what ARE search engineS? What is Google, with a search
quota of 97% in Spain4, but a point where supply and demand meet? Search engines are markets with characteristics that make them very important factors
for businesses to consider.
In Spain, where internet penetration is around 57% of the population5, [copy
image page 156], more than 85% of internet users declare that they have made
at least one purchase via the internet. This has generated a market with an
estimated value of some twenty-five billion Euros6;
Global eCommerce Forecast (Excluding Travel)
$ in millions
Global eCommerce
Forecast

2005

US

73,558

92,475

114,445 137,344 141,890 144,124 165,791 187,693 212,253 235,289

12.4%

Europe

52,430

72,690

98,193

134,387 175,305 188,446 195,174 210,876 246,651 283,014

13.2%

Asia

24,274

32,450

41,911

54,569

76,783

107,078 155,718 208,953 268,560 323,065

27.5%

ROW

9,440

13,216

18,502

25,903

34,970

41,963

29.7%

Total
Y/Y Growth

2006

2007

2008

2009

2010E

55,811

2011E

73,113

2012E

95,047

2013E

‘10·’’13
CAGR

2004

121,660

159,702 210,831 273,052 352,204 428,948 481,612 572,494 680,635 820,511 963,028 19.4%
32.0%

29.5%

29.0%

21.8%

12.3%

18.9%

18.9%

20.6%

17.4%

Source: Department of Commerce, Internet WorldStats, UK eStats, Forrester Rescarch, IDC, Irescarch, Korea National Stadistics
Office, Japanese Stadistics Bureau, eMarketer, PhuCusWrighl, TIA.org, Jupiter, company reports, J.P. Morgan stimetes.

Likewise, one can see the revenue per unique user for different Internet
properties7:
Globally, Google Generates 8x More Revenue per User than Facebook
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4

The Economist, April 2011, Digital Economy Rankings.

5

Internetworldstats.com; Nielsen Analysis.

6

Department of Commerce, Internet Worldstats, UK eStats, JP Morgan Estimates, and others.

7

J.P. Morgan, via Gazhoo, January 2011.
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It is striking that the revenue per unique user is 6 times greater in Google than
in Facebook, confirming that search engines are still bigger generators of business than social media.
With regards to the definition of search engines as markets, one can also see
the penetration of online retail sales in different economies8:

Internationally, as the eCommerce forecast above shows, the value of the
markets penetrated by the searches is still much higher, already surpassing
the threshold of a billion dollars in 2011. The importance of the “search” is
therefore clearly much higher than some people through ignorance, and others
through laziness want to give it credit for, and the fact is that a good listing in
the search engines secures a point of entry for customers that in many cases
will be crucial to a business’ survival.

CAN ONE TRUST IN NATURAL LISTING AS A TOOL FOR EXPLOITING
THESE MARKETS?
two types of presence can be obtained in most search engines: one is determined by the search engine results, using its own algorithm that establishes
the order of the same: this is the so-called organic presence or natural listing
(in Spain the term SEO is in popular use to refer to this section of the search
results page); and the second presence is determined by paid advertising programmes. These are called paid searches and are normally programmes with a
pay per click-based cost model, although most also accept the traditional cost
per impression model.
The great difference between one form of presence and another, beyond their
methods of financing, is the control that can be obtained over the search results. With natural listing, an organisation’s entire search result visibility depends on unknown formulae and secret mathematical algorithms that are
8

comScore, October 2010.
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repeatedly changing to adapt to the uses and solutions that the online community demands; and every time one of these formulae or algorithms changes,
a website owner must make the corresponding adjustments in order to take
advantage of them and obtain the best possible ranking. The website owner
makes these adjustments using literature that has been accumulating over time
(search engines are not so new anymore), including an inestimable contribution
from the different tests and good decisions that the whole community, through
the wisdom of the masses that is possible today, shares in the different specialist websites available to internet users.
Therefore, it is even more relevant today than ever to ask whether an organisation’s presence should, in a market of the size and characteristics mentioned
above, be allowed to depend only on an unknown and changing mathematical
algorithm.

NATURAL LISTING, A SYSTEM FULL OF LIMITATIONS
AN estimated 22 billion PLUS pages exist, indexed by the search engines9,
not counting those beyond the scope of the latter. This clearly implies that online natural listing is a challenge of more than considerable dimensions.
Natural listing depends on secret and constantly changing algorithms, and
therefore obtaining visibility for competitive terms in high demand in a search
engine results page will certainly require assistance from competent specialists, constant monitoring and the capacity to respond to the changes and circumstances. All these factors point to one of the most serious drawbacks of this
type of ranking: lack of control.
It is practically impossible to predict and guarantee positions and therefore SEO
visit volumes, given the changes that might be made in the future to any of the
search engine algorithms.
What’s more, with so much competition in almost all sectors today, it may
become very difficult to obtain a high ranking in for the really valuable words.
Below I will look at the main objective limitations that natural listing presents,
according to some of the most recent literature10:
1. WEBSITE AGE continues to be one of the most important factors today.
A website that has been updated several times over many years logically has a value in itself, as there are certainly people behind it who
for some reason keep it going. This value is definitely considered by the
search engines, and especially Google, as a sign of quality in a website.
This is clearly a limitation, because this factor is fixed and it is totally
out of one’s control to alter it.
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www.worldwidewebsize.com The Indexed Web contains at least 22.61 billion pages (Monday, 27 June, 2011).

10

The periodic table of SEO Ranking Factors by Search Engine Land.
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2. THE PAGE RANK, BEYOND ITS DEFINITION, which is not pertinent to discuss in this chapter (it is bound to have been defined in some other
place, in a book on internet ranking) and constitutes a web popularity indicator, is another sign that Google uses to classify website positioning. Few businesses can gain hundreds of links (Google calls them
votes) in a short time to increase their popularity and therefore ranking. Therefore this is another limitation that one can do little to change
in the short-term. For B2B and very specialised companies, this limitation is further accentuated and even more difficult to overcome if the
current Web 2.0 spirit has still not permeated the country’s culture.
3. THE FAMOUS SAND-CLOCK OF GOOGLE’S ROBOTS. Not knowing how often
the search engine robots index is yet another limitation for businesses
that need to use their website as a strategic element of their business
strategy. And what business can do without its website nowadays? Can a
company entering the market have its whole business strategy depend
on whether Google indexes it, if it does not know when this will happen?
This is indeed another major limitation, together with the uncertainty
that there is no guarantee that the indexing, when it happens, will
reach the entire content of the website. And even when all the content
is indexed, which can be achieved today using certain programmes11,
this does not mean that all the content will be listed.
4. THE INTERNATIONALISATION THAT MANY BUSINESSES require these days
is also an important limitation for natural listing strategies. Most algorithm factors prompt localised results. The more intense the company’s
internationalisation, the more intense must be the resources employed
for their international ranking. This, combined with the high degree of
uncertainty in natural listing, makes this option practically useless for
companies that need to go beyond their national frontiers to increase
their sales figures.
5. RANKING LIMITED TO THE SEARCH RESULTS PAGE of Google or any another search engine. Internet users spend most of their internet hours
browsing through an enormous variety of websites and in fact only a
small percentage of their time (between 5 and 8 per cent12) is spent in
the search results pages of search engines. Although a presence on the
search results page is of indisputable hegemonic importance compared
to a presence in other types of websites, which is so influenced by factors beyond one’s control, it cannot serve as the basis for the sort of
sound internet business strategy that any kind of company truly needs.
6. A SECRET UNPUBLISHED FORMULA can never ultimately serve as the basis for any online sales strategy. Of all the limitations, this is the most
patent and clear. How can the revenue of a company that needs a stable
11

Google webmasters tools is the most suitable.

12

Google internet statistics.
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and calculable cash flow depend on a secret formula? As I write these
words, I realise that this limitation alone would be sufficient grounds
for endorsing any other advertising method that guarantees a controlled
and controllable presence in the online environment.
7. CONSTANT INNOVATIONS BY GOOGLE. It seems they are minimising the
impact of natural listing in the search results page more each day. The
most notable examples are:

38

◦◦

UNIVERSAL SEARCH13. THIS INCORPORATES different segments of information in the search results page, beyond the information contained in the websites themselves. Thus, with Universal Search the
search results page is populated with video, images, news, books
and other similar results. This represents another limitation because it means there is less space for the natural results, which are
even practically non-existent for some searches.

◦◦

INSTANT SEARCH: 0.09 SECONDS WAS NOT ENOUGH, Google had to
exceed itself and provide search results even before a user finishes
entering the search terms. In other words, Instant Search anticipates search results while the user is still writing out their search
in the search box. Why is this another limitation? Instant Search is
georeferenced and therefore very oriented towards local searches.
When Google locates the user’s IP address, it immediately launches
search results and search options within their geographical area.
The natural search results are thus effectively reduced, on many
occasions, to their minimum expression.

◦◦

REAL TIME SEARCH14. To the fantastic advantages of the universal,
and instant searches, Google had to add the cries of the newspaper
street vendor, “Latest news, Latest news…” because this is effectively what “Real Time Search” is: a type of result whose fundamental characteristic is freshness, immediacy and maximum novelty, pretty much the “online exclusive”. And of course, how many
businesses produce this type of result? How many businesses can
compete in the world of the “real time search”? No doubt, the new
social networks can help with this type of ranking, but I can affirm with the same confidence that for most businesses this new
search result method poses another major limitation for their natural listing.

13

Further information at: http://www.davechaffey.com/E-marketing-Glossary/Google-Universal-search-inSEO.htm ; http://www.davechaffey.com/search?SearchableText=Google+Universal+search+in+SEO

14

http://googleblog.blogspot.com/2009/12/relevance-meets-real-time-web.html Real time searches can be
performed here: http://www.google.com/realtime
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◦◦

BLOCKING15. WITH MORE THAN 130,000 USERS and almost 3,000 installations a week, this application for Google’s Chrome browser
allows users to delete the results they don’t like from the search
results page. It is the negative version of the + 1. Marisa Mayers, one
of Google’s senior managers in the Search Engine’s natural results
division, has stated that these blocks will affect a website’s natural listing and the search algorithm will take them into account. Is
there any greater limitation than that of users being able to stop
businesses appearing in their natural search results, even, or perhaps especially, those appearing in the highest positions, as these
are no doubt the ones that will be purged first?

◦◦

There are other limitations, but of course they cannot all be included in an article like this. I have highlighted the ones that are most
indicative at the moment of the extreme lack of control companies
have over natural search engine listings.

Google doesn’t joke, and in one of its most illustrative posts concerning natural listing in recent months “More guidance on building high
quality sites”16, published in response to the great concern that one of
the algorithm updates (the so-called Panda) was causing, it declares:
“Panda is only one of five hundred improvements we plan to incorporate into the algorithm this year”. Five hundred improvements! Who
can keep up with all these changes and what company can base its
strategy on a secret formula that does not stop changing?
8. A CONSEQUENCE OF MANAGING TO BE IN THE Search Engine’s first search
results page is that this may also ultimately become a limitation, as
paradoxical as that may seem. Because, as well as celebrating such an
achievement with one of those famous festive movements described by
Mr. Avinash Kaushik17, what should someone do if their company makes
it onto the first page of Google’s search results? Go and tell the company’s CEO straight away?
The response, as I was taught during my time at the IESE18, must consist
of the famous “depend”, because whether or not we are going to tell
the CEO depends on the position reached in the first search results page
and which page of the site was listed there. It will also depend on the
business sector, because a very commercially-active sector may have a
problem, as I will explain below.
9. PERCENTAGE OF CLICKS ON THE FIRST SEARCH RESULTS PAGE of the
search engines:

15

https://chrome.google.com/webstore/detail/nolijncfnkgaikbjbdaogikpmpbdcdef?hl=es

16

http://googlewebmastercentral.blogspot.com/2011/05/more-guidance-on-building-high-quality.html

17

Web Analytics 2.0: The art of online accountability and science

18

Instituto de Estudios Superiores de la Empresa: www.iese.edu
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As we can see, this is a Cornell University study, and that is exactly how
we must view it. Remember that marketing is not an exact science and
digital marketing is no different in this sense, despite the many measurements available in that area. Even so, this approximate study coincides greatly with other similar studies19, thus giving it some credence.
The first conclusion we can draw is that there is no life beyond the first
search results page. We can also conclude the following:
◦◦

19

40

The winner takes all: this is a constant consequence of the network
economy we currently live in and therefore at times it is justifiable
to invest large amounts of money to reach or guarantee oneself the
top position, because there is a great difference between coming
first and second.

Brandsoftech Study, y 2006 AOL Leaked Data.
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◦◦

The “curse of mediocrity” continues to arise in the theory of communication as elsewhere, where the initial and final messages are
almost all that are remembered, whilst everything in between ends
up being forgotten almost straightaway. Thus, we can see that the
final positions receive more traffic than the middle ones.

◦◦

Anything after position number three means that the natural listing
for that search term is going to produce very little traffic visiting
the website.

When massive numbers of searches are made, these numbers are even
more relevant. In more residual or specific sectors the problem is lessened, but it continues to be fairly certain that, beyond the first page,
one is going to reap little profit from a .
10. THE INFLUENCE OF THE CONCEPT OF THE “LONG TAIL” in natural listing
also dispels the myth that “being [naturally] well-ranked is sufficient”
since, if we apply the percentage of clicks to the searches that the long
tail represents, we will see that very few terms can, by themselves,
secure the survival of a website in terms of visits.
11. REFLECTION OF REALITY AND MARKET SHARE. THE SEARCH ENGINE needs
to reflect reality and, if this is not the case, it is not a good search engine. I almost always tell my clients that Google needs them as much as
they need Google, and although this claim is a little exaggerated when
referring to an individual, that is not at all the case when referring to
the whole. If Google was not capable of indexing the different market
operators it would be a failure. Google needs to be the most faithful
possible reflection of reality and this of course includes economic reality that also incorporates the reality of the “market share”. What I try
to convey is that one of the main limits encountered by natural listing is
reality. Hence, the domain name has less and less weight in the search
engine every day whilst brand relevance has more. To avoid market absurdities, Google must behave every day more as a search engine driven
by relevance as it is in reality, and less so as a search engine driven only
by textual relevance and internet popularity, given that both elements
are easily manipulable and may lead, as has happened for years and
continues to happen, to opportunist companies achieving positions that,
in many cases, end up giving the user the impression that search engines
are still fairly unreliable entities. Domains consisting of keywords occupying the first positions, whilst ignoring the leading companies of the
affected sectors, creates an odd effect on the users and, in my opinion,
weakens the search market.
12. END OF THE MESSAGE: NATURAL LISTING often entails the end of the
capacity to communicate from the listed website. Given that the title, descriptions, texts and links (I refer to the internal ones here) are
key items in the natural onpage ranking, will we modify them once we
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have obtained a leading position in a phrase or term that is key to our
company? The answer, with no shadow of a doubt, is no, thus drastically
reducing in many cases the capacity to communicate, which is a fundamental element of every business strategy once a good natural listing is
obtained: and without a message, without communication, no business
strategy can operate.
13. CONCLUSIONS: CAN BUSINESSES REALLY move forward in this scenario?
Can an aggressive internet strategy rely solely on natural listing?
The answer is provided by the hundreds of thousands and millions of
companies that, like AMAZON, BMW, DISNEY or GEDESCO (the company
sponsoring this GEDESTIC professorship) and so many others with an
excellent natural listing, are intensive users of the pay per click systems
existing in the market, investing millions of Euros in them a year.
Any company, no matter how high its ranking, or how well-known its
products or services are, and for many of the reasons explained earlier
in this chapter and others, would be mistaken to believe they can have
a complete internet sales strategy without using the pay per click positioning services.

PAY PER CLICK LISTING, A SYSTEM FULL OF POSSIBILITIES.
COMPANIES INVEST IN PPC TO WIN CUSTOMERS20, as can be seen in the following
diagram:

20
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And what goal could be more important from a commercial point of view than
attracting customers? Below, we will look at the excellent benefits of the pay
per click system.
1. FOR EACH SEO LIMITATION, THERE IS A PPC SOLUTION. Let’s look at the
most interesting ones21:
◦◦

LONG TAIL. WITH PAY PER CLICK SYSTEMS there is no limit to the
searches or keywords in which a company can list itself. Presence in
the whole purchasing cycle is no longer a chimera, an objective impossible to attain, as is the case in SEO. All companies can be present
in their purchasing cycle, in its long search tail, or only in that part
which most interests them, depending on their strategy or budget.
One of the priorities of a complete digital marketing strategy today
is without doubt the “pursuit” of the customer along the whole purchasing route, cycle or tunnel. And this is perfectly possible with PPC.

◦◦

IMMEDIATE MULTI-COUNTRY POSITIONING. With more than two million people connected to the Internet worldwide and 60% of the
online population using languages other than English22, would a business take advantage of this opportunity by using an uncontrollable,
insecure system, exposed to numerous changes based on an unpublished formula? I think not. The pay per click systems are clearly
the most suitable systems for an immediate multi-country positioning and the only ones that make it possible in a profitable way.
Acquiring a presence in new countries without investing in fixed
material assets was impossible before pay per click systems existed
and now it is a reality that is obvious to all but internet sceptics
or the digitally-illiterate. It is not strange that, given the current
state of affairs, in which more than one third of European Union
citizens openly declare their desire to buy online products from another member state23, companies are increasing their investment in
pay per click advertising programmes and budgets at a rate of over
15% a year24.
Google has created interesting tools for exporters, and I will mention some of the most significant ones below:
-- Export tool25.
-- Translator toolkit26.

21

Please bear in mind the brevity imposed on the author in a chapter like this, which forces me to treat each
question only superficially.

22

Internetworldstats.com, June 2010.

23

European Interactive Advertising Association.

24

Google Inc.

25

www.google.com/landing/exporttool

26

www.translate.google.com/toolkit
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◦◦

-- Geographical targeting in Adwords27.
INSTANT LOCAL RANKING. Another major internet trend is management of users in local areas, where, paradoxically, the search engines have so many utilities for the users. As I pointed out earlier,
once the search engine has managed to determine the user’s IP
address, the search engine’s natural results for local searches are
strongly influenced by geographic location. The results produced
often render the natural results practically invisible, an effect that
is also due to the universal search concept.
If there is an area in which the recovery of investment is crucial, it is
the local environment, where local businesses are usually owned by
small companies whose investment must be recouped from the first
day in order to continue, and this is exactly what they will achieve
by using the pay per click systems: immediacy and visibility for their
business, accompanied by absolute control. And fortunately for the
businesses, this couldn’t be further removed from the SEO philosophy, which is simply unfeasible in many cases as a solution for local
businesses, as the generalised global discontent with Google Places
(Google’s local business directory) testifies.

◦◦

RANKING WITH HOURLY PROGRAMMING to obtain the maximum effectiveness of online campaigns. It can be adapted to the highest
exponent of the advertiser’s needs.
This is one of my favourite functions of the pay per click systems
since, besides the very clear ability to adapt to the advertiser’s
needs, budgets can also be controlled according to capacities, so
that all budgets can have a presence in the search engine, which
in turn offers all entrepreneurs an opportunity to launch their business. The clearest example is that of someone who becomes an
entrepreneur when they get home after a day working for someone
else. They turn on their ad time schedule, which allows them to advertise their initiative only when they are available to attend to it
one hundred per cent (a vital factor for the launch of any business).
Hence, with a little time, a small budget and a telephone they can
start up a business, using advertising that is completely adapted to
the needs of each advertiser via this pay per click function.

27

44

www.google.com/adwords

3. Pay per click and do what you want

◦◦

RANKING THROUGH SEGMENTATION BY INTERESTS. Since current
customer segmentation has become so complex, and it is becoming
more complicated and unreal (which is the true danger) every day
to obtain customer profiles that can help organisations target their
advertising, Google, in its effort to push contextual advertising one
step further, has launched the capacity for advertisers to target
their pay per click campaigns not only by keyword or website, but
also by interests. This fantastically rounds off the possibilities for
segmenting an advertising campaign, with the result that very few
potential customers,escape its impact.

◦◦

IMMEDIATE GEOREFERENCED LISTING is another of the major advantages compared to SEO. In a world where mobile technologies allow
us to locate our customers very accurately on a map, it is logical
for a company to take advantage of this possibility to connect with
them. And the pay per click systems give them the capacity to instantly take advantage of the possibilities of a mobile and georeferenced world without having to rely on anything but their professional use of the system.

45

Management Positioning in Online Markets

46

3. Pay per click and do what you want

◦◦

ENTRANCE DOOR DECIDED BY THE WEBSITE OWNER, and not by a
changing algorithm. Another of the great advantages of the pay per
click systems is that they allow website owners to decide where the
user’s journey into their website begins, giving them the capacity to
come up with much more persuasive designs in order to attain their
objectives.
Many companies would be surprised to see that, thanks to natural
listing, their home page or product presentation page is not the one
most used to enter their site, and that many of their visitors enter
via pages that have not been designed to welcome them. This generates a lot of rebounds and a very low conversion rate of visitors
into customers.
All these disadvantages are dispelled by pay per click positioning, in
which the destination page can be chosen with the highest granularity imaginable, and the website owner can choose, even for every
search, which destination page of the website will be targeted at
each visitor.

◦◦

IMMEDIATE WEB VISIBILITY. When using the pay per click systems,
the website owner’s clock is the only one that counts, thus avoiding practical jokes like those referring to the famous search engine
“sand-clock”.
It is simply unthinkable that a serious company, whose internet
strategy is important for achieving its business purpose, does not
have its internet presence time-controlled.
The pay per click systems allow a website created only 15 minutes
earlier to acquire visibility on the internet for its most relevant
searches. In the instant economy, the economy of the now, any other scenario seems unacceptable..
Besides immediate visibility, but no less important, is that all the
changes and improvements made in a company’s pay per click campaign are also instantly translated into action in the search engines,
with the very strong repercussion this has on any system of “continuous improvement” that a company follows.

◦◦

PAY PER CLICK IS FREEDOM AND CONTROL OF THE MESSAGE, a commercial message constantly adapted to the company’s needs in
real-time.
As I pointed out above, one of the greatest SEO limitations was the
poor validity of natural listing as regards the capacity to communicate. This lack of validity on many occasions, and I would go so far
as to say whenever promotions and offers are concerned, converts
into total incapacity.
47

Management Positioning in Online Markets

With the pay per click systems, on the other hand, a communication
strategy completely adapted to each of the company’s sales phases
is possible, whether these are related to the purchasing cycle of
each customer, seasonal variations, the needs of the sales department or even the company’s stock controls (e.g.: if it has run out of
stock of a product it can stop advertising it; if it has a lot of stock of
another product, it will advertise it more strongly).
◦◦

PAY PER CLICK IS UBIQUITY, and perhaps it would be good for us to
remember this word, as it is going to become, or is currently in the
very process of becoming, the latest digital marketing trend. With
the payment systems integrated in telephones, the digital world is
conquering the physical world, and businesses can no longer limit
themselves, as with natural listing, to revealing their presence only
in the search results page of search engines. Companies need to
have a “total presence”, and this can only be obtained with the
pay per click systems that manage to penetrate the whole web and,
with the help of mobile phones and georeferencing, enter the physical area of the companies.
With the added capacity of the “remarketing”28 systems, pay per
click appears even more virulent.

◦◦

PAY PER CLICK MEANS MULTIPLICITY OF FORMATS and not only text
results. We will demonstrate this with images:

Versus:

28
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3. Pay per click and do what you want

The pay per click formats are much more varied, with many more
creative possibilities, and can be extended to all possible media,
contexts and platforms.
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◦◦

PAY PER CLICK MEANS IMMEDIATE MULTI-DEVICE LISTING that is completely controlled. This is an Adwords menu screen that says it all:

Laptop or desktop, Android or Palm webOS, Telefónica or Vodafone?
Once again, pay per click reveals its superb advantages.
Mobile devices have evolved rapidly in recent years and it is forecast that in 2013 there will be more mobile internet users than computer internet users.29 The exponential growth of searches from
mobile devices along with the complementarity of the traffic from
both these and computers, as well as the georeferencing capacities,
call for a controlled presence in all these devices, a presence that
can only be achieved with the pay per click systems.

29
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3. Pay per click and do what you want

Multi-device listing also means that the result of the click may
vary, which, as can be seen in the image, can permit the following
variations:
-- Click to the destination website.
-- Click to call.
-- Click for local extensions (a map opens in which the advertiser
is listed with the possibility of establishing a destination route in
the browser).
-- Click to download applications.
These possibilities leave natural listing so far behind that I need
make no further comment.

PAY PER CLICK, AN OUTSTANDING SYSTEM OVERALL
And this is due to the following characteristics, which I will explain very briefly
to close the chapter:
•

FOR ALL COMPANIES, without barriers to entry, and from €1 a day.

•

SHOWING THE ADS AT THE BEST MOMENT, just when the interest is so
huge that it is being actively sought (and in the website by means of
contextual targeting, by specific website or through marketing by interests, this means control, control, control!).
If there is something really difficult in the business world, to the extent
that such a horrific term as “cold calling” exists, it is finding an interested customer. With pay per click advertising, this work is carried out
automatically and massively, as it is only when someone shows interest
in the relevant products or services that highly-targeted advertising is
shown.

•

PAY PER ACTION, NOT PER VIEW, one of the tremendous advantages of
pay per click listing is that the payment is only incurred when an action by the potential client is obtained, unlike traditional advertising,
which is paid only and exclusively, not even per view, but by inclusion
or presence (an ad can be in a newspaper and nobody sees it, yet the
advertiser still has to pay). In the world of the search engines, in pay
per click, this action may be a click, a phone call or even a purchase, or
the download of an application. The difference is enormous.
And, to make the system fairer, Google now allows a “preview” of the
ads at no cost to the advertiser.
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•

PAY PER CLICK IS TRUE ADVERTISING. At least, “pay per click” according
to Google’s Adwords concept is the best attempt in the history of advertising to obtain true advertising. The introduction of relevance as a
factor for the success of advertising campaigns in Google Adwords constitutes a giant step forward in this search for true advertising that is so
desired and so deserved by humankind. In all the pay per click systems
that are following in the wake of Adwords, which was the precursor of
and the first system to introduce this parameter, those who pay the
least are those most relevant to the users.

AS A CLEAR CONCLUSION TO THIS ARTICLE, there is no doubt as to the need for
pay per click programmes in the online commercial world, (if the distinction
between online vs. offline can perhaps be made), and their complementarity
with SEO strategies. As an example and paradigm of an advertising tool that allows businesses maximum control of its administration, I conclude the chapter
with the paradigm adopted for the title of the same, which is to say, PAY PER
CLICK AND DO WHAT YOU WANT.
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Abstract
The interactivity of the Internet allows different marketing strategies, offering some
advantages for small enterprises over the mass media. In the typical mass media marketing, brand recognition and brand building is the main objective. For small enterprises, due to the cost of this kind of marketing, advertising campaigns are likely to be
restricted, at best, local media. However, on the Internet, although consumers may not
initially know anything about a specific brand, they can actively search for information,
find products offered by companies all over the world and find out about the quality
of the products. Being well positioned among the Internet search results of potential
clients can be as important a choice criterion for the customer as brand recognition. In
this work, we study this aspect of online visibility, alongside with the web design, analysing the different search strategies of Internet users and proposing a method to measure
website effectiveness for small and medium-sized hotels.
The measurement of website effectiveness is still at an exploratory stage, and there is
not yet a standardised scale widely accepted by researchers. Current online visibility
measurement methods are based on measuring the number of links from other websites, listings in online directories, and online search visibility. However, these methods
are more focused on brand visibility, and average customer search preferences are not
taken into account. The method proposed in this study is based on the Internet search
results of a potential customer sample, taking into account the information sought and
the habits of the average customer. The method was tested measuring the online visibility of a sample of small and medium-sized hotels. The conclusions extracted from
this test are that the difficulties found in an objective procedure for imitating an actual
costumer’s search behaviour can be overcome by the evaluation of online visibility by
real costumers. The limitation of this method is that the potential customer sample
must be large enough and representative enough of the market to assure the validity of
the measurement.
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Introduction
E-commerce has extended the traditional channels used for providing goods
and services to a market that has become global. According to Kuttner (1993),
“the Internet is a nearly perfect market because information is instantaneous
and buyers can compare the offerings of sellers worldwide”. This statement
implies that competition is greater on the Internet and only organisations with
a deep understanding of customer habits and behaviour in online environments
will be able to benefit from this opportunity. However, it must be said that the
depth of changes in all industries and sectors because of business-to-consumer
e-commerce has not been as fast or as extensive as was predicted in the early nineties. The type of product or service can severely limit their marketing
through the network, depending on whether the online purchase produces an
increase in distribution costs, a loss of guarantees or a lack of evaluation criteria for the product selection. Besides, the disintermediation-reintermediation
cycle on the Internet has appeared strongly in different industries due to the
overwhelming amount of online information, a lack of advice and selection of
products by relatively unbiased intermediaries and a lack of guarantees product quality. New online intermediaries are concentrating offers and products
and selling their selection expertise. This makes Internet marketing a complex
problem. Marketing strategies in the virtual realm need a thorough review, as
the peculiarities of the Internet demands new approaches and competences.
For instance, McCarthy’s classical marketing mix (1960) is revised for the ecommerce by McIntyre (2002), defining 11 e-marketing functions.
One of the most complex problems in Internet marketing is how to manage the
company’s presence on the Net, or, in other words, how to measure the ease
of access for potential customers a company’s website and how to improve this
positioning.
One of the great differences between e-commerce and traditional trade is undoubtedly the fact that it can establish direct communication between consumer and producer. This represents a considerable advantage, but it is not
always easy to exploit. Firstly, for SMEs, whose size prevents them developing
their own distribution channel and makes them entirely dependent on intermediaries, it represents a significant opportunity to control the value chain to
their customers. According to Buhalis and Zoge (2007), the bargaining power
of both buyers (consumers) and suppliers (principals) has been strengthened
due to their ability to communicate directly at the expense of intermediaries. But this opportunity is difficult to exploit if there is a myriad of competitors struggling for customer attention or “website positioning”. Secondly, the
Internet can be analysed as a shift in bargaining power forces in the industries,
but also represents a new way of interacting with the customer. The Internet
is by definition an interactive medium (Rust and Varki, 1996). The perceived
interactivity-synchronicity and two-way communication play a significant role
for the relationship-building process of online retail brands (Yoon et al., 2008).
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The network is a good way to win customer loyalty and enhance relationships
with suppliers. On the website, customers can view manuals and catalogues,
accessing all the information the company wants to share. Also this will create
a long-term relationship likely to generate loyalty and a better understanding
of customers’ needs. But the Internet interactivity allowed by the website design must meet customer needs, and how to obtain an effective design is still
an open question. There is a complex mix of Internet customisation, website
design quality, and Internet marketing strategy involved in the problem, and
companies need a greater understanding of how they can add value for consumers through their websites (Fan and Tsai, 2010).
This study focuses on measuring online visibility (Drèze, & Zufryden 2004), including the two dimensions already mentioned - “online visibility” and “website design” – in the measurement. The chapter is divided into four parts. The
first section develops the website effectiveness concept. Section two proposes
a method for measuring website effectiveness based on a combination of the
Internet search results of a customer sample (online visibility) and the objective assessment of website design (Law and Hsu, 2005). Section three presents
the empirical testing of the website effectiveness measurement tool, carried
out with 105 small and medium-sized hotels in Spain. Finally, we present conclusions and limitations and suggest future lines of research.

Website effectiveness
Website effectiveness can be understood as the extent to which a user is likely
to come across an online reference to a company’s website (Drèze and Zufryden
2004) and is able to find the desired information. In classical marketing, visibility
is associated with brand recognition by the customer. It is the result of a brandbuilding process and is linked to advertising campaigns and promotions (Keller,
2003). The similar concept of positioning can be used in the virtual realm and
we can define Internet positioning as the process of creating an identity in the
mind of an Internet user (Serrano-Cinca et al., 2010). The concept of branding
can also be translated to the Internet if we considered the network as another
means of communication. In this case, brand recognition is achieved through
a massive Internet presence. This online brand visibility is very important for
multinational companies with global presence and a large volume of customers.
In this case, the fight for brand recognition is of utmost importance. But, in the
case of small or medium-sized enterprises, worldwide recognition is impossible.
However, the interactivity of the Internet allows for different marketing strategies, offering some advantages over the mass media. On the Internet, although
customers may not know a particular brand or company, they can actively seek
information, compare different offers on the market and information on their
quality and price. Being well positioned in the customer search results for a
particular product or service can be as important as brand recognition. In this
sense, we can use the term “online visibility” (Drèze & Zufryden, 2004), ‘‘web
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visibility” (Serrano-Cinca et al., 2010) or “online exposure”, no matter how
Internet users access a website, whether by typing directly its address into a
browser address bar, clicking on a link to the virtual shop from another website
or using a search engine.
The website effectiveness concept we propose is based on the online visibility, although we will include website design in the concept. It is misleading
to assume that having a site with a good web design ensures that thousands
of people will find your website and buy the products or services offered, but
good web visibility is not enough without solid website design. The website is
the most important part in the communication between the customer and the
organisation in e-commerce. Not only does it allow for financial transactions,
it also projects the image of the organisation and provides basic information to
customers. It is therefore essential to understand customers’ needs, habits and
preferences when looking for information (Chang, 2008). According to Hahn and
Kauffman (2001), during the first phase of e-commerce the goal was to secure a
share of virtual market space through an online presence by attracting as many
visitors as possible to a website, but the ability to conduct online operations
justified by ROI is the only way an e-business can survive. This situation brings
to the importance of value-driven evaluation and management of website effectiveness to the forefront. We therefore consider two dimensions in the concept of website effectiveness: “online visibility” and “web design”.
Online visibility
One of the most complex problems in Internet marketing is the management of
the company’s presence on the Net or how to increase the access potential customers have to a company’s website. There are different strategies for gaining
visibility on the Internet. The first is trying to be in the top positions on search
engines when customers enter keywords related to the firm business. There
are techniques that allow search engine optimisation (SEO) by manipulating
the elements of the website in order to obtain a better rank in search engines.
SEO analyses how search algorithms work and uses this knowledge to modify
content, links, and the HTML source code of a site. There is a rising concern
about what is and is not ethical in these practices. Meta tags spamming, spasmdexing, link farming, hidden content in the page and bridge pages (Dover and
Dafforn, 2011) are some fraudulent or “black hat” methods of manipulating the
relevance or prominence of resources indexed, and search engines are continuously improving their algorithms to detect and penalise websites involved in
such practices.
Another way of obtaining visibility is by means of online adverting, such as
banner advertising or pay-per-click advertising on the Internet. Incoming links
from other sites is another important source of visibility. This has led to the
common practice of link swapping, but incoming links that do not require us
to link them back are usually of better quality and it is more important to have
links coming from high-ranking websites than from low-ranking ones. The major
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search engines rank sites depending on the quantity of quality incoming links
from other sites. Besides, companies can increase incoming links rapidly by
participating in forums, blogs or finding relevant directories where it is possible
to submit sites for inclusion.
An important issue to consider in internet marketing strategy is the evolution
of the most visited web sites in order to predict the future trends. It is interesting to note that, according to Experina Hitwise US report based on U.S.
usage, in March 2010, for the first time, visits (7.07% of total traffic) to the
most important social network (Facebook) exceeded visits to the major search
engine (Google) (7.03%). Since their introduction, social network sites such
as Facebook, MySpace and Cyworld have attracted millions of users, many of
whom have integrated these sites into their everyday habits. (Boyd and Ellison,
2007). Social networks have been proclaimed as a new powerful media for the
propagation of ideas. The effect of word-of-mouth marketing at an Internet
social networking site can be very powerful and quick, and when it spreads
through thousands of members we are looking at viral marketing. Viral marketing exploits existing social networks by encouraging customers to share product
information with their friends. Viral marketing uses electronic communication
to trigger brand messages throughout a widespread network of buyers. The
process is often portrayed as a random ground-up phenomenon over which marketers have little control. But an examination of successful viral marketing
cases identifies a number of strategies underpinning this apparently chaotic
phenomenon, providing an insight into how marketers can use it to position
their brands, change their image, and increase adoption rates (Dobele et al.,
2005). As viral marketing was found, in general, not to be as epidemic as one
might have believed, marketers who want to develop normative strategies for
word-of-mouth advertising should analyse the topology and interests of their
customers’ social networks (Leskovec et al., 2007). Website visibility via social networks has two additional advantages. Firstly, it brings targeted traffic,
and secondly, it boosts online visibility on search engines because of the links
obtained. However, there needs to be a greater understanding of the contexts
in which viral marketing strategy works and the characteristics of the products
and services for which it is most effective (Subramani and Rajagopalan, 2003)
Website design
Effective website design plays a critical role in attracting and maintaining
customers’ interest. Companies must understand how they can add value for
consumers through their websites and the problems faced by customers on ecommerce websites (Fan, Tsai, 2010). It is a complex problem, as the website
design must be analysed in terms of the customer’s behaviour and the company’s Internet marketing strategy. Besides, there are psychological aspects such
as how visual and textual product information and the schematic display of textual information affects the perception of product quality (Blanco et al., 2010),
together with aspects related to the field of human-computer interaction.
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In the last decade there have been great advances in the literature dealing with
the website design problem, and some validated models have been proposed
concerning the ways of designing a website efficiently. For example, Song and
Zahedi (2005) synthesise the theory of planned behaviour with theories from
social psychology in order to conceptualise the salient aspects of Web shopper
behaviour and apply these aspects to website design. Regarding the aspects
related to website layout, such as the colour combination issue, graphic elements, fonts, etc. Ma et al. (2009) present an interesting analysis. For Pei
and Liu (2002), the quality of an e-commerce website consists of ease-of-use,
website content, website security and website interaction. Srinivasan et al.,
(2002) consider 8 dimensions in a website: (1) Customisation, the ability of an
e-retailer to tailor products, services, and the transactional environment to
individual customers; (2) Contact interactivity or the dynamic nature of the engagement that occurs between an e-retailer and its customers; (3) Cultivation,
the extent to which an e-retailer provides relevant information and incentives
to its customers; (4) Care, the attention that an e-retailer pays to all the preand post-purchase customer interface activities designed to facilitate both immediate transactions and long-term customer relationships; (5) Community, the
facility of the exchange of opinions and information regarding offered products
and services among customers; (6) Choice, the range of product categories and
variety of products within any given category; (7) Convenience, the extent
to which a web site is simple, intuitive, and user friendly; (8) and finally the
Character of the website design.
Therefore, website design guidelines must include aspects such as information content, usability, ease of browsing, security (Tarafdar and Zhang, 2007),
marketing techniques and marketing strategy. This complex combination makes
website design more of an art than a science. Tools for measuring the effectiveness of the website should include all these aspects and integrate them into the
website assessment scale

Website effectiveness assessment for small- and medium-sized hotels
Measurements that capture website performance have long enabled businesses
to improve strategies and operations. Measuring the performance of a website
has been proposed in many ways and various contexts over the past decade
(Ghandour et al., 2010). The first studies of website performance tried to assess
the return on investment (ROI) of corporate efforts to develop and deploy IT
solutions for Internet-based selling (Hahn and Kauffman, 2002) after the crash
of the DotComs in 2000. For the case of tourism and hospitality, for instance,
Morrison et al. (2005) propose a method for evaluating websites based on a
modified Balanced Scorecard approach.
From an operational point of view, the interest was soon shifted to the evaluation of website design effectiveness as a mediator variable for performance,
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and, later, to the evaluation of website visibility. Ivory and Hearst (2001) classified these first studies of website evaluations in three categories: (1) user
testing, where users are asked to perform representative task with a given
website; (2) Inspection, where experts use a set of criteria to identify potential problems; (3) Inquiry, where users provide feedback on the website via
interviews. At the same time, website metrics, such as the number of visits
(Nikolaeva 2005), the duration of sessions and the number of pages viewed in a
session can give an important insight into the performance of the website and
the information-seeking behaviour and interests of the customers (Huntington
et al. 2008).
But in any case, it can be observed that there is a clear differentiation between the studies measuring website design and online visibility. In addition,
in the case of the tourism industry, and the hotel sector in particular, there
are specific studies, due to the idiosyncrasy of the business and the important
role that Internet marketing plays in marketing, promoting and selling its services (Buhalis and Law, 2008). Hotels are increasingly taking advantage of the
Internet as a marketing tool, able to provide direct contact with customers. In
the next two sections, we analyse some of the measurement tools for the online visibility of the website and its design in the hotel sector, proposed by the
literature on tourism.
Online visibility assessment
There are several approaches to measuring the visibility of a website on the
Internet. Besides those proposed by Hearst (2001), we can include measures
based on objective parameters like the website metrics. Here, web mining
helps to define benchmarks with respect to competition and allows the calculation of visibility indices as predictors for site traffic. For instance, SchmidtManz and Gaul (2004) use information like keyword density, incoming links, and
ranking positions in search engines to measure Online Visibility.
One of the most complete methods of measurement based on objective parameters is that proposed by Drèze and Zufryden (2004), taking into account the
number of links from other websites, listing in online directories, and online
search visibility. However, these methods are more focused on brand visibility.
Brand visibility in general is not as interesting as visibility for the potential
market at which hotels must aim all their marketing efforts. Small and mediumsized hotels do not have a known brand and first access to their website is
always made by indirect means. Knowing the search habits of their potential
customers and their choice criteria is essential in order to draw any advantage
from their Internet presence. Then, although online visibility can be measured
in different ways, the best option for SMEs in general is always the one that
takes into account the information sought and the habits of the average customer when possible.
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As has been mentioned above, there are different ways of obtaining Internet
visibility, and small and medium-sized hotels must assess the importance of
each information search mechanism used by their potential customers. A hotel
website can be visible through advertising on other web sites. Another important form of Internet presence is through search engines. Other means, like
newsgroups or online consumer generated media, such as Tripadvisor in the
tourism industry, are gaining preponderance every year in achieving visibility.
For Stepchenkova, Mills and Jiang (2007), this kind of virtual travel community
makes it easier for tourists to obtain information, maintain connections, develop relationships, and eventually make travel-related decisions. In addition, in
the tourism industry, as in so many activities using Internet marketing, the reintermediation phenomenon, through online travel agencies, is gaining strength
in tourism product distribution. The overwhelming amount of information on
the Internet, customers’ lack of trust, frustration at not finding the information sought, the need for an expert’s recommendation - all these reasons have
meant that the dream of direct communication between client and producer is
not always the most attractive option for customers. So, as Internet information grows exponentially, we are seeing the proliferation of virtual intermediaries. Visibility in online travel agencies should be also taken into account.
An interesting tool using objective parameters and combining different search
procedures of potential clients for measuring Internet positioning of e-tailers
is that proposed by Serrano-Cinca et al. (2010). This scale has 20 parameters
grouped in four dimensions: (1) websitevisibility defined as the number of incoming links to a company’s website; (2) search engine relevance, defined as
the values provided by PageRank and Yahoo’s WebRank, (3) popularity in online
newspapers, blogs, forums and shopping portals, measured by the news items
referring to the company under study; (4) reputation in shopping portals measured by the ratings supplied by the three main shopping portals. Nevertheless,
it is not always clear how to combine all these dimensions in a realistic way.
Incoming links, search engines, portals, newsgroups, online intermediaries, social networks, all contribute to achieving online visibility, and their individual
importance depends, in our case, on tourists’ information search habits. It is
for this reason that any measurement tool should reflect the search behaviour
of the target market.
Website design assessment

An instrument to measure a website’s design, attributes, usability, and effectiveness is essential in order to manage business-to-consumer e-commerce
and to establish a relationship between website characteristics and website
performance. In the hospitality sector, where hotels are increasingly making use
of the Internet as a marketing tool, professionals and researchers have made
great efforts to develop a validated instrument for evaluating websites, their
attributes, utilisation and effectiveness. Most of these instruments analyse the
design characteristics and or functionalities of the website. For example, Ivory
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and Hearst (2002) propose a design-checking tool that assesses website designs
based on quantitative measures of the informational, navigational, and graphical aspects of a website. Other authors consider other terms for classifying
their characteristics, although the underlying concepts are very similar. For
example, Wan (2002) proposes an instrument for evaluating the websites of international tourist hotels and tour operators using three categories: user interface, variety of information and online booking. Muylle et al., (2004) consider
four categories: information, connection, layout and languages.
For Schmidt et al. (2008), the best measurement models are those that approach the evaluation of the websites from their effectiveness, from the results the website may bring to the company in terms of marketing (Chaffey et
al., 2003), or in other words, the influence of content, design and privacy and
security on shopping intentions (Ranganathan and Ganapathy, 2002). But this
kind of approach requires strategic information from the companies, which is
not always available. If managers are not willing to give away this information,
Schimdt et al. (2008) confirm that managers’ perceptions about their website’s
effectiveness can be used as a proxy. In any case, a set of the website’s features
must be evaluated, and Schmidt et al. (2008) validate a measurement scale
for hotel websites with seven dimensions: promotion, multimedia, navigability,
customer retention, privacy and security, and service promptness.

Operativisation of the website effectiveness assessment
Sample and data
The purpose of this study is to assess the effectiveness of the websites of small
and medium-sized hotels in Spain. Spain is the second largest tourist destination in the world and only France has more foreign visitors. About 60 million
foreign tourists visited Spain in 2007 (1.4% more than 2006), spending an average of 865 euros per person. In Spain, the tourism industry represents 12% of
GNP. British people are the most frequent visitors (16.5 million), followed by
the Germans (10 million) and the French (9.5 million). The industry has 11,694
hotels and 8,968 campsites. In 2007, 56% of the hotels with more than 10 employees used e-commerce. In total Internet sales in Spain, tourism products are
dominant: 31.7% were transport tickets (flights, trains, buses and ships) and
11.1% hotel reservations. Online sales in the tourism industry were distributed
as follows: 54% within Spain, 35% within the European Union and 11% in the rest
of the world (Telecommunication and information society observatory, 2007).
In order to simplify the assessment of the hypothesis and avoid the inclusion of
more control variables, only hotels were selected in the study. Luxury hotels
(five stars) were not included30.
30

Musantel et al. (2009) demonstrate that there are differences between 5-star hotels and hotels in other
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In addition, due to the method chosen for evaluating online visibility, only 4
destinations were considered: the two main Spanish cities for urban hotels
(Madrid and Barcelona), and, for beach hotels, two important coastal destinations (Mallorca and Malaga). Enterprises with more than 250 employees were
ignored. The hotels were selected from the SABI database (Sistema de Análisis
de Balances Ibéricos, [Iberian balance sheet analysis system]. The final size
of the sample was 95 hotels in order to facilitate the evaluation (18 hotels in
Madrid, 16 in Barcelona, 47 in Mallorca, and 14 in Málaga).
Online visibility scale
The measurement of online visibility must be based on the information search
preferences of potential customers. To include these preferences, a deep understanding of tourists’ information-seeking behaviour is needed, and the model
should integrate all the psychological/motivational, economic, and processing
approaches of tourists (Gursoy, & McCleary, 2004). Facing such a tremendous
task, the following shortcut was used for measuring online hotel visibility. The
difficulties found in an objective procedure for imitating an actual tourist’s
search behaviour can be overcome by the evaluation of online visibility by real
tourists. As the aim was to obtain the online visibility of a specific hotel for
an average tourist, a group of 20 people was asked to search for information
about hotels in a specific destination. Although there is a number of alternative
ways to segment tourist markets using the criteria of profitability, variability
and accessibility of the segments (Gonzalez and Bello, 2002) and consumer
behaviour patterns, the criteria chosen were socio-demographic and economic.
The subjects were selected using country criteria, distributing the nationalities
according to the Spanish tourism market (10 Spaniards, 4 Britons, 2 Germans,
2 French, an American and a Ukrainian). The ages ranged from 27 to 51, and
there were 11 men and 9 women. Their income varied from €18,000 to €85,000
per year. The procedure to establish the online visibility was as follows: 4 independent lists for the 4 destinations studied (Madrid, Barcelona, Mallorca and
Malaga) with the commercial name of the hotels provided. Each person had to
search for accommodation for a specific destination for 30 minutes. If, during
the process, they found a hotel included in the list they had to write down the
exact time. The scores were 4 points for destinations found in the first 5 minutes, 3 for those found at between 5 and 10 minutes, 2 points for between 10
and 15 minutes, 1 point for between 15 and 20 minutes, 0.5 points for between
20 and 30 minutes, and 0 points for the rest of accommodation. The results of
each subject were added, so that the maximum possible score for a hotel was
80 points.
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Website design scale
The evaluation of hotel websites was based on 40 attributes proposed by Law
and Hsu (2005), grouped in 4 dimensions: Reservation information (10 attributes, such as room rates and checking rates and availability), facility information (11 attributes, such as hotel information maps and hotel features), contact
information (8 attributes, such as telephone number and address), surrounding
area information (5 attributes, such as transportation and airport information),
and website management (6 attributes, such as multilingual site and up-to-date
information). The choice of this scale and its operativisation is due to its objectivity. Other scales rely too much on user subjectivity, and require a sample
of Internet users to combine the results and add solidity to the measurement.
The presence of each attribute on the website was counted at 0.75 points, so
the maximum score for a website was 30 points. This amount was added to the
aggregate scores for the online visibility made by the twenty fake tourists. The
final score (from 0 to 120) was the measurement of the website’s effectiveness.
The maximum value of 30 for the website design scale was established to obtain a balanced score between visibility and design, after checking the values
obtained for online visibility (see table 1)

Results
The statistics for the hotels’ websites online visibility for the four destinations
are shown in table 1.
Table 1: Means and standard deviations of the hotels’ website online visibility
Destination

Mean

s.d.

Min

Max

Madrid (n = 18)

5.06

7.43

0

30

Barcelona (n = 16)

7.00

9.08

0

28

Mallorca (n = 47)

3.11

5.76

0

23

Málaga (n = 14)

2.64

5.90

0

22

Note: n = number of hotels in the list assessed by the fake tourists

There is a clear difference between the scores for hotels in cities (mean score
6 points) and the seaside hotels (mean score 2.9 points), but in all four destinations there were just a few cases where the hotel website was found by the
fake tourist (maximum score for the four destinations are similar, although the
seaside hotel websites were more difficult to find). No special difference was
found in the search for destinations with a short list of hotels (between 14 and
18), and the destination with 47 hotels. 55% of the website hotels were not
found, and only 6 out of 95 websites assessed obtained a score higher than 20
points. The highest score was 30, when the maximum possible score was 80.
The histogram of the website online visibility of the whole sample is shown in
figure 1.
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Figure 1: Histogram of the website online visibility

Because online visibility evaluators had different backgrounds, ages, incomes, sexes, life styles and nationalities, some diversity was expected in their information
search behaviour and hotel scores. So, possible divergences in results between
subjects were not considered problematic. Nevertheless, some concerns were
raised about the reliability of the procedure. To check the reliability of the measurement, 2 weeks after the first evaluation the test was repeated on 5 subjects.
The results were almost the same, confirming the stability of the measurement.

After observing the results and the histogram, problems connected to the censoring of the variable due to the large number of hotels with 0 points (about
80%) were envisaged, so any method requiring normality in the data should not
use this scale alone.
The values of the scores for each dimension of website design evaluation are
shown in table 2.
Table 2. Means and standard deviations of website design scores
Variable
Website design (40 items)
Reservation information (10 items)
Facilities Information (11 items)
Contact information (8 items)
Surrounding area information (5 items)
Website management (6 items)
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Note: n = 95

Range

Mean

s.d.

Max.

Min.

0-30

25.43

0-7.5
0-8.25
0-6
0-3.75
0-4.5

7.17
7.06
4.8
2.87
3.53

3.31

30

14

0.40
1.10
1.01
0.54
0.61

7.5
8.25
6
3.75
4.5

5
3.75
0
1.5
1.5

4. On how to measure website effectiveness for small- and medium-sized hotels

Since the assessment of website design was done by one expert checking the
presence (.75 points) or the absence (0 points) of the 40 attributes proposed
by Law and Hsu (2005), the dimensionality of the scale cannot be confirmed.
Nevertheless, the correlations of the dimensions (see table 3) show that they
are closely related, all of them with a significance at 99 %. The lowest value of
.573 belongs to the correlation between reservation information and contact
information.
The histogram of scores from the website design scale shows that the distribution is nearly normal, except for the censoring of the scale at its maximum
value (30 points).
Table 3. Correlations among the dimensions of the website design scores
Variable

1

2

3

4

1. Reservation information

1

.675**

.573**

.574**

2. Facilities Information

.675**

1

.839**

.845**

3. Contact information

.573**

.839**

1

.760**

4. Surrounding area information

.574**

.845**

.760**

1

5. Website management

.658**

.839**

.771**

.845**

Note: n = 95
Note: * p< .05. ** p< .01 (two-tailed)
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The website effectiveness scale is the addition of both scales – online visibility
and website design. Its mean and standard deviation are shown in table 4. Its
histogram is shown in figure 3.
Table 4. Mean and standard deviation of the website effectiveness scores
Variable

Range

Mean

s.d.

Max.

Min.

Website effectiveness

0-120

29.75

7.82

56

21

25
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Figure 3: Website effectiveness histogram

Conclusions
Some of these results are interesting. Firstly, good website design is easily to
achieve and is already a common characteristic in most of the hotels studied.
Second, online visibility is rare, and even for tourists looking for accommodation for a specific location, the vast majority of hotels cannot be reached if you
use generic keywords or search for information about a particular destination in
a virtual travel community or an online intermediary. Therefore, the positioning
in the network can be a source of competitive advantage. Online visibility is difficult to achieve. This result confirms the view of Choi and Morrison (2005) when
they pointed out that most websites were being used as “electronic brochures”
rather than being presented as “integrative distribution and marketing channels”. They showed weaknesses in attracting customers and were not designed
to generate substantial online profits.
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4. On how to measure website effectiveness for small- and medium-sized hotels

To obtain good online visibility, managers need to have a proactive attitude.
They must know their market and the search habits of their prospective tourists, depending on country, age, income or life style. In addition, an understanding of the most important means of information searching on the Internet
and how to be placed at the more visible points is indispensable. They need
to have, or at least consult, technical knowledge on how to gain positions in
search engines for a particular set of key words, as 85% of Internet users find
their information through search engines and 58% use online directories (Drèze
& Zufryden, 2004). Negotiations with the main online travel agencies or the
ones specialising in the specific SMTAE’s products must be considered. Special
care must be taken to pamper online consumer-generated media. Monitoring
and participating in online consumer communities can be beneficial. The online
visibility thus gained must be continually cared for and improved because of
the fierce competition for the top places in the list of the most visible firms. At
the same time, all this must be supported by the opinions of satisfied customers
in consumer communities, as this can be a determining factor for prospective
tourists.
Regarding the scale, although one of the main objectives was to obtain as objective a scale as possible, the role of the fake tourists, although they search
rather than assessing, is a compromise between actual behaviour and the goal
of objective parameters.
The online visibility is difficult to attain and this is reflected on its distribution,
with only a few websites being found by the fake tourist. The website design
distribution is nearly normal, some censoring at the highest value (30 points).
This limitation can easily be overcome by adding some restrictive attributes not
easy to achieve.
It is important to understand tourists’ behaviour and analyse the trends on
information searches by potential customers. For future research it would be
interesting to analyse the differences in behaviour for different segmentation. Other segmentations different from the one used in this study and useful
for analysis are those based on lifestyle or activities, interests and opinions
(González and Bello, (2002).
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Abstract
The Internet and the World-Wide Web have transformed the way people and companies
provide and access information. Search Engine Optimisation (SEO) and Search Engine
Marketing (SEM) are currently the cornerstone of digital marketing. They form the pillar that supports a website’s visibility and presence on the SERP (Search Engine Results
Page) and the main source of traffic to the website of companies that want to position
themselves there. This work studies the specific case of the companies QDQ Media and
Google. QDQ offers its customers SEO and SEM campaigns services for the Google search
engine.

INTRODUCTION
The saturation of traditional forms of marketing has boosted the development
of more alternative methods (Fossati, 2007). All of the conventional methods
suffered a decrease in advertising revenue during 2009, according to Infoadex.
Compared with 2008, television revenues fell by 28%, daily newspapers by 27%,
magazines by 36.4% and radio by 18.1%. The Internet was the only medium
which grew (3.1%), albeit as part of a very modest level of growth that totalled 113 million Euros globally. Yet, despite this rapid mainstreaming of online advertising, many advertisers are still not seeing a range of established
tactics and strategies that substantially improve the effectiveness of on-line
ad campaigns. In some cases, this is because advertisers are new enough to the
Internet to lag behind on the learning curve. In other cases, many advertisers
have viewed the Internet as a source of cheap advertising and therefore do not
invest sufficiently in experimentation and research to identify the tactics that
work best for them. On-line advertising remains new and fast-evolving and it
has been around long enough for several best practices to emerge. The result is
that on-line advert prices are going up, and it may no longer be seen as a cheap
advertising medium. It does remain, however, an effective one. As such, it is
more important than ever for advertisers to master the tactics that produce the
best results for their on-line campaigns.
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Under such circumstances, using the Internet is vital. The Internet and the
World-Wide Web have transformed the way people and companies provide and
access information. The use of Information and Communication Technologies
(ICTs) in companies is a good indicator of their level of modernisation and their
ability to compete in a globalised environment. This new medium means that
you have to stand out and be visible, which is why search engines play such
a key role. In fact, studies have shown that internet users only look at the
first two pages of results that search engines show up (Codina & Marcos, 2005;
Weideman, 2007). In this context, with such a large number of web pages, the
likelihood that any page is provided to an individual entering a search query
can vary widely and may depend on many factors. Generally, modifying one’s
web page and on-line advertising strategy to increase the indexability, relevancy and popularity in order to improve its ranking with respect to search
engine methodologies can have enormous benefits. This is no surprise given the
amount of advertising-based revenue available through Google AdWords and
other similar programs.
Needless to say, website owners that rely on site traffic, advertising and commercial transactions as means for generating revenue want their site to appear
as often and as “high” in a search results list as possible. Therefore, search engine marketing is considered one of the most important aspects for companies
(Piper Jaffray & Co., 2006), given that client acquisition costs are very low and
the Return On Investment (ROI) is high (Orense and Rojas, 2008).
On the other hand, 96% of Spanish businesses are comprised of small and medium sized enterprises (SMEs). A study carried out, for the second year running
by Sage, which looked at the range of small and medium sized Spanish enterprises and new technologies, has shown that 46.5% of the sample taken had a
corporative website with only 9.1% of them using it for commercial purposes,
through their on-line shopping service. Just 65.6% of the sample uses traditional
mobile phones, with 14.8% using a Blackberry. Of these users, 71.2% of them
used it just for making phone calls and 16% for sending and receiving e-mails.
Furthermore, social networks continue to be unknown for these types of companies when it comes to doing business. Since the beginning of 2010, within this
business-technology environment, QDQ Media has tried to transmit the vision of
Web 2.0 to SMEs and offer them the opportunity to have their own web pages
and position themselves on the Internet.
This study analyses the specific case of the company QDQ Media. Under the
2008 agreement between QDQ Media and Google, QDQ.com offers its customers
Search Engine Optimisation (SEO) and Search Engine Marketing (SEM31) campaigns services for the Google search engine.

31
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The agreement between QDQ.com and Google also includes SEM positioning, that is, the marketing and distribution of the advertising software, Adwords.
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SEO AND SEM: TWO COMPLIMENTARY INTERNET MARKETING STRATEGIES
Posada (2008) defines search engine-based marketing as those internet marketing actions that try to increase visitor traffic to a website whilst improving its
positioning on search engines. There are currently two types of complementary
search marketing strategies. Firstly, there are the strategies that are based on
optimising a website in order toimprove search engine rankings (SEO) in the
organic search engine results, and secondly, there are those strategies that
focus on advertising campaigns -activated by relevant search queries- that are
shown next to the organic search engine results, which are called search engine
marketing (SEM). The majority of search engines have two different sections on
their results pages; one which lists the search results (commonly known as the
organic results section, which can be influenced by SEO strategies) and another
to show sponsored links, which are the ads are related to SEM strategies. SEO
actions focus on website rankings whereas SEM actions cover all aspects of promotion and advertising in search engine results.
So, the constant expansion of corporate websites has made SEO and SEM strategies the cornerstone of internet marketing positioning and is therefore extremely useful for companies who want a successful website.
SEO
SEO strategies are based on the development of a crawlable, indexable, relevant and popular web page whose content is optimised through certain keywords (Orense and Rojas, 2008; Penela, 2004). These strategies, which only
require a fixed management cost, generate medium and long-term traffic and
profits (Sabaté, Arjones, Cañabate and Consolación, 2009). Website optimisation can achieve high rankings on search engines to ensure that company websites receive more visits from potential customers. One of the major benefits
of the SEO service is that it helps to create websites that suit both the potential clients and the search engines. Specially designed and result-oriented SEO
services provide systematic and reliable search engine solutions together with
a range of SEO benefits including: user-friendly website design or re-design,
keyword-rich content writing, article submission to major directories, proper
meta tag optimisation, advanced on-line marketing techniques, long-term higher rankings on major search engines, strategic link building, increased website
visibility, enhanced on-line sales, global business coverage, website evaluation
and monthly reporting.
SEO strategies are based on automated algorithms32, meaning that behaviour is
translated into a mathematical formula in such a way that certain factors can
influence the behaviour of search rankings. Each search engine currently has its
own set of ranking factors for its results. The first search engines were based
on meta-tags content, then on page content, and now they have reached the
32

It has become the common place to show how inverted links, in other words, links that come from other
websites, could be a fundamental factor for search algorithms in order to establish their prominence or page
recommendations. In fact, there would be a difference of between 100% and 10% of visitors for the first and
tenth placed rankings according to eyetracking measurements for Google search results. (Eyetools, 2009).
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point were they take into account both internal and external factors. Some of
these factors are: keywords near the beginning of the title tag, keywords used
as anchor text from external and internal links, the authority of the domain,
genuine high-quality, unique content, keywords anywhere in the domain name,
the number of external links to a page, the diversity of external link sources,
links from social media sources, keywords as anchor text to outbound links,
the length of the remaining domain registration, keywords in the URL page,
keywords in smaller headlines, bold and italics, the existence of a meta description for your page, keywords as the alt text and title for images or using a
key phrase as the alt text of an image. All of these factors, among others, are
a tried and tested way of achieving better listings.
SEM
On the other hand, SEM strategies use sponsored links that are commonly known
as Pay Per Click, or PPC. Search engine marketing is the fastest growing sector
in on-line marketing (Interactive Advertising Bureau, 2003) and more and more
people are looking to the web when making both on-line and off-line purchase
decisions (Trusting the Web, 2004). However, search engine marketing can be
highly complex, as several factors drive the overall ROI of a marketer’s search
engine marketing investment. But the benefits it provides are not only exclusive
to ROI but also provide an insight into audience preferences that can reinforce
and shape other marketing initiatives. This is critical for making a campaign as
relevant as possible and achieving a synergy that will drive increased consumer
response.
Currently in Spain, the main advertising system on search engines is Google
AdWords33. SEM strategies are based on the purchase of key words which allow
sponsored links to be included next to search results that capture traffic to the
advertiser’s website. This type of strategy results in more traffic and profits
over the immediate short-term. Therefore, Pay Per Click sponsored links can
be included on the results page on search engines or on the search engine’s
distribution network. This is the case with Google AdWords. Google’s distribution network is made up of those businesses or websites that distribute sponsored links that have been previously approved by Google. Google’s AdWords
platform delivers fast and efficient positioning, visibility and traffic for companies through highlighted advertisements and sponsored links that appear on the
Search Engine Results Page (SERP). Increasing acceptance for Google’s contextual advertising runs parallel to this search engine’s broad recognition. The key
aspects that characterise this system are as follows:

33
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•

Competitive prices: the price is based only on the number of clicks the
advert receives.

•

Cost Control: it is possible to choose the maximum payable cost per
click received, as well as a maximum daily limit to be invested. The

http://adwords.google.es
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company that wishes to advertise pays Google according to the number
of times potential clients click on the advert, and in the case where the
hit is made from a website that the search engine owns, this intermediary will receive a small part of the profits. In this study, we will analyse
the case of the intermediary QDQ.com.
•

Segmentation: Segmentation can be carried out across 250 countries
and in 14 languages, dividing up the target public into regions, cities
and even neighbourhoods, something which represents a giant leap in
client segmentation. These possibilities do not only provide a great advantage in the system but they are also favoured by local advertisers
who have a smaller advertising budget to invest.

•

Immediacy: adverts are published practically as soon as they are
created.

•

Controlling results: advertisers have at their disposal a tool which enables to manage the campaigns and control the results. This tool provides,
among other information, the number of recorded impressions, the cost
of every recorded click, the total number of recorded clicks and the CTR
(Click Through Rate). So, two factors determine how many clicks you
will get for a given search phrase: impressions and click through rate
(CTR). An impression is counted when one advert is served as part of
the search engine results. The number of obtained impressions is based
on the number of times the keyword they are bidding on is searched
for and the position of advert in the rankings for that keyword. On the
other hand, CTR is the metric term used to determine what percentage
of users click on a given listing. CTR is calculated as: clicks/impressions.
A number of factors influence CTR in addition to rank. These include
title, description, advert and landing page relevance and industry.

Another tool exists called Google Analytics which allows you to identify the
keywords that offer the best results and, additionally, using this tool makes
controlling the ROI easier as it enables the crossover of data between both
tools. It is worth pointing out, however, that AdWords are usually sensitive to
context, in other words, they are sensitive to the keywords34 used in searches
and in the web content or a blog that the user visits or the searches that are
carried out from there.
This rapid positioning channel is, however, short-term, and its effectiveness is
relative due to the “cost per click”. This is the point where SEO strategy becomes more meaningful and is the perfect supplement to any internet marketing strategy. However, as every day that passes, users appreciate the difference
between sponsored links and natural or organic results on Google, which is why
many users refuse to click on sponsored links as they consider them to be of
34

It is worth pointing out that both SEO and SEM strategies are based on the identification of keywords that
potential clients use when they search for information related to a company’s offer. Both try to optimise the
positioning of the links on a website in accordance with the results that are returned by the search engine to
the user.
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little or no interest. This explains why traffic obtained by the first position of
any natural or organic set of Google results is usually better than any of the
sponsored results.
On the other hand, Google AdWords has an advertising system which is driven
by websites. This option allows the advertiser to include ad graphics, videos
or text on a selection of web pages and portals. Selecting the websites where
the advert will appear is carried out the advertiser itself, according to the language, country and theme of the websites on which they wish to advertise. The
service provides a list of websites that allow the inclusion of adverts through
the Google AdSense System35. This system, since its inception in 2003, has enabled web editors to show Google adverts that are relevant to the content of
their pages in order to generate income. Given that the adverts are aimed
at user searches or related to the characteristics or interests of the visitors
according to their content, it is a good formula to enrich the website in the
time that is available. The adverts published on these websites are related to
the theme and language of each site and belong to a diverse range of adverts
that include both international brands and small local business. Website owners receive an income which is a percentage of somewhere between what the
impression/click costs the AdWords advertiser and the profit that is generated
by AdSense. Adsense can be also enabled for internal site search tools provided
by Google, so it is possible to earn profits from the search results carried out.
In a global internet marketing strategy, SEO and SEM form the pillar that supports a website’s visibility and presence on the SERPs and, consequently, the
main source of traffic to the website for companies that want to position
themselves.
COMPARISON BETWEEN BOTH STRATEGIES
As previously mentioned, there are two ways of appearing on these search engine results lists. Table 1 shows the difference between the two options cited,
which clearly demonstrate how complimentary they are.

35
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Table 1. Comparison between the SEO and SEM strategies
SEM

SEO

Sponsored link associated to
certain keywords contracted
by the company that is being
promoted.

Optimise the ranking of a
company’s website that is included in the organic results
area through the construction
of a high quality and relevant
website according to certain
keywords associated to the
business.

* Pay per purchase (PPP)

Search engine optimisation
(SEO).

Objective

Name/Type

* Pay per click (PPC)
* Flat fee (FF)
Fixed management cost.

Cost

Variable cost according to
type of SEM.
By contract.

Positioning guarantee

ROI
Profit period
Traffic produced
Initial investment

Fixed management cost.

None.

In the case of PPC it depends
on the number of times that
the site is visited.
Short-term.

Long-term.

Immediately, while the campaign lasts.

Long-term.

Short-term.

Long-term

Increased.

Constant, throughout
whole process.

the

Source: Own creation based on other sources (Green, 2003; Orense & Rojas,
2008; Posada, 2008; and Sen Sen, Bandyopadhyay, Hess & Jaisingh, 2008;
Sabaté, Berbegal, Consolación & Cañabate, 2009)

GOOGLE AND QDQ MEDIA: TWO PARRALEL PATHS
The Google project was originally developed in 1996 by Sergey Brin and Larry
Page at Stanford University. This was when PageRank technology was developed,
which calculated the importance of a website based on the links it received.
This technology changed the face of search engines completely and brought
about a new and improved set of search engines. In 1997, the domain name
google.com was purchased and in 1998, Google Inc. was created. It is worth
pointing out that the two characteristics that made Google a successful search
engine were a very clear and simple interface and very relevant results. Google
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implemented a system which not only took into account factors relating to the
page on which information was being sought, but also other external factors
that were of greater or lesser importance to the website. Nowadays, all search
engines use technology similar to this. Among Spanish Internet users Google is
the most commonly used search engine, however, the figures differ from source
to source: 77.93% (NETPROVIDER, 2007) and 95.21% (Netsuus, 2007).
AdWords began its journey in 2000. This was the point when Google changed
its policy on being a search engine completely free of advertising. Up until that
point, the lack of advertising had been a sign of the independence of the search
results, as well as a guarantee on how fast the Google pages loaded. Google
AdWords is the method that Google employs in order to develop its sponsored
advertising and, currently, it possesses the largest contextual advertising network in the world. SEM actions cover all aspects of promotion and appearance in search engine results. AdWords boasts millions of clients and businesses
throughout the world on its websites, which means it is the invoicing centre36
for Google. AdWords not only appears on Google search pages and those of their
partners, but it also appears on the network of millions of websites sponsored
by AdSense, provided that the content and subject of said websites is related to
or complements the client’s website. In addition, these sponsored adverts can
appear on Gmail or Google Finance.
On the other hand, QDQ Media started competing in the services and telephone guide sector that had existed up to that point in Spain. QDQ Media is
a publishing company for reference guides and is a Spanish subsidiary of the
French group Pages Jaunes Groupe. It provides both a paper-based resources
(QDQ user’s guide) and on-line resources, which can be found at QDQ.com.
Independently of its paper distribution service, the current digital version is the
cornerstone of the company.
It is widely known that the expansion of the Internet and the strong economic
crisis has transformed business models for many companies. QDQ Media has
had to adjust its actions in order to adapt to current requirements. This new
technological environment has forced QDQ to evolve from only publishing paper
guides to providing its services on the Internet. Within this business-technology
setting, QDQ launched a tailor-made web design service for SMEs, an offer to
manage budgets for its clients and SEO. Its main objective is to demonstrate
to SMEs the crucial importance that the Internet plays in developing their businesses and to offer to become their technological partner in any such development. This angle has forced QDQ Media to restructure its senior sales management team, to improve its leadership in key markets and channels, to develop
and support its first line of management, to emphasise performance management and coaching, and to improve the quality of its sales personnel.
Due to the especially difficult economic circumstances, QDQ Media and Google
decided to reach an agreement which, on the one hand, would see QDQ boost
36
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its growth and develop its invoicing whilst, on the other hand, Google would
distribute its AdWords products through the direct sales of QDQ Media. All of
which would bring about a greater dynamism in sales for Spanish SMEs.

COOPERATION BETWEEN GOOGLE AND QDQ MEDIA WITH GOOGLE ADWORDS
Both QDQ Media and Google have revolutionised how customers and businesses
use the Internet. QDQ Media has altered the business advertising landscape and
Google has transformed the advertising industry with Google AdWords, enabling
marketers to spend less money and still reach a larger percentage of their
key audience by associating adverts with specific keyword searches. In 2008,
QDQ Media and Google formed a strategic alliance to mutually use their product, packaging, and promotional resources to enable companies of all sizes
to reach unprecedented levels of success. As part of the alliance, QDQ Media
will be the first on-demand company to re-sell the Google AdWords platform in
Spain, acting as an official distribution channel for the Google AdWords product. QDQ Media is backed by strong sales, which is made up of more than 400
employees, includes direct sales and telesales and is represented nation-wide
through 7 regional offices, from where the AdWords products will be distributed. Furthermore, this agreement allows QDQ to offer Spanish SMEs, through
an annual advertising investment, the ability to bid for keywords and campaign
optimisation services depending on the needs each individual advertiser has.
The backdrop to the agreement is the QDQ Media commercial strategy is aimed
at increasing the number of new clients captured. It is based on a new commercial organisation and more locally-based segmentation, as well being able to offer Spanish SMEs better on-line advertising services. QDQ.com featuring Google
AdWords provides an integrated and effective solution that gives companies of
all sizes all the tools they need to acquire new customers and grow their businesses. By encapsulating every element of the customer lifecycle - advertising,
creating leads, closing business deals and retaining customers - in one solution,
QDQ.com featuring Google AdWords enables any company to jump-start their
business by creating an on-line marketing and sales presence.
Google lacked a strong source of direct sales, which is why it decided to trust
in QDQ Media to help it reach one of the fast-moving sectors: Spanish SMEs.
Through this agreement, Google are able to access 78,000 of QDQ’s advertising
companies, which enables them to increase their coverage on the Spanish market and improve their visibility in a simple and profitable way, not only through
QDQ’s printed guides and QDQ.com but also through Google and Google Maps.
Within the conditions of this agreement, 5% commission has been set aside for
telephone information services who sell the advertising space to SMEs. This has
proved to be a very important opportunity for QDQ Media as this action helps
them to win the battle over their main industry rival on the Spanish market,
Páginas Amarillas (Yellow Pages).
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QDQ WEB SOLUTION SERVICES: SMALL AND MEDIUM ENTERPRISES
In the present market structure, it is more important than ever to establish
a good and effective on-line presence in order to be successful. Simply owning a website is of no use if no-one can actually find your site. Therefore, the
websites belonging to small businesses owners must be properly and carefully
optimised if they want to appear on the first page of search engines. SEO and
SEM play a key role in acquiring targeted traffic and increased sales for the
websites. In order to provide this level of presence to the SMEs, QDQ.com uses
a web solutions services.
QDQ offer includes the creation of a web page service, its maintenance and any
advice required for its upkeep. The whole process takes a maximum of 10 days
and in that time the company generates a web page according to the client’s
needs. The web pages are personalised. A good website design is essential in
ensuring the success of a website, even exceptional website content, without a
good website design, will never be accepted and will not gain the appreciation
it deserves. Accordingly, even a small business should ensure that its website
is designed by a professional or should employ a website design service with
professional graphic design skills. A good design contributes significantly to the
success of a business website. Thus, SEO strategies in terms of web designing
will include: a good layout and graphics, an attractive use of colours and easy
readability in order to increase usability and conversions. QDQ offers different
templates to each client, which encompass all of the necessary information to
be successfully ranked on the Internet: history, contact information, address
and opening hours, among other things, and the website is tailor-made to suit
the client’s requirements. SEO strategies that can be employed at the design
phase are as follows: the strategic placement of content (in a way that suitable importance is given to the actual content on a particular webpage, which
should be added in such a way that the relevant links within the site are also
prominently visible), the break-up of content (the content is split up into parts
and links to each portion are provided either at the top of the web page, or
alternatively, the content is split up and placed on different web pages to form
a pool), accessibility to the reader and a site map creation (each page is accessible using at least one static link and an appropriate site map of the website
is created, and where necessary, it is split up into manageable parts), a URL (a
name that gives a clear indication of the content on the web page and facilitates a good search engine ranking), advertising and profit generation (decisions
on the type of internet advertisements included on a webpage, the location
of these adverts and also the advertisement approach and service to be employed. It should be noted that a pay per click advertisement approach works
well with both small and large businesses), content management (The content
should be accurate, devoid of grammatical and spelling errors, readable, with
proper formatting, useful, easy to understand and most importantly, should not
be plagiarised in any way), search-based content (involves the incorporation of
content which is being searched for on the website), keywords (the webpage
should contain enough keyword density) and natural links (from link building).
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Web creation is just one part of the process. After having prepared the web
page, the QDQ team then positions it on the market and develops different
strategies on social networks. They create search engine optimised pages, provide hosting services and manage investments in Google AdWords. Significant
website optimisation services include: the research into keywords, competitive analysis, the creation of website content, optimisation of HTML codes, the
creation of meta tags, SEO copywriting, link building, directory submission,
search engine submission, blog creation, article submission, pay per click advertising, regular monitoring of the website and the maintenance of ranking
reports, among others.
The experience of QDQ is fundamental in guiding their clients. The production
team communicates with its clients through a space provided for them in which
they can ask any questions regarding how the web page works and any changes
in content. Through this provided platform, clients can control most important
aspects of their website in a very simple fashion. They are able to see the number of visits on QDQ.com and Google, any direct visits, their own content and,
from there, alter the content or photographs that they deem necessary.
The QDQ Media strategy is to continue supporting SMEs and bolster their list of
clients, which currently stands at 50,000 companies. In order to do this, they
have set up a QDQ.com blog, a space created by renowned bloggers which includes a team of specialists that will break down any Internet-based concepts
into simple parts so that they can be understood a lot easier.
Therefore, we can conclude that QDQ featuring Google AdWords enables users to:
•

Advertise On-line: with QDQ featuring Google AdWords where companies can immediately connect to Google AdWords and create an advert that is displayed with the relevant search results on Google.com or
across the Google AdSense™ content network of partner websites.

•

Attract Prospects: when people search the web for the products and
services that the company sells, the advert appears with the relevant
search results.

•

Capture Leads: the information collected on the form flows directly into
QDQ.com as a new lead.

•

Acquire Customers: as soon as a lead is added into QDQ it is distributed
to the sales team. QDQ offer with Google AdWords enables businesses
to effectively manage and share leads, track opportunities through the
sales cycle and close deals faster. Sales teams can manage all customer
interactions in QDQ.com and turn qualified leads into new customers.

•

Analyse Growth: QDQ gives companies a bird’s eye view into lead generation, sales metrics, and company growth. Dashboards and reports
are quick and easy to access with real-time information and allow
companies to make decisions quickly and adjust advertising strategies
appropriately.
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CONCLUSIONS
The Internet has become a substantial marketing medium that acts as a viable
alternative to conventional methods of advertising. It is a continually evolving
medium and the exponential spread of information through a medium driven
by users adds greater credibility compared to the business information channels which, up until now, had been the dominant force. This revolution has
changed the behaviour patterns not only of businesses (through their marketing
methods) but also of customers. In order to be successful in today’s fast-paced,
highly-competitive marketplace, business managers must have a clear and reliable strategy as we move from a physical world to a virtual world. Nowadays,
the business environment is highly-competitive, advanced and well-organized,
and most people depend on search engines for their needs as they provide a
wide range of search results for websites. Websites are essential for successful
business dealings. Companies start building up their websites in order to have
a presence in the virtual world and they invest a lot in making their businesses
visible to the customer through search engine marketing. It is obvious then,
that a low-ranked website offers little or practically no exposure. The ranking
of a website is affected by various factors such as website design and content.
So, in this growing digital marketing era, the role of SEO and SEM services are
becoming more and more important.
Companies use these strategies to increase the website search engine visibility
in order to attract more relevant traffic -organic and paid- which generates a
higher number of conversions and ROI, and effectively measures the desired actions on the website which, in turn, provides extremely useful information that
can influence on-line business decisions. The Internet not only contributes to
an increase in direct sales, it also constitutes the starting point for anyone who
wants to reinforce their brand image and it also helps to improve relationships
with clients. In this global environment, decisions on the most appropriate action or tool to be used have to be taken whilst bearing in mind the objectives
that, ultimately, need to be met.
True success requires correct planning, carried out by professionals that have
specific experience and who can guarantee the achievement of set objectives
and advise on the optimum investment in each particular case. Perhaps all of
these decisions need to be made right at the start.

FUTURE PROGRESS AND BUSINESS TRENDS
Some trends give us an idea as to what the future holds, however, in this particular field, nothing is certain. Some formulas, however, are beginning to appear, especially in terms of Google. With its wide range of tools and services,
it is possible to envisage a future in which on-line marketing is integrated for
all types of businesses, regardless of their size. This factor could be greatly
82

5. Positioning gooble through qdq media: a marketing strategy for spanish smes

enhanced through the use of tools such as Google Local37 (content search, especially for businesses close to where the user is, or in a specifically indicated
location) and Google Maps38 (a service that offers city maps for different countries, perhaps as a complement service to those who use Google Local), some
of which are already currently in use.
Different financing formulas for web pages open up a new avenue for those people or businesses who want to undertake their own project on the Internet, an
avenue which is currently accessible for the whole world. In particular, Google
AdSense is an ideal formula for carrying out these activities. This compares with
the other contextual advertising systems that are being used at the moment by
Yahoo!, for example, with its Yahoo! Publisher Network39 (still not available in
Spain) or MSN Adcenter, as well as the rumours that Amazon40 is interested in
starting up its own network on contextual adverts.
The majority of network trends are led by Google, which is no longer just the
biggest search engine tool, but also the main system that encompasses much
more than on-line marketing related formulas. Among its tools, advertising on
its search pages is its main source of income through AdWords and it appears
that this advertising programme is continually improving. In fact, the AdWords
advertising system has already begun using adverts that can be listened to
through its “Audio AdWords”. Similarly, it has begun testing its Google Click to
Call41 system, which allows you to make calls over the Internet directly to the
companies that are advertising on their pages using the AdWords system.
In terms of on-line marketing in general, we can confirm that the strongest
trends are now geared towards achieving results, for example, it is not sufficient to just simply appear in the first few rankings of a Google search page, but
it is now essential that this positioning achieves the results that were originally
set out when undertaking such actions.
Therefore, professionalism is a growing trend and the companies dedicated to
this market should be at the forefront when it comes to new technology and
services to ensure that they never remain out of touch.
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Abstract
E-commerce is one of the greatest revolutions since Internet. In a global market like
ours, for the companies is very important to expand their business. In order to do that
successfully, e-commerce is one of the most powerful tools. But before we can start using e-commerce we have to study a lot of very important factors like customer behavior,
loyalty, trust, marketing and advertising plans…etc.
Companies try to analyze in which direction have to make more efforts in order to optimize their business through e-commerce.
Barrabes is a case study of a Spain company that show us a clear example of how can
a small company become one of the most important on-line companies in Spain using
e-commerce.
Key words: e-commerce, Business to Consumer (B2C), Barrabes, e-commerce success,
customer loyalty, customer trust, business family.

Introduction
Electronic commerce is the “sharing of business information, maintaining business relationships, and conducting business transactions by means of telecommunication networks” [14].
In this chapter, we will discuss about the bases that have led e-commerce to become, as many authors have reported, as Zheng Qin, Yan Lixiang or Qin Ju, one
of the greatest revolutions after the emergence of Internet. We will analyze
the Barrabes case study, a company from Spain that started as a simple on-line
catalog and became a material reference place for climbers and mountaineers
around the world.
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Enormous potential of Internet also has affected the sports industry, which has
successfully increased its commercial power. Today we can find papers that talk
about e-sports business as a new branch of the sports industry [12].
Another feature of Barrabes is that it is a family business. Much has been written
about family businesses and the role they play in society. The advantages and
disadvantages compared to other companies will be described throughout the
chapter. The main advantage is that family firms tend to sacrifice money and
time to enhance their businesses. For some authors, family businesses have a
greater strength in their choices and so the bond between them is greater than
non-family ones [9].
In the last years, the analysis of the main factors behind the failure or success
of Internet business has been one of the most popular literatures of information
systems. Most studies try to reach to some general conclusions about what are
the key success factors in any Internet business. For this purpose, we will try to
directly relate the behavior of some measures and studies of firm performance.
In this chapter, we try to consider the way to success to Internet retailers.
Internet retailers are the companies that use web technology to receive orders
from their customers and develop a logistics network to manage to satisfy those
requests. Our main target is to study which is the best way for these companies
to acquire a competitive advantage and the amount of resources and capabilities needed. The main question is which the values of differentiation respect
to other companies are.
The chapter is structured in four parts. We begin talking about e-commerce,
more specifically the case of Spain (definition, factors, evolution…etc). After
that, we discuss about Barrabes case study in order to show an example of
e-commerce in Spain. The third part of this chapter is marketing where we
analyze which are the success keys for the companies. Barrabes obtained this
success developing e-commerce and this business model brought the interest
of a lot of companies. A consultancy was created in order to show the success
way to other companies. This consultancy is Barrabes.biz our fourth part of the
chapter.
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E-commerce
Depending on which kind of users develop e-commerce, we can consider five
categories: business to business (B2B), business to customer (B2C), business to
government (B2G), government to government (G2G), and customer to customer (C2C) [8, 4].
B2C is one of the most important kinds of e-commerce. Business to Customer
is developed by companies and customers that use Internet for make the
transactions.
This is the case of companies like Amazon or E-bay. In the last years, the increasing number of network users and new trading platforms created by Internet
companies has accelerated the quick development of electronic commerce.
One advantage of this group of e-commerce is that it is not necessary to use a
standard for data transmission (such as EDI for instance), because only credit
cards, electronic money or e-wallet are involved in online sales and payment.
In addition, search and navigation and multimedia functions supplied interface
via Internet make it easier for consumers to seek and give an idea of the desired products. B2C has enormous potential and will be the main engine for the
development of electronic commerce in the next years.
We can see in the following figure this great development that the e-commerce
has, specifically in the case of Spain. E-commerce is increasing each year and
we can see that almost half of the companies develop e-commerce [1, 2].

Evolu&on	
  of	
  e-‐commerce	
  in	
  Spain	
  
Evolu&on	
  of	
  e-‐commerce	
  in	
  Spain	
  
50,00%	
  
45,00%	
  
50,00%	
  
40,00%	
  
45,00%	
  
35,00%	
  
40,00%	
  
30,00%	
  
35,00%	
  
25,00%	
  
30,00%	
  
25,00%	
  
20,00%	
  
20,00%	
  
15,00%	
  
15,00%	
  
10,00%	
  
10,00%	
  
5,00%	
  
5,00%	
  
0,00%	
  
0,00%	
   2001	
   2002	
   2003	
   2004	
   2005	
   2006	
   2007	
   2008	
   2009	
   2010	
  
2001	
   2002	
   2003	
   2004	
   2005	
   2006	
   2007	
   2008	
   2009	
   2010	
  

%	
  of	
  Spanish	
  
companies	
  
%	
  
of	
  Spanish	
  that	
  
use	
  e-‐commerce	
  
companies	
  
that	
  
	
   e-‐commerce	
  
use	
  
	
  

Figure 1. Evolution of e-commerce in Spain. AETIC [1].
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Money that customers spend using e-commerce is also increasing every year. In
the case of Spain we can see this fact as the following figure shows [16].
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Figure 2. Accumulated annual turnover of e-commerce in Spain. CMT [16].

In B2C (Business to Customer) e-commerce, Internet is used by companies to
provide goods and services to customers through web sites. At present, many
types of B2C web pages are providing customers many of different products
such as flowers, books, computers or cars [7].
If we focus in Spanish case, we can classify in several branches transactions using e-commerce. The following figure shows us the ten most important branches in terms of turnover [16].
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Figure 3. Most important activities in terms of turnover [16].

In electronic commerce there are a lot of factors which influence users such
as product knowledge, behavior of the buyers, degree of knowledge about new
technologies or skepticism about the risk that this technology brings [6].
According to Holsapple and Sasidharan (2009), these factors are classified as:
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Figure 4. E-commerce success parameters [5].

Website design factors:
•

Navigation, convenience, usability.

•

Reliability, responsiveness.

•

Accessibility, flexibility, relevance.

•

Security/privacy.

•

Quality of support services.

•

Virtual-reality technologies for high-experiential products.

•

Social presence through rich descriptions and graphics.

•

Value-added mechanisms.

•

Recommendations from prior customers.
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Individual factors:
•

Demographics.

•

Prior experience, computer self-efficacy.

•

Technological background.

•

Subjective norms.

•

Innovativeness, adaptability, awareness.

•

Ease of use, usefulness, enjoyment.

•

User trust.

A lot of transactions are made through Internet each day using e-commerce.
Internet is not a platform for information as was in the beginning, now it is
an important business platform for commerce with a lot of products. One of
the most important concepts in the relationship between buyer-seller is trust.
Trust has a vital influence on the activities of use and therefore the success of
electronic commerce. In many of the operations carried out over the Internet
customers are asked to complete a lot of information with personal data such
as email address, preferences, phone numbers and information of credit card.
This fact makes many reluctant customers when shopping online. Today is one
of the most important barriers which found the development of e-commerce
over traditional commerce.
The fact is that for consumers it is a barrier not to see who the provider in each
case is.
In opposition to the traditional shops, where there is a physical relationship
between customer and supplier, many users hesitate to revealing their information. Most consumers do not trust the legal and proper management of private
information from web retailers [10, 3].
With the target of reducing the initial fear that causes transactions through the
web much progress is being made in the areas of network security. And this is
the key factor to increase the rate of popularity of e-commerce is the security
of information. That is why many technologies such as encryption and symmetric key encryption or public key encryption are being developed to provide the
basis of the privacy of customer information. In addition, technologies such as
firewalls or intrusion detection are developed in order to prevent the incorrect
use or theft of information [7].
There are many factors that consumers value when trusting on any e-commerce
website. For instance as mentioned earlier, privacy and security to provide
financial information is one of the most important. There are a lot of studies
about the role played by these kinds of things in order to improve customer
confidence in a website. These studies suggest that if the client is safe, confident that their data is handled correctly, increase loyalty and fidelity on this
company and therefore their satisfaction.
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Legal matters are also important in promoting secured online transactions [8].
Another determining factor in the degree of customer loyalty is the post-sale
services. The physical delivery is a very important component. A customer who
receives the right product at the right time to coincide exactly with the specifications given becomes a customer happy and satisfied. This factor leads us to
analyze the topic of the logistic of the company.
Logistics includes from client’s request, to the time when the customer receives the order at home. It is critical that the agreed upon date is as close as
possible to the actual date and is at this point where more efforts and financial
resources should be. The late arrival of the product often makes customers wait
with anxiety the product, change the perception of the company radically.
But not only is the arrival on time of the product important. The product must
never be damaged, improperly packaged or wrong. Care must be taken in all
of the process, from the warehouse to the house of the client. There are many
studies that show that companies that have outsourced efficient transport companies often have greater acceptance and higher fidelity than the rest.
Recent studies of the red.es company show us very interesting results about the
main problems using e-commerce. As we can see in the Figure 5, logistic problems are the most relevant (39% of the customers with problems suffered delay
on the shipment and for 20.9% the product never arrived) [17].
Shipment	
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Product	
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Payment	
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Damaged	
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  web	
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Figure 5.Main problems using e-commerce [17].

Thus, the literature discusses several criteria for deciding customer loyalty in
e-commerce transactions. There are also more detailed studies that attempted
to identify the relative contribution of these criteria in deciding customer loyalty [11, 13].
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The supply chain is “a functional net-link model integrated by suppliers, manufacturers, distributors, retailers and final users, a net-link model that makes
the intermediate products and final products, and then delivers the products to
the consumers through the sales network” [7].
Managing the supply chain (SCM) includes all of the necessary tasks that are
carried out logistics, we have to manage the control of the processes that lead
from incoming of order to delivery to end customers. Each of the parts that are
included in all logistics process is extremely important because as its name suggests is part of the chain. If you fail in one of the subsystems is felt throughout
the chain.
Logistics is the fundamental guarantee for the optimal development of electronic commerce.
Barrabes business model has gone through the transformation of their activities. Issues such as decentralization of stores or in collaboration with the brands
are vital to the survival of the company and that the increase in stocks in no
way can be correlated to the increase in sales. One of the interesting points of
the logistics of Barrabes is that their factory dispends directly the product to
their customers (has own distributors) in an attempt to shorten the chain. This
is one of the keys in order to maintain the current structure of manufacturerdistributor-store-customer.
Using e-commerce allow users select the products they want from one shop
to another without living home. Only by searching, checking and choosing on
Internet they can complete their shopping.
However, one wonders what would happen if the customer waits for a long
time the arrival of their product or if the product is not what they bought. The
logistics is the final warranty for the customer and for this reason is one of the
most important points in the all process of e-commerce. Without modern and
efficient logistics, e-commerce will produce customer dissatisfaction, and so,
consumers will inevitably turn to the traditional commerce because of the lack
of security [7].

Barrabes Case Study (Barrabes.com)
Barrabes is included in what is known in business terms as clicks & mortars that
is the perfect combination between the new economy and traditional economy.
These are the factors that have permitted Barrabes be proclaimed as one of the
companies of reference in online commerce in the world. This success is just
what has led the company to exploit its experience in electronic commerce.
Electronic commerce can help sports businesses to open international markets.
Many companies now use e-commerce as an essential tool in their business.
The sports industry is one of the most widely developed in this way. Thanks to
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internet, companies that engage in sports products may have on its website an
on-line catalog with timely information on prices, offers and information from
various materials, technical information…etc. So these companies can become
truly multinational with simply having a website using e-commerce [12].
Barrabes is a clear example of how a company has been able using e-commerce
to pass its own borders. That is the key to their success.
This initial success encouraged the entrepreneurial spirit of the Barrabes. The
next step was to extend the web in order to attract not only customers but
also lovers of mountain sports. They spent a good portion of the profits on this
way, resulting in the creation of forums, notice boards, newspaper articles,
real-time chat ... etc. Other useful resources for the fans were free applications such as weather or condition of the ski resorts. Again, these investments
reflected a huge increase in both sales and visits to the web.
The website stores a big amount of information. That is why there has been a
great effort to keep it very organized. Thus the on-line store allows you to find
products in 3 different ways: by brand, by activity and department. In addition,
the site has a search engine a virtual seller advising clients about the materials
to their physical characteristics, destinations... etc.
Barrabes.com is a website that progresses day by day and as a result have established a mature and effective relation with their customers. The fact always
goes ahead since the beginning of their time on the Internet gives them some
advantage over its competitors. And for this reason the anticipation is one of
the keys to success.
Barrabes Arthur says that “Our precocity in Internet access has allowed us to
do with some historical perspective as social change is the introduction of the
“Information Society “and we have seen how it has changed in twelve years the
behavior of customers and thus the foundation of our business”.
To facilitate the internationalization of the company’s website it was translated
into English, thus causing an increase in their visits and requests from countries
like England or America.
As a result of an optimal Internet presence the company was generating profits
like improve communications and customer loyalty, or optimize its marketing
plans.
As we said, what began as a simple online catalog is now a web page model for
many companies. And already in 2001, the company billed 6 million €, 50% came
from sales through Internet (in 2007 the bill of the group was 20 million €).
The impact of new technologies has had the effect of the occurrence of alliances between companies [4]. The credibility and success that Barrabes has
obtained on the Internet from the beginning caused strategic alliances such
as Microsoft-software-Phone Data Technology, Intel, Hewlett Packard, UPS and
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DHL, logistics, BCH-safe means of payment. These companies have allowed to
realize the objectives that Barrabes proposed over the years to achieve success.

Marketing
One wonders which ones are the key to the success of barrabes.com. First, we
certainly know they have a successful marketing strategy. Today, competition
is increasing and therefore it is vital to establish a marketing strategy plan.
Since the inception of the company, it has always been clear which is the kind
of customer to which they go, which were their needs and what is the market
segmentation. Only after this step a company can begin to lead efforts to generate business, attract customers ... etc.
A good marketing strategy can determine the steps, methodologies and timelines for achieving the objectives. Like all disciplines, marketing has also
evolved from the hand of new technologies. That is why today may be used
the term e-marketing. We optimize our marketing strategy as long as we learn
to combine traditional methods that allow us to electronic resources. That is
why companies tend to integrated marketing product of the union of all the
resources available (Internet, telephone, email ...).
Customer relationship management (CRM for short) is a new research filed of
management which devolved rapidly to adapt to the strategic transfer from
product-centered management to costumer-centered one.
The main objective is to adapt the marketing strategy to customer preferences.
In order to increase loyalty and satisfaction we change strategies over time.
It is a mistake anchored in a certain direction and that this is a market that
changes almost daily. There is much literature and many studies on this field.
Knowing exactly what will be the CRM strategy can be carried out both a costly
investment of time and money. However, if it is done properly, the benefits
gained will outweigh the investment because this is the right way.
The first thing a company should do is know what kind of customers they are
looking for. It seems obvious, but nothing further. After this, second step is
wondering what the behavior of the customers will be. Only knowing exactly
what the customer behavior is, a company can satisfy the needs of the clients.
KPMG report shows that up to 70% of British enterprises have difficulty to know
who their customers are and what are they looking for. That is way CRM assumes
a very special relevance [7].
Each and every one of the component parts of the company must walk in the
same direction, the same philosophy and therefore the same strategy of CRM. If
each department follows different steps, the end result will be awful.
We are under a competitive market in which attract customers is the main
objective for all the companies. Efforts are focused on obtaining new clients
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because it is more difficult than maintain the old clients. Nevertheless, efforts
in order to improve customer loyalty must be made also [7].
It is for this reason that has been modified Barrabes CRM (Customer Relationship
Management) adapting their marketing policy. Using techniques CRM seeks to
optimize individual relationships with customers in order to provide quality and
personalized service. With CRM solutions contacts with clients start to become
opportunities to meet their needs and increase their loyalty to the company.
As we have said we are living in a rapidly changing market so it is necessary to
bring strategically CRM techniques. Through these changes what they are looking for is not only to have a powerful tool, but using technology as a resource
for the collection and loyalty of their customers. We are living in the “information society”, millions of data flows through the network and it is crucial to
know how we will manage these data and especially how we are going to use
it. The capture of customer data, further storage in databases, analysis and use
finally focused on sales is one of the most important decisions within the overall
marketing plan. That is why you should think carefully about which approach or
which lines will follow the CRM project.
Barrabes efforts are focusing on quality of contacts rather than to the number
of them. To keep track of contacts important information is stored for each
customer. As we are discussing throughout the paper, the main priority is the
deal with the customer. That is why the more you know, tastes, concerns, preferences, etc.... the easier it will satisfy there with a good offer.
A key to success lies in knowing well what customers we are looking for. Only
in this way we can know what to offer them trying to satisfy their needs. Carlos
Barrabes explains his point of view with the 4 kinds of customers in their website (extrapolated to Internet):
•

The “looking for bargains” are those which go hunting for the opportunity, the best price for the “bargain.” These customers are characterized by fidelity to nil. They are not the goal that is sought in Barrabes.

•

People who buy necessary in electronic commerce because only in this
way can achieve the desired product.

•

Customers “snob” who buys simply carried away by passing fashions.

•

Finally, the cultural customer, understand that business philosophy and
if he is happy with the company, he will promote the business... This is
exactly the one that seeks to attract from Barrabes.

In this marketing plan conducted by Barrabes, could not miss the topic to become known worldwide through advertising. Acts such as advertising through
banner ads on other websites, sponsoring mountaineering expeditions to
Everest News writing (first on-line journal of mountaineering in the U.S.) led
them to be increasingly close to people as which were gradually better known
by the name of Barrabes.
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Following this success, many companies were interested in the business model
Barrabes. Many people were interested to be advised by this group of entrepreneurs. That’s how it started a new business idea. Since barrabes.com was a
reference model of e-commerce through the Internet, they decided to create a
consultancy. Thus was born barrabes.biz

Barrabes.biz
Barrabes.biz is defined as a consulting firm which provides networking solutions. To do this it implements the necessary tools to weigh the success of
online business. The main objective to be achieved is to use the experience
gained over the years at barrabes.com to serve its customers.
They began to create a group of companies focused on small and medium enterprises with the aim of, through the technological resources necessary to advance innovation and internationalization. Barrabes.biz helps these companies
both in Spain and Latin America to settle in the market.
Over the years, Barrabes.biz has become a cluster of businesses of all kinds:
business mobile, video, SEO strategies ... etc. All these companies are run by an
entrepreneur and the group Barrabes. Thus, Barrabes accompanies the entire
process of strategic plan and implementation of the project and its consolidation, innovation and future plans. As co-owner of the company, the company
assumes Barrabes as their own and works to achieve the goals in the shortest
time possible.
Also in the corporate structure of the company can see perfectly what the main
philosophy of the company is. The structure is a matrix model with thematic
areas and cross functional areas. The five themes are: Strategy, Marketing,
Innovation, Competitiveness and Globalization. As noted, these five areas practically coincide with the main services which are promoted on Barrabes.biz.
The functional areas are classified like the corporate strategy, business, operations, internal Innovation, management and services administration (Staff).
Two strategic points to success are experience and innovation. That combination is the pair in order to offer their services as consultants to other companies. His experience is to bring 15 years in this business with tested success is
a great warranty. But today we are in a changing market, and it is a mistake to
believe that having success in one aspect of the business you’re all done. This
is the second key pillar, innovation.
In Barrabes.biz commits to innovation and the use of technology focused on
a particular business model. This model is directed towards SMEs through
projects coordinated by public or private organizations looking for transform
businesses through innovation and internationalization with technologies and
Internet. After this transformation process greatly enhanced in the company,
has changed its strategy and therefore has raised its targets to become more
competitive and therefore able to compete with big companies.
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To do this Barrabes.biz offers their companies several services that are explained below [15]:

Figure 6. Services provided by Barrabes.

Internet and new technologies:
•

This is the essence of Barrabes. As we mentioned the main objective
is exploit his experience to help other businesses. This experience is
increasing and currently has worked with more than 5.000 companies
and public institutions. According Barrabes, they have the aim to define
Internet business models that give the company a growth in quality,
quantity and technology. From here, the company can:

•

Reduce costs and increase sales.

•

Build brand

•

Optimize and know the profitability of marketing activities

•

Improve communication with customers by giving better service and
making more loyalty.

•

Improve business communication
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Strategy:
Besides innovation the main strategy is to ensure that public and private financial institutions support the future projects of small and medium enterprises. Barrabes spent a lot of years working with these institutions and so this
is a guarantee more than enough to achieve the proposed objectives. From
Barrabes also performed redesign projects and adjustments in companies that
do not meet the minimum goals and who can give much more than they currently are.
Marketing:
As mentioned earlier, one of the keys to business success is implement the
marketing plan marked. Knowing which customers to target, and what needs
are steps we can meet previous to the acquisition of customers and generating
business. For this Barrabes proposed the following business solutions:
•

Marketing plans, steps ad times that they must follow in order to achieve
the objectives.

•

Market research, promotes the investigation, through market research.

•

Plans in different sections, knowing in which sector the business is to do
present and future projects successfully.

•

Development release: Using promotional media available to the company optimally.

Information Society:
Barrabes.biz has become the benchmark for many companies, especially in
Spain. Never a company has committed so much for a business model focused
entirely on the information society.
Innovation:
One of the key elements for Barrabes is innovation. Today there is huge business competitiveness and is very hard to be different from the rest. That is
why one of the objectives proposed from Barrabes is achieved through innovation that your customers are efficient and different. From Barrabes is intended
that each customer has a unique style of innovation to get the most from their
performance.
Barrabes assist them in this innovation process, product, strategy, team leadership, physical space organizations, etc.
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Internationalization:
In Barrabes suggests three points that lead a company to transfer its own borders and to move towards a global environment.
First Barrabes seek aware companies about the many benefits that carries internalization. Many small businesses feel particularly averse to a change that
would take them outside. It Barrabes work show that change is not only beneficial, but in many cases necessary.
The second step is to show the company what its key points to improve face to
prepare for the project. For this Barrabes uses his own tools and methodologies
to detect the most unfavorable to correct and the most favorable for enhancing them.
The third point and last point is to develop the plan of action necessary, properly studied by the above. Technology, communications and logistics among
many others, are key to the expansion project is fully successful abroad.
Own initiative called PIPE net, was considered Best Practice of the European Union
in 2006 and the best program of the European Union in the Internationalization
section for service companies in 2007.
Accelerators:
Another service that offers companies Barrabes is the acceleration. It consists
of intensive work processes in not much time focusing on projects of all kinds.
Three types of acceleration are possible.
The Entrepreneurship Accelerator is aimed at companies with experience looking for a boost in your business or simply to consolidate in a certain position.
The Business Accelerator aimed at young entrepreneurs with good ideas in the
field of innovation. Are offered the support necessary to enhance and develop
your project.
And Innovation Accelerator in order to companies innovating in an orderly and
efficient way.
Networking and social networks:
Social networks allow establishing relationships without physical presence,
both in personal and professional way. Barrabes.biz advises clients how to manage the information exchanged with users of social networking to strengthen
relationships by focusing increasingly strong customer.
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Conclusions
E-commerce is one of the most important revolutions in the last years. A lot of
companies have been created under these technologies and many others have
been modified in order to adapt their business. For many authors e-commerce
has changed the philosophy of the commerce. Today is quite strange to see a
company based in commerce without the possibility to buy in their web using
e-commerce.
But for a really success in e-commerce is not enough to have a website, a very
hard efforts in topics like Logistic, Marketing strategic and technologies of security must be done.
We have analyzed the main factors which can influence in the choices of the
customers. We have concluded that the more important is the trust in the company. This trust will be much more strong if the company has a strong security
using the confidential data of the customers.
We have presented the situation of the e-commerce in Spain. In the last ten
years the e-commerce had increased each year. E-commerce is progressing
more and more and for that B2C is moving much more money each time in
Spain.
We have focused our paper in the Barrabes case study, a Spain company that
began as a simple shop of mountain products and became in one of the most
important companies in the world. They gambled strong for the e-commerce
and step by step great results were obtained. Such was the success that they
started a consulting in order to show to others companies the way to success.
Today Barrabes model business is studied and followed by a lot of companies.
We have tried to shown the steps which have to be followed in order to expand
the business successfully. Barrabes case study is the perfect example.
In this way, this chapter can be used such a guide for other companies looking
for expanding their business using e-commerce.
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Introduction
Information technology management and documentalist professionals are
aware of the enormous added value implicit in the availability of information
generated, consumed and stored in all kinds of administrations, institutions
and agencies that process and register data on a daily basis. Often, once
that data has outlived its usefulness for the agency concerned, its social and
strategic importance does not simply end with its registration and storage for
historical purposes.
The proposal developed here intends to demonstrate the business value of
such information (statistical, geographical data, official journals, etc.) in regard to the corresponding development of an application designed to improve
a production system or simply as an unexploited business opportunity.
Until relatively recently, obtaining this information was a costly exercise.
One had to find the time from a busy work schedule to travel to the relevant
source, often having to make a prior appointment and waiting in a queue just
to obtain some simple photocopies that had previously been paid for and, if
you were lucky, were of sufficient quality to be computer-processed at some
point. Once obtained, that information would be processed using OCR tools
such that it could be integrated into the corresponding system and able to
generate the desired analyses and results.
Initially though, one would have tried to optimise one’s time attempting
to find the information on the internet by means of some text file, PDF or
HTML, “something” that ultimately would not cost so much time. With a little luck one would find a web service offering the option to develop one’s
own software utility capable of optimising the service and that would be it.
Unfortunately however, the information obtained was usually poorly structured and one would be left with a large number of HTML pages with no uniform structure, requiring the development of a “robot” software programme
capable of combing through these hundreds of pages in order to obtain the
desired information.
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In addition to these difficulties, designs vary over time according to regulatory, political and social circumstances, etc. and therefore the designers and
programmers of these portals and websites change their designs, templates,
contents, etc. to adapt them to the new requirements. This means that the
analysed HTML code is also affected and therefore, if the information required
is being combed using that HTML code, one needs to design a new system of
warnings and logs that allow the review and detection of these changes on a
daily basis. Otherwise the “robot” could change from functioning with total
efficiency to being of no use at all having to re-adapt its programming to the
detected new HTML code.
In May 2009, the United States Government (following the proposal by Vivek
Kundra, Federal CIO of the United States), approved and set in motion the
data.gov project with the sole objective of making public data openly available so that businesses and entrepreneurs could develop and contribute added
value services to the public as well as promote the transparency of Public
Administrations.
To create a technology so that national, regional and local government public
data is open and can be reused by third parties is the technical challenge
posed by Open Data.
Whilst projects such as data.gov and Open Data do not totally eliminate the
need to perform the “craftwork” mentioned above in order to obtain the
desired information, thanks to the Open Government Data initiative and the
force with which it is entering Spain, more high-quality open data is available
each day (saving the time necessary for generating added value information),
above all for the purpose of re-use we are concerned with here.
Many administrations in Catalonia, Cordoba, Extremadura and Asturias are
already embracing Open Data and more are joining the trend every day.
The Basque Government deserves a special mention for being the first Spanish
public administration ever to open its data, in April 2010.

Data Catalogues and Catalogue Repository
Since 2009 and thanks to ICTs, new initiatives that make new data catalogues
available to users are seen popping up around the world each day. We
can locate these thanks to datacatalogs.org, an Open Government Data
catalogue repository presented in Berlin last 30 June 2011 in the OKCon
2011 (http://okcon.org/2011) and promoted by the OKF (http://okfn.org), in
collaboration with the leading projects to date: the CTIC repository (http://
datos.fundacionctic.org) and that of RPI (http://www.rpi.edu), and other
organisations (http://datacatalogs.org/about), whose common aim is to try
and join forces to create a single worldwide reference point for Open Data.
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In the table below is a list of 14 data catalogues that are currently published
and can be seen at http://datos.fundacionctic.org/sandbox/ catalog/faceted/,
the former repository of the CTIC before datacatalogs.org. appeared (please
bear in mind that these repositories are fed by the information supplied to
them, therefore, there may be another data catalogue that does not appear
in the list).
Stars
1

Catalog
Extremadura Reutiliza

Location

Country

Extremadura

Spain

1

Proyecto Aporta - Spanish Public Data Catalogue

Kingdom of Spain

Spain

2

Open Data Córdoba

Cordoba

Spain

3

Badalona Open Data

Badalona

Spain

3

Lleida Open Data

Lleida

Spain

3

Open Data Navarra

Navarre

Spain

3

Opengov.es

Spain

Spain

4

Balearic Islands Open Data

Balearic Islands

Spain

4

Catalonia Open Data Catalog

Catalonia

Spain

4

Gijón Public Data Catalogue

Gijón

Spain

4

Open Data Euskadi

Basque Country

Spain

4

OpenData BCN

Barcelona

Spain

5

Asturias Public Data

Asturias

Spain

5

Zaragoza Public Data Catalogue

Saragossa

Spain

Stars: (1) Stuff published / (2) Structured Data / (3) Open formats / (4) RDF Data / (5) Linked Data

Please note that the information in the data catalogues is accessible online
using a standard structure and formats such as XML, XLS, CSV, RDF, MDB, SHP,
KMZ, along with the documentation necessary for processing it.
In the Proyecto Aporta website (http://www.aporta.es), we can see the current
regulations on the Re-use of Public Sector Information based on Spanish Law
37/2007 on Re-use of Public Sector Information, which transposes the Community
Directive into national legislation and includes basic principles on the Re-use
of documents prepared and stored by the Public Sector Administrations and
Agencies.
Workshops and meetings are also held throughout the year that provide updates
on new additions, new data catalogues, new developments, meetings, business
opportunities , etc.
Open Data project managers and coordinators usually attend these meetings
to announce new advances and data catalogues, and to analyse the opinions,
needs and ideas that people bring to the meetings, so they can channel all their
efforts into opening new information sources that meet these needs.
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Open Data Objectives
The Open Data project is of the utmost social and economic value and seeks to
achieve the following objectives:
•

Generate social and economic value: Companies and entrepreneurs
can re-use the data from well-organised government data catalogues to
create new added-value products and services and develop new business models.

•

Assist decision-making: Commitments must be made to update the data
in each catalogue at the required intervals, to support decision-making.

•

Improve transparency and commitments in the Public Administrations:
Systematised and classified information should be made available to society to assist initiatives by anyone who wants to analyse and evaluate
the public administrations.

•

Improve the Public Administration data systems: The greatest effort
Administrations must make in order to publish more data catalogues
is adapt their systems to meet the organisation and structure requirements of an open data system.

Licence for Use of Open Data
Obviously, there are always issues around displaying third party information and
viability studies must be performed before it can be shown. Therefore, when
deciding whether to use any type of information it is fundamental to look at this
in terms of copyrights and from a legal point of view.
Most websites that make Open Data catalogues available to third parties publish
them, if not otherwise indicated, under a free and open license or a Creative
Commons Attribution license (CC-by 3.0) (http://creativecommons.org/licenses/by/3.0/legalcode). Under the terms and conditions of this license, for the
duration of the intellectual property right protection and free-of-charge, the
licensee grants a non-exclusive international license that includes the following
rights:
a) Right of reproduction, distribution and public communication of the
work or service.
b) Right to incorporate the work or service into one or more collections.
c) Right of reproduction, distribution and public communication of the
work or provision lawfully incorporated in a collection.
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d) Right to transform the work to create a derivative work, provided the
latter includes an indication of the transformation or modification made.
e) Right of reproduction, distribution and public communication of derivative works created from the licensed work.
f)

Right to extract and re-use the work or the provision of a database.

g) To avoid any doubt, the original holder:
◦◦

Retains the right to receive remuneration or compensation provided
for acts of exploitation of the work or provision, described by law as
indispensable and inalienable and subject to mandatory collective
management.

◦◦

Waives the exclusive right to collect, both individually and through
a collective rights management agency, any compensation deriving
from acts of exploitation of the work or provision you make.

These rights can be exercised in all media and formats, tangible or intangible,
known at the time the license is granted. Said rights include the right to make
the modifications that are technically necessary in order to exercise the rights
in other media and formats. All rights not expressly granted by the Licensor
are hereby reserved, including, but not limited to, the essential moral rights
acknowledged by the applicable law. If the Licensor holds the exclusive rights
provided by the existing national law that implements the European Directive
on the sui generis database right, it expressly disclaims such exclusive rights.
The use, reproduction, modification or distribution of the data sets entails,
under the terms of the Creative Commons - Attribution license (CC-by 3.0), the
obligation to attribute the material to the author and to cite the source.

Open Data Business Opportunities
The re-use of public information in Spain generates an annual turnover of between 500 and 650 million Euros and employs 5,500 workers. This data was
acquired from the recent “Estudio de Caracterización del Sector Infomediario”
(Characterisation Study of the Infomediary Sector) by the Observatorio Nacional
de las Telecomunicaciones y la Sociedad de la Información (ONTSI).
Infomedia companies analyse and process information from the public sector
and generate added-value applications, products or services for third-party
companies or the general public.
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Here are some of the projects already using public information:
Euroalert.net
A European Union information service that reports on public tenders and contracts, among other things.
Comogastan.com
The project lists the current expenditure committed (or committable) in 108
public tenders and 56 calls for funding, for a total of 538 million Euros. This is
currently limited to the Basque Government, but there are plans to extend it
to the whole of Spain as soon as the data from the other autonomous regions
starts coming available.
Infocif.es
An infocif.es search, analyses, processes, organises and classifies public information about Spanish companies.
Infocif.es has tried to make this a powerful tool that is also straightforward and
simple to use.
By simply entering the Corporate Name of a company or its Tax Code, the company or a list of matches found will appear (e.g.: If we enter Construcciones
Garcia, both Construcciones Garcia Pardo SL and Construcciones Garcia
Rodriguez SA will be shown).
Next, with a simple click, we obtain the following information:
•

Official Gazettes of the Spanish Commercial Registry (BORME).

•

Appointments and Departures from all the Company’s Positions.

•

Fiscal Addresses.

•

Tax Code.

•

Capital increases and reductions.

•

Last accounts presented.

•

Links by positions, so we can find out who holds a certain position and
in which companies someone is or has been working.

Imagine having to find all this information without this platform.
It also offers “My Portfolio Manager”, the set of online tools and options described below:
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•

Client portfolio management.

•

Download Commercial Registry Accounts.

7. Open data - open government data

•

Risk Report request.

•

Real-time alerts of any change in any of the listed companies and for
any newly-released product.

All the information is provided free-of-charge except for some of the services
provided by third parties, for which infocif.es simply acts as a gateway.

“Basque Country Tourist Information Website” Case Study
When planning a trip nowadays, the first thing one does is “surf” the internet
to find information about accommodation, places of interest, leisure activities,
etc. to make the trip as interesting as possible.
Yet this surfing can often be a chore as there are several websites separately offering information on each subject. For example, one website shows the cultural places to visit, another shows the accommodation, others show restaurants,
and so on. Once one has found the places of interest, one must visit other sites,
such as telephone directories to obtain telephone numbers, or email addresses
for making reservations or finding out opening hours.
Well, one of my next trips is to the Basque Country and so, after experiencing
some of the problems mentioned above, I decided to create a website that contains all the information one might need to comfortably plan a journey to the
Basque Country without having to visit several different sites.
First, I searched for and analysed reliable public data sources on the internet
that contained the required up-to-date information and were structured so
the data could be re-used: in other words, a website that followed Open Data
standards.
In fact, Open Data Euskadi (http://opendata.euskadi.net/w79-home/es/), the
website for accessing the public data of the Basque Government in a re-usable
format, provided just what I needed.
Then I studied the website and looked at the license for use and the documentation supplied for using the data catalogues on offer.
Once I was sure I could re-use the data under the Creative Commons Attribution
3.0 license (except where indicated otherwise), I visited the “Data Catalogue”
section and used the search engine (http://opendata.euskadi.net/w79-busca-

dor/es/contenidos/informacion/form_busquedas/es_formv3/form_buscadatos.html) provided to easily locate the required information.

I left the search box blank in the search engine and clicked the option “Filter by
subject” to reveal all the subjects available to us. Then I checked the box next
to the subject “Leisure and Tourism” that was relevant for my project.
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Detail of the search engine for Data Catalogue that Open Data Euskadi offers with the option
“Filter by theme” and the subject “Leisure and Tourism” checked.

Now I clicked on the “Search” button and a list of search results appeared, in
which I reviewed which data catalogues were most suitable to my needs.
After analysing the results, I decided on the following data catalogues:
a) Tourist destinations in the Basque Region: This catalogue provides information about the main tourist destinations in the Basque Country,
a description of the place, how to get there, useful information, etc.
Below are some of the fields one can find, although they may vary from
one website to another.
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◦◦

Photography.

◦◦

No. of Inhabitants.

◦◦

Surface area.

◦◦

Description.

◦◦

How to get there.

◦◦

Map (Image with a map that shows details of the areas).

7. Open data - open government data

Example of a view of the data that Open Data Euskadi offers us in its catalogue
“Tourist destinations in the Basque Region” for the website “La senda bujanda:
Por el desfiladero de Corres” (The Bujanda Path: Through the Corres Gorge).

b) Cultural heritage and resources of the Basque Country: This catalogue offers information on the cultural heritage, museums, libraries
and archives, music, main festivals, crafts, theatres, movies, exhibition
halls and galleries, etc. Below is a list of the fields available for each
aforesaid resource, bearing in mind that not all the fields are available
for all the resources:
◦◦

Photography.

◦◦

Description.

◦◦

Type of resource.

◦◦

Type of monument

◦◦

Postal address.

◦◦

Telephone.

◦◦

Artistic style.

◦◦

Period.

◦◦

Opening hours.
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◦◦

Prices.

◦◦

Useful Information (Access for disabled persons, etc.)

◦◦

Services (Own car park, Exhibition halls, Possibility of guided visits,
Video Rooms, etc.).

◦◦

Website URL.

◦◦

Email.

Example of the view of data that Open Data Euskadi offers us in its catalogue
“Cultural heritage and resources of the Basque Country”
for the “Palacio de los Ayala” museum.

c) Restaurants, cider bars and wine cellars of the Basque Region: This
contains very interesting and easy-to-use information about each of the
restaurants, cider bars and wine cellars of the Basque Region. Below is
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a list of fields available for each establishment (not all establishments
have all the fields) :
◦◦

Photography.

◦◦

Description.

◦◦

Services (Wine list offered, allows payment by bank or credit card,
wine sold to the public, if guided visits allowed, etc).

◦◦

Type of Cuisine.

◦◦

Postal address.

◦◦

Telephone.

◦◦

Website URL.

◦◦

Email.

◦◦

Weekly closing day (The day of the week when they close).

◦◦

Holiday closing dates.

◦◦

Seating capacity.

Example of view of the data that Open Data Euskadi offers us in its catalogue “Restaurants,
Cider Bars and Wine Cellars in the Basque Region” for the “Sidrería San Prudencio”
cider bar and restaurant.
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d) Information about leisure facilities in the Basque Country: Offers
information about the leisure facilities in the Basque Region, such as
theme parks and attractions, recreation areas, bar areas, casinos,
aquariums, etc. The fields available about each resource (not all the
fields are available for each resource), are as follows:
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◦◦

Photography.

◦◦

Postal address.

◦◦

Telephone.

◦◦

Fax.

◦◦

Email.

◦◦

Website URL.

◦◦

Description.

◦◦

Opening hours.

◦◦

Seating capacity.

◦◦

Services (access for disabled persons, café, restaurant, laundry, etc.).

Example of the view of the data that Open Data Euskadi offers us in its catalogue
“Information about leisure facilities in the Basque Country”
for the “Gran Casino de Bilbao” casino.

7. Open data - open government data

e) Information about each Tourist Office in the Basque Region: The fields
it offers us about each Tourist Office are as follows:
◦◦

Photography.

◦◦

Postal address.

◦◦

Telephone.

◦◦

Fax.

◦◦

Email.

◦◦

Website URL.

◦◦

Opening hours.

◦◦

Useful Information.

Example of view of the data that Open Data Euskadi offers us in its catalogue
“Information about each Tourist Office in the Basque Region”
for the Local Tourist Office of Laguardia.
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Now that I was clear what information was available, I decided which functions
to give my website. Here are some of the options one could choose from:
1. Search engine: A search engine tool that allows the user to search for a
particular term, and displays all the results available for the same; or a
search engine tool that uses an advanced function that guides the user
about his or her needs. For example, we allow the user to choose the
province and town, whether they want casinos, restaurants, wine cellars and also if they want these to offer certain services, e.g. whether
they can be visited, whether they have a wine list or if they have access
for disabled people.
2. Places of interest: Shows routes to the users with suggestions already
known to the owner of the website or interesting suggestions made by
other users.
3. Online reservations: An online reservation system that allows users to
make restaurant reservations or buy tickets for museums. This option
must be discussed with the managers of each establishment and adapted to their requirements.
4. Routes and Itineraries: The user can specify their travel dates and receive suggestions for routes or places to visit.
5. Blog: For uploading experiences and articles that various people may
send in and are of interest to everyone.
6. User Suggestions: It is very important to make a clear space in which
the user can send information about new functions, possible errors or
simply send comments on any subject they like.
7. Advertising management: Add banners, Google AdSense or others, so
that establishments can promote themselves. Be very careful not to
drive away the user by becoming an advertising site, although this is an
essential source of income.
8. Widgets: Small easy-to-use applications: for services such as new
routes, reservations or even a package of special offers.
9. WEB Services: It is interesting to develop different WEB Services so
that other users who perhaps have insufficient programming knowledge
can use in their websites information you have already processed: one
would therefore succeed in offering a quality service whilst gaining in
popularity and increasing the number of hits.
These are nine general ideas that may be developed for a website. During its
development, and once the website is up and running and the users’ behaviour
has been analysed using analysis tools, suggestion forms, for example, these
options may no doubt be improved and more options and ideas added to the
website to make it interesting and useful to users, who are ultimately the ones
who will determine its success.
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To assure the quality of the information offered, it is very important to monitor
any updates to the data catalogues used and review new entries that may be
useful.

Conclusion
To conclude, Open Government Data is a basic democratic need that allows
citizens access to public information they themselves have generated.
All the information is in standard format for its easy re-use.
The new business opportunities that Open Data presents are clear to see, in
particular the operating savings (efficiency) and cost savings that can be made
when creating new businesses, as well as work patterns of already-existing
ones.
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Google’s business
When addressing SEO the first thing that arises is in which search engine you
want to be positioned. Is Bing or Yahoo worth it? The answer is clear: not
because these searchers have no share. As shown on the graphs below, the
search engine which has more market share is Google. Therefore we can say
that Google is synonym of SEO, especially in Spain. In addition, upon reaching the top positions in Google, they are usually also reached in other searchers.
Why does Google have such an importance? Have you ever wondered which
revenue we generate for the company we work for with our daily work or which
net profit after deducting the salary and other expenses (equipment, machinery, buildings, etc.)? On the following graph1 the big technological companies
are classified based on the profit per employee. Google earns more than $
200,000 per year per employee on the payroll. Google is a business: it does
earn lots of money.

1

Congratulations, Google staff: $210k in profit per head in 2008, Pingdom, 14/05/2009, http://royal.pingdom.
com/2009/05/14/congratulations-google-staff-210k-in-profit-per-head-in-2008/
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The following image2 shows Google’s revenue by quarter. The business is

growing quarter by quarter. As one can see, the biggest growth is google.com,
namely, advertising that Google gets from pay per click investments. Other income comes from networks that advertise Google products on their web sites.

	
  
2

Google revenue strong In Q1, but expenses concern investors, Henry Blodget and Matt Rosoff, Business Insider,
14/04/2011, http://www.businessinsider.com/live-google-earnings-2011-4
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Why do we use Google?
To begin with, let’s see an example of the importance of improving the visibility
of a web site in Google. If we search the worst referee in the world (in Spanish)
in Google appears Stark, popping videos even from 2007 or 2009. Therefore,
Google always has answers.

	
  

Joking aside, another reason why we use so much Google is because Google is
very fast. When you google something you don’t have to wait anything, inside
half a second it shows you the results of your search. It’s not like a form sent by
mail, but everything is really fast!
In addition, Google is a good spell checker:
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And finally, Google gives ideas. Some people have made jokes about it,
with compositions as follows:

	
  

Who is really Google? Identifying Google´s boss 
It is said about many people related to Google, as its CEO, Marissa Mayer�, etc.; there
are many people in Google’s running, but the one who is actually in charge of
the antispam team is Matt Cutts3. The antispam team is responsible for marking
the pages as spam.
In an explanation of Matt Cuts of how Google works when you google something, he says: “The first thing to understand is that when you do a Google
search, you are actually searching a web, you are searching Google’s index
of the web or at least as much as we can find. We do this with software programs called “spiders”. Spiders start by fetching a few web pages. Then they
follow the links on those pages and so on”4.
In connection with this, one tool I recommend is Google webmaster help5, a
site where you can find many videos of Matt Cuts talking about various topics related to SEO. There are some very interesting videos, ordered from the
most to least watched. There are probably many questions which you shall
have ever thought, this site is highly recommended.

3

http://twitter.com/#!/mattcutts, http://www.mattcutts.com/blog/

4

“How search works”, Google’s official YouTube Channel, http://www.youtube.com/watch?v=BNHR6IQJGZs

5

Google Webmaster Central Channel, http://www.youtube.com/googlewebmasterhelp
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20 case studies of companies that have been successful thanks
to Google. SEO tools
Now we shall see cases of customers who have come to the company I run,
TREI.es (Tu Reputación en Internet, your reputation on the internet) and cases
in general that can be used to teach about Google’s SEO tools.
Case 1: Heat maps
Heat maps are used to see where people look when they do a Google search. As
shown in the image (x are clicks), most people click the 1st result, some
the 2nd result, and then a few of them focuse on advertising. This means:
approximately 50% of people searching in Google click the 1st result,
25% the 2nd and the remaining 25% the 3rd, 4th or 5th. Exact data are in the
chart below. Conclusion: the important thing is to be 1st in Google or if it’s
unavailable, second. We can find these heat maps in various formats, for
example made up of a mouse.
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Case 2: Google AdWords tool
A customer who has a football boots´ shop online came to TREI.es. He wants
that when you search football boots the 1st thing that appeares were his
store, to gain a lot of traffic or hits.
There is a tool called Google AdWords6. It tells you how many times per month
each search is searched. You can choose in Spain, all around the world, or
in a given country. Football boots (in Spanish) is searched 90,000 times per
month all around the world. Conclusion: If you are the 1st in the search football
boots you get 45,000 hits per month from people interested in football boots,
which is the most qualified audience that may ever exist to buy in your football
6
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Herramienta para palabras clave, Google AdWords, http://adwords.google.es/o/Targeting/Explorer?__
u=1000000000&__c=1000000000&ideaRequestType=KEYWORD_IDEAS
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boots’ shop. The second-placed web site gains a lot less: 20,000 hits, or some
more.
This is a very good tool to choose keywords for a web site. If you want to improve the visibility of a web site in a certain search in Google it is very useful:
perhaps you think the best search is football, but it turns out that there is
another search that is more times searched. Or you think that the best is women boots, but it turns out not to be so. It is a great tool that we must not forget.

	
  

Case 3: Multilingual search
Another customer who came to us has a hotel in Ibiza. He told us that many tourists search in Google a hotel in Ibiza before travelling there. Who has not done
that? You want to go to a city and you google hotel and the name of the city. The
customer said us that he wanted to be the 1st in the searches hotel in Ibiza,
Ibiza hotel and in most languages. This is a search that gives a lot of traffic. As
shown in the screenshot below, hotel in Ibiza is searched 368,000 times per
month, so to be very visible in Google is an absolute business. In this case
the enquiry in Google AdWords was made for all around the world. As you can
see, the more searched is in German, so it follows that more Germans go to
Ibiza than Spanish people. The second searched is in Spanish and the third in
English. This tool is a very important tool for multilingual searches.
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Case 4: Elections 2011, top 10 (4º)
We had a customer who has a web about elections, with election results. He
said us: “I want to be in the top ten searching elections 2011”. This is a search
that constantly changes, it increases an awful lot in election period, it changes
depending on the days. It is not a standard search as football boots or hotels
in Ibiza, but a very variable search. For example, there was election in Peru
some months ago, so that this search shot up.
When we had election in Spain it also rallied just the day before, the election
day and the next day, because people were looking for the results. We reached
the top ten in the fourth position (in Spanish). The 1st result was the department’s official election page at national level, the 2nd one was the municipal
election’s web site in Madrid (because the search was made in Madrid), the
3rd one was elmundo.es (a Spanish newspaper) and the 4th result was our web
site. But these results changed the days after the Spanish elections.
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Now I am going to introduce you another tool: Google Insights7. It is completely

free and you should not been registered and have a username. It displays the
evolution of a search in a given year, how many times it has been searched. For
example, in the search elections 2011 (in Spanish) one can see that there was a
peak when the Peruvian election took place and another peak much higher when
the recent Spanish elections. This day the number of hits of this search was multiplied: lots of hits came to our customer’s web site and plenty more to elmundo.
es, because it was higher up. This tool also indicates the regional interest for that
search: Peru, Spain, etc.

7

Google Insights, http://www.google.com/insights/search/#
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This same Google tool has an option below “suggested searches”, that tells
you other searches related to the issue that can also give you ideas in order to
define the keywords.

Another great tool for searching is the Google wonder whell: a tool which
lets you enter your search, for example 2011 elections and it shows you this
search in Google, as well as the most common searches related to it. You click
one of them, for example 2011 elections and it gives you the searches related
to it. This tool is included in Google: more tools: wonder whell.

Case 5: Madrid University
Following with the tool Google Insights, when searching university Madrid (in
Spanish), as you can see in the image below, it is shown that the more people think about their university career, the more googled is this search: June,
July and September, and then other periods of the year the search level is much
more lower. A university in Madrid which appears as the 1st result in Google in
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the search university Madrid will gain lots of hits from people who are interested. They maybe not enroll in it, but they know its existence, enter, find out
about it and so on.

Case 6: Do you know why the peak of ZP?
Google Insights tool also allows comparing multiple searches: 2 or more, adding search terms. Entering zapatero and rajoy (red Zapatero and blue Rajoy)
you can see how many times have been searched in Google each of these two
words. If we pay attention, we may notice that the peaks occur when there are
elections. But suddenly there is a huge peak… the moment in which Zapatero
was more googled in the whole history with a large difference from all other
times. And why did it happen? It was September 2009, do yo know what happened in September 2009? The bombshell of Zapatero´s daughters!
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That peak occurred the day in which the pictures of Zapatero´s daughters with
Obama8 came out: people put them in Madrid girl traditional dress, in grave-

digger clothes… all kinds of costumes. That is why the days in which the the
word Zapatero was more googled, were the day were the pictures of Zapatero´s
daughters were published and the next two days. With this example one can
notice that people consider more important in the internet issues about humor
or morbid, than politics. Zapatero’s daughters as shown in the picture above are
at twice level that the general election. If we search terms related to “zapatero”, the 1st is daughters zapatero (in Spanish), following daughters of zapatero
(in Spanish) and then pictures daughters zapatero (in Spanish). With regard to
the more frequent searches, we find the same topics: picture daughters zapatero (in Spanish), pictures daughters zapatero (in Spanish), obama zapatero, etc.

Case 7: SEO for images
It´s very important to work on SEO for images, because sometimes it may happen that in spite of having already well-positioned in Google the web sites
of a customer, the images that appear higher up in Google are not the most
appropriate.
For example, in this period of elections, some persons have came to TREI.
es because they are politicians standing for election and if you google their
names appears something like “expelled from…” or any dirty linen, and they
want to hire us to remove it. We often focus on removing such things but it is
also important not to forget the SEO for images. Because when a search has
lots of images, Google shows higher up the most important pictures and it
may happen something similar as when you google mariano rajoy: humorous
images appear as shown in the following screenshot, giving him a very bad
press. Therefore it is important to work the SEO for images on aspects like:
“alt” tags, a good image file name or an image title oriented to SEO.
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When you search zapatero it occurs more or less similar. Conclusion: it is important to work on SEO for images in order to improve the visibility of a picture in Google, in particular in those searches which have lots of images, bearing in mind that even though is not an exact science as SEO in general, there
are factors that contribute to raise an image.

Although the image itself does not matter at all (it can be a picture of Claudia
Schiffer and appear higher up in the search mariano rajoy), there are other elements that do matter. They are factors that Google can see, as the image file’s
name, the URL in which it is landed, the news’ headline where the image appears, or how many people have that image in their web sites. The object is to
put images with the proper words and make it rise up.
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Case 8: elmundo.es
Alexa9 is a tool that updates all web pages’ analytics and orders the most viewed
pages. The most visited web is facebook.com, the second one google.com and
the third one elmundo.es. Until a few months ago when comparing the facebook.com web page to the google.com one, google.com had the 1st place, but
for 5 or 6 months facebook.com overcame it.
Alexa also offers search analytics, showing which are the searches that bring
more hits to your page. Something really surprising is that in the case of elmundo.es, regardless of the fact that the search that logically brings most visitors is the name of the page itself, the second search that more hits gives is
the word translator, which seems to have nothing to do with elmundo.es. They
have done it so because the search translator is searched million times a day.
In fact once the 1st page that appeared when searching the word translator was
elmundo.es, but as soon as Google realized that it was an incredible search,
they began working with it in order to appear in the 1st position. It is really
important to go to the analytic when working on improving the visibility of a
web site in Google.
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Case 9: elmundo.es and its SEO footer
Looking at the text link of the footer of elmundo.es and entering those words
in the analytical tool, we can see that they are searches which are googled
million times every day and that is why elmundo.es works them. For example,
formula 1 is a very popular search and elmundo.es is in one of the 1st places
because of this. The footer remains in all pages of elmundo.es and, as receiving
links with a given text really matters to get the 1st positions in Google, if a section of a web site receives lots of links, it will appear higher up when searching
that text.

Case 10: 20minutos.es
The search that leads more visits to 20minutos.es, besides of course the name of
the newspaper, is facebook. If you search facebook in Google the web pages that appear are: in the firt place Facebook’s own web site, then Facebook in
English, then a few more pages, and in the seventh place 20minutos.es. In spite
of being in the seventh place, facebook is the search that gives more traffic to
20minutos.es.

135

Management Positioning in Online Markets

Why does the search facebook give most traffic to 20minutos.es? Because
the word facebook is searched in Google 2 billion times per month. Therefore,
being in seventh position, although you get a tiny fraction of that amount, the
number of hits you receive is huge. That is why it is the search that leads more
traffic to 20minutos.es. If you get the top ten in top searches, you receive
many many hits. That is why some people take advantage of this situation
setting up trap domains in order to get the 1st places in wrong written searches (such as faceboook, facebok or face book), because people often make mistakes when typing.
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Another interesting tool is Google Zeitgeist10 (which literally means “the spirit

of time”), statistics published by Google about the most popular searches per
year all around the world or per country. The image below is from Spain 2010, indicating that in Spain the most popular search last year was facebook with 2 billion searches per month, the second one tuenti, the third one youtube... It also
indicates emerging searches, emerging celebrity names, etc. In short, you should
have a look at it from time to time and set up web pages on these topics, because getting good positions on them you receive thousands of hits.

10

Google Zeitgeist, http://www.google.com/intl/en/press/zeitgeist2010/
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Case 11: negative SEO or cleaning up your online image
Another type of SEO works that come to TREI.es are customers who want on the
one hand to improve the visibility of their web page in Google, to get the 1st
position, and on the other hand to clean up their online image. One recommendation is to charge per results: at the beginning I charge you nothing. However,
the day that your web page appears in the top ten of Google, I charge you x; the
day that it rises up to the five 1st results, I charge you a certain amount more;
the day it reaches the 1st three positions, another certain amount more; and
the day that your web site reaches the 1st result in Google, I charge you a much
more higher amount. Customers see it as a very difficult task, but there usually
are results.
There are some searches that are so competitive that it is not worth working
on them. If the customer wants to appear in a very popular search, for example
real estate, as it is so hard and competitive to reach the top ten in Google,
what we can do is to use the previous tool11 to determine other searches more

specific such as real estate valencia. Once we have reached a good position in
Google, we charge for its maintenance.

11
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Case 12: Page speed
The web site speed is a factor that Google values more and more, since Google focuses on the user, his experience, comfort, etc. Recently has come out a statistic that explains the relation between page speed and hits, or page slowness
and traffic loss. When a web page is slow, every second it takes to to load,
it loses 30% of hits.
We had a customer in TREI.es who had 15 web pages which were very slow in
terms of loading speed. We moved them to a better server, changing from a 4
GHz CPU to a 6 GHz one and from a 3 GB RAM to a 4.4 GB one, and the result
was that the hits increased 4-fold in 30 days, inasmuch as most visits to these
web sites came from Google. It is worth because the price does not increase
proportionally so much.
Case 13: Wikipedia
Why dos Wikipedia receive billions of hits? Using Alexa tool, we see that
Wikipedia is the 1st result in many very popular searches: charlie chaplin, facebook, robert bunsen, seo, sex (which is one of the most popular searches
in Google), lady gaga… As it is the 1st result in all these searches, it gets a lot
of traffic. Which is its secret? It is mainly in the 1st position because of the link
text. When a Wikipedia article quotes another Wikipedia article, they do it
with a word that has an appropriate link text: Google appreciates positively
links which are inside an article, instead of in the footer as elmundo.es, and
with an appropriate link text. Therefore one of the reasons why Wikipedia succeeds is the anchor text.
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Another reason for Wikipedia´s success is the Panda Update. Recently there
was a Google update called Panda Update, because there were situations in
which a web site with copied articles appeared higher up the original page of
the article. This is really bad for the original web page because the visits go to
the website which copied the articles. Google has changed its algorithm in order to avoid this: web pages with duplicate content or extracts of content from
other pages are penalized with its removal from the search results.
Case 14: SEO audit. Rising up from 5º-10º to 1º-2º. Google websmaster tools
When auditing a web site it is recommended to use Google webmaster tools12. You

should be the owner of the page to manage it because you have to enter a
code on your web site to validate it, but it allows you to access to lots of statistics about your web page: who finds you in Google, how many hits you have... It
12
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is like Google Analytics but much more complete. For example, it allows you to
see in which searches you are in the top ten in Google (between 1st and 5th, 6th,
7th, 8th or 9th). A good SEO strategy for searches where you are between the 5th
and the 10th position is to work specifically on these searches to rise up to the 1st
result, because it takes less effort than to rise up, for example, from the 25th to
the 2nd result. A good SEO audit consists in analyzing which searches give traffic
and rise up in the searches that do not involve so much effort.

Another recommendation is to take part in SEO conferences. There are many
in Spain, for example a very important one is Evento SEO13, in which Javier Ortiz

has participated this year. He is one of three SEO managers in elmundo.es.
(Notice that there are three people dedicated only to SEO and in elpais.com
there are another three).

13

http://www.eventoseo.com/
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Case 15: Keyword stuffing
A small dose of black hat SEO. Black hat SEO is opposed to white hat SEO, which
is the one permitted, it is what Google says you should do. However, black
hat SEO are those actions that if you do them, Google may penalize you and you
may disappear from Google searches.
From 1999 to 2002 worked keyword stuffing: to put loads of times some words
on a web site. Google saw that you had a very high word density ratio, paying
attention only to the web site itself. So if you just wrote thousands of times a
given word in white on white background, you easily managed to appear in
the 1st position. Google realized it and updated the algorithm penalizing web
pages like the one shown below. Currently it can be done in small doses, because Google algorithm brands you as cheat and removes your web site if it
exceeds the 11 or 12% density ratio for a given word. So this technique works in
moderation.

Case 16: Pagerank obsession
Another black hat SEO action: from 1999 to 2002 there was also an obsession
with pagerank, the rank that Google gives to web pages, so 10 is the best and
0 the worst. This score is logarithmic, so to move a step up, for example from
0 to 1, there is a great distance. A web site with pagerank 10 is a page that
receives lots of links.
How do you get the pagerank?14 The more links you receive, the better pager-

ank you have (this formula has been published), and it does matter that these
links come from relevant web pages, and that the relevant page has few outbound links (if one relevant web site has thousand outbound links, each one gets
hardly any pagerank; and if the relevant web site has just a few outbound links,
14
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each one gets a lot of pagerank). People were obsessed with buying links, then
appeared the 1st pages for purchase of links.

Case 17: Anchor text and link bombing
From 2003 to 2005 Google changed how it works: Google did not only care what
a web site said about itself, but also what others said about that web
site. They began to pay more and more attention to the anchor text, as I mentioned above. Because of this came out a strategy which is link bombing: all of
us agree in linking a web site with the same anchor text.
For example, this happened when many people linked the SGAE (general society
of authors and editors in Spain) web site with the link text thieves (in Spanish).
The next screenshot is from 2007 because the SGAE accused Google, so if you
now google thieves the SGAE web site does not appear, but at the bottom of
the first page of Google search results it is written “one search result has been
removed because of the legal action...” and a link explaining the whole story.
Receiving lots of links with a specific anchor text is a good way to improve the
visibility of your web site and rising up in the search of this specific text link.
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Other example of famous link bombing was when Bush was elected president
of the USA. Everybody agreed to link him with the text miserable failure,
so when searching this text appeared his biography.
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Googling click here the 1st result is Adobe Reader because many people write
on their web sites “click here to read this pdf and download Adobe Reader” and
in the words click here a link to Adobe Reader. That is why many people set up
link selling web pages, or there are linkbuider programs that go through web
sites, identify the webmasters’ email contact and send them messages to obtain links.
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Even so, the best thing is to have great content in order to be naturally linked
from other sites, or to have partners of people who know you and also link your
sites naturally.

Case 18: Nofollow, domain autority, different domains & IP´s
From 2006 to 2009 Google progressed and launched the “nofollow”: it is a link
that you put on your web site, people see it and can click it, but it works like
you said Google “this link does not give pagerank”. Google recommends linking
advertising with nofollow because link selling is penalized. If Google notices
that you link different things each time, it understands this as if it were link
selling. Then the links should be “nofollow” so that Google understands that
it is advertising. So people can see them but they do not give pagerank, so
that results could not be cheated paying money to appear higher up in Google.
It also came in to obtain links from different domains, different ips (in case you
have a server with 400 domains and you always link the same web site), different countries... It is harder and harder to deceive Google, but one should
know the rules to know how to trick them.
Case 19: Content farms, panda update
Here you have an example. If searching the headline of a piece of news one
finds the original source and higher up a web site that has copied it but has
better SEO, the website which copied the new receives the traffic. But now the
panda algorithm removes these pages. A way to skip the panda update is ususing
spinning programs, which copy news and automatically change some words. You
give them a dictionary so that every time a given word appears, they change it
to another synonym. Thus Google does not see that it is exactly the same. There
are several programs like this, but it is important to stress that they are penalized by Google and they can send your web site to the 100th result.
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Case 20: Boots for Twitter or followers purchase
Nowadays Google highly values to appear in social networks: if a pice of your
news appears on Twitter and has many followers, Google rises you up, because
it identifies you as a social person. Thus arise the sales of followers, for example 1000 fans for 24 euros... as you can see in the picture below.
Another thing is to get robots for Twitter. They follow a lot of people and
stop following those who do not return you the follow, so that your followers grow. Nevertheless, the best is still to have great content, because if you use
black hat Google penalizes you.
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