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Abstract — E-business and especially e-commerce represents one
of the most important ways of doing business in the current
context. That is why, researchers are doing a great effort in
studying how B2C platforms manage the relationship with their
clients. Regarding the most important channels of connection
between consumers and companies in online market, the websites
and Apps, this study analyzes the way in which e-businesses
present the information to their clients from a client-focused
strategy point of view. The present study evaluates how two
important e-commerce companies deal with this in such a
competitive market as fashion.
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I.

INTRODUCTION

Business model evolution is a key fact that has reshaped
different sectors during the last fifteen years. The global
financial crisis and globalization resulted in a massive close of
local stores and expansion of e-business and e-commerce [1].
Fashion sector is one of the most profitable industries nowadays
[2] and has also been transformed thanks to e-commerce,
shifting most of total turnover to online platforms instead of
physical stores [3] Currently, each company which prevails
over the rest in creating value for customers should present a
sustainable business model [4].
According to the e-business marketing consultancy eMarketer
[5], worldwide retail e-commerce experiments currently a
continuous increment. By the end of 2021 it is expected to
generate $4.48 trillion, whilst $2.29 trillion were generated in
2017. That is why, e-commerce represents nowadays a great
field of study for management researchers. About it, literature

of e-commerce is extensively focused on value chain and
especially on the relationship between providers and ecommerce platforms, or what is known as business to business
or B2B (see for example Kotler and Pfoertsch, 2006), which is
in part due to the great importance of supply chain on ecommerce [6].
Further, the type of e-commerce done between the ecommerce and the final consumer or B2C is based on research
on the consumer trust towards the company. However, little is
known about the client orientation strategy in terms of the main
communication channel, the webpage. For this reason, the
main objective of this research is to evaluate how a clientorientation strategy is the key basis of the competitive
advantage of an e-commerce.
Further, due to the great importance of the fashion sector in ecommerce [7], this paper sheds light on the strategies
undertaken to compete in the online fashion sector. In order to
do so, the methodology of the case study will be employed,
analysing the strategy and functioning of two successful fashion
e-commerces in a comparative study.
This paper contains a descriptive and comparative
study between two fashion successful e-commerces: Zalando
and Mytheresa, which lead the retail sector in Europe, focusing
each one in one type of target customers and demonstrating an
outstanding client-oriented strategy.
The structure of the present study will be the following: after
this introduction, a theoretical framework on the topic will be

developed. Literature about e-business models and e-commerce
will be discussed, the fashion sector in the European market
commented and then the client-orientation strategy types will
be explained. Afterwards, the case study and comparative
analysis methodology will be shortly commented. To conclude
with, the results of this descriptive analysis will be presented
and discussed, in order to analyse the similarities and
differences between them according its way to compete.
II.

THEORETICAL FRAMEWORK

A. E-business models and B2C
Electronic business or e-business refers to the business that
is conducted over the internet [8]. That is, the e-business bases
its relationships with customers, suppliers or even partners on
the use of internet technologies “to share information, process
transactions, coordinate activities, and facilitate collaboration”
[9]
One of the most common types of e-business is the one that
uses the internet to establish the relationship between the
company and the customer, what is called business to consumer
or B2C [10]. In the last six years (from 2014 to 2019), this type
of e-business has grown worldwide more than a 200% and has
passed from being 1.34 to 3.53 trillion US dollars [11]. Further,
the forecast by 2023 is more than 6 trillion US dollars [11].
Therefore, due to this context of growth companies are
doing an effort to incorporate the B2C model in order to
compete. Sometimes, this incorporation is done in ventures that
were already established and which business model was not
necessarily linked to the internet. In other cases, the B2C model
has been the base of the business since the very beginning,
influencing in this way the entrepreneurial development
[12].
One of the most important sectors in B2C is fashion. Indeed,
in 2018, the 57% of the global electronic commerce was linked
to fashion-related products [11].
In Europe, the electronic commerce of fashion is expected
to grow to more than 95,000 million U.S. dollars in 2024, and
[11]. For this reason, multiple associations are trying to push
European institutions to regularize and legislate on ecommerce. One of the main associations regarding these goals
of regularization and legislation on e-commerce issues is Ecommerce Europe. This association includes more than 100,000
European companies dedicated to the sale of products in the
online market and its main goal is to help legislators to “create
a better framework for online merchants, so that their sales can
grow further” [13]. One of its last requests is linked to the
proposition of the European Comission of an EU regulation on
transparency and fairness in e-commerce. In doing so, the
aforementioned association has developed an “E-commerce
Europe position paper” in which the main figure to protect in
online market is the client [13].
Thus, aware of the importance of client, e-commerce
platforms are developing a set of practices and strategies in

which the main focus is on customer perceptions and sale
motivations.
B. Client-focused strategies in fashion & retail e-commerce
As commented before, and even fashion industry is one of the
leaders of the modern world in terms of profitability, it currently
faces some challenges regarding its client orientation strategy
and business culture [14].
The customer orientation may be defined as a strategy that
allows firms to obtain and integrate the information that is
necessary to develop and perform different marketing strategies
in order to achieve more favorable customer results. This plan
is highly focused in assuming that the firms with a customeroriented strategy outperform the competence, and its main base
is the anticipation to the future customer’s needs, in order to
implement them in their products or by developing goods and
services that satisfy them [15].
The main goals of a client-focused strategy are the increment of
customer satisfaction and perceived value [16]. Satisfaction
refers to the degree of alignment of customer expectations,
while exceeding them after the experience of buying and using
the products offered by the brand, and is a key feature for
community engagement and loyalty [17]. On the other hand, the
perceived value is defined as a marketing metric which
measures the tradeoff between perceived benefits and perceived
costs of the offered portfolio [18].
When analysing the competitive advantage of a company,
marketing capabilities of the enterprise should be studied in
order to evaluate their market-sensing capacity [19]. This fact
is even more relevant when the competitive advantage of an
enterprise relies on its client-orientation.
According Kumar and Pradhan [20], social media marketing is
an outstanding method for communicating with clients and
receiving their feedback. It plays an important role in all clientfocused strategies because of the opportunity that it gives to the
companies for branding and reputation management [21]. It is
defined as the marketing strategy that attracts and influences
positively customers’ purchase behaviour though the use of
social networks [22].
With customer relationship management companies get closer
to clients and offer them a suitable support along the sales
funnel [23]. Furthermore, the tone and relationship with clients
should be considered: it is important to take into account that a
confident a reliable tone is needed in order to engage a
community in social network [24].
Moreover, with the data generated from previous purchases, the
companies make recommendations to their clients that reflect
their purchase intention [25], generating for the e-commerce a
type of specific knowledge about its clients [26]. The

procurement of market information is an important ability that
e-businesses should develop in order to their leading position
[27]. Afterwards the analysis of quality, perceived value and
satisfaction is relevant for customer relationship management
in order to understand client perceptions and enhance offered
value [28].
However, client-focused strategies vary regarding the target
customer of the company. For this case, some components of
the communication strategies in luxury fashion brands have
been identified [29]: design signature, exclusivity, premium
price, tailored marketing and communications and high-quality
customer service are the outstanding ones.
III.

METHODOLOGY

A. Case studies and the comparative analysis
The chosen methodology for addressing this proposed
research has been the qualitative one. The authors have
conducted a comparative analysis of two case studies with the
aim to explore fenomena about which there is
limited knowledge.
In order to analyse the client orientation strategy of the
fashion e-commerce platforms, two case studies will be
examined. Zalando and Mytheresa are the chosen ones, because
of its rapid growth, international presence, success in retail
online industry and customer-centered strategy in its reputation
in social networks. Despite of its similitudes, these two
companies present important differences in its target customer
and its marketing strategy that should be outstanded.
B. Data Collection
Some part of the analyzed data was collected directly from the
corporate webpages of two fashion enterprises. Moreover, in
order to triangulate the information retrieved from the
webpages, two open interviews were conducted to marketing
employees of both companies.

IV.

RESULTS

A. Zalando
Zalando is the leading online fashion platform in the European
market. It was founded in 2008, in Berlin, and was gradually
positioning itself as a leading e-business of the fashion and
retail sector. Their global sales reached 5.4 billion in 2018 [30]
They operate in different business areas, due to their flexibility
and online nature. They use their logistics strategy to offer a fast
service to multiple customers from their sales platform. Its
business model consists of positioning and selling online
fashion items (clothes, shoes, accessories and jewelry mainly)
previously purchased from different partners (more than 2000
worldwide). These are from private brands to retail stores, and
they also have an own fashion brand. This selection of items is
adapted according to the preferences and needs of local

customers, since they operate in 17 countries around the world
and marketing is customised in each region. Their mission
could be simplified in bring international fashion closer
wherever the customer is.
The company has 14,000 employees distributed throughout
Europe and its sales platform reaches around 300,000 visits
monthly. Zalando enjoys a great brand awareness in Europe,
especially among women from 25 to 40 years of middle class.
As a basis for their success strategy, in addition to optimizing
the distribution and logistics chain, they place the customer.
Increasing the range of services offered to customers is their
priority and the basis of their competitive strategy.

B. Mytheresa
Mytheresa is the most reliable online platform to find the best
luxury fashion clothes for women. Its mission is summarized in
bringing the best of international luxury fashion directly to the
door of each client. With its intuitive online platform, which is
updated every week with the latest arrivals, they assure
customers of an exclusive, select and unique shopping
experience, as if they were in a famous boutique. Although it
was founded as a physical boutique in the city of Munich 30
years ago, in 2006 they made the pioneering leap to the online
platform. This allowed them to position themselves as an
exclusive luxury platform, and offer their fashion to more than
140 countries around the world, thanks to the almost 700
employees who work to position the customer at the center of
their entire strategy.
They have more than 200 trusted luxury brands, exclusive
collaborations of famous designers and also capsule collections
for Mytheresa, ensuring the exclusivity of the garments once
again. The Jimmy Choo, Saint Laurent, Loro Piana or Gucci
brands stand out. About 1000 articles on average are
incorporated into the platform every week, which are divided
into categories within the web to facilitate their search and
classification [31]
Its competitive advantage lies mainly on its customer service
and complete orientation, with the aim of advising them and
helping them achieve the closet of their dreams. They offer
personalized attention from their attraction to the company,
through exclusive newsletters to each type of client according
to the way of dressing and expressing themselves. Then, they
accompany them throughout the purchase process and advise
them with their favorite models, sizes and combination of
garments in order to solve their possible doubts, regardless its
importance.
Moreover, they also offer a personal shopper service for loyal
customers with high purchasing power and lack of time. For this
reason, customer retainment is also a key feature for MyTheresa
success, ensuring profitability and sustainability of the brand.
Customer care service is available in 13 different languages, 24
hours a day throughout the week. In addition, they offer a fast
delivery that adds value to the demanding customers of the

company (1 day in Germany) and free returns within 30 days
after purchase, without forgetting the cybersecurity and
protection of the online purchases of its customers.

C. Comparative analysis and key factors

On the other hand, Mytheresa focuses its entire strategy in client
retention and increase of customer loyalty. For this reason, they
do personalized communication and attention to their clients
according their tastes, past purchases and interest thanks to
online data, offering always the latest exclusive products.
V.

CONCLUSIONS

In the following table, we can appreciate the differences and
similarities between both case studies, the e-commerces
Zalando and Mytheresa.

In our changing and volatile environment, the changes in
business models and shifts to e-commerce are just the
beginning. Concepts as ‘fashnology’ [32] are each time more
common among practitioners and academics trying to define
the active role that technology plays in fashion sector.

Regarding the similarities, as it was already commented before
both companies belong to the fashion sector, their channel of
commerce is online (e-commerce), and both are German
companies and follow a client-orientation strategy. In this way,
both enterprises offer augmented value to their clients thanks to
their client-relationship management in social networks.
However, regarding its way to compete, they highlight different
things in their relationship with the clients.

Though the use of technology in e-business is crucial,
especially the internet, the presentation and exposure of
products in the websites represents a type of knowledge that can
be vital for B2C. For this reason, companies continuously
challenge themselves and try to adapt their strategies to the
current context.

Whilst Zalando focuses on a public from 18 years old to 40, with
a wide range in which it concerns to purchase power, Mytheresa
focuses on a target that goes from 30 to 45 years old, and with a
high purchasing power. Therefore, Zalando focuses its strategy
in customer attraction and lead conversion, in order to achieve
higher sales volume. They are able to do so due to a stock of
wide range of products and capabilities.

Differences

Similarities

Zalando

Mytheresa

Target age from 18
to 40 years old
with average
purchasing power

Target age from 30 to
45 years old with high
purchasing power

Client-orientation
strategy focused in
customer attraction

Client-orientation
strategy focused in
customer retention

Stock of a wide
range of products

No stock, exclusive
products

No personalized
attention in social
media

Personalized attention
in social media

Newsletter by
seasons and trends

Newsletter by types of
products and trends in
haute couture

Fashion & retail sector
German e-commerce
Long term client-orientation strategy

As it has been commented along the last sections of the present
paper, Zalando and Mytheresa are two examples of successful
retail e-commerces that competing with different strategies,
share a client-orientation in its whole structure.
According what it was stated in the literature [20][21], both case
studies employ social media marketing as the outstanding
method for communicating with clients and receiving their
feedback. Client-orientation based businesses, therefore bases
their key strategy in branding and reputation management,
customer satisfaction and enhancement of offered value.
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