
46 • December 2009 • www.rechargermagazine.com

Sa
le

s
&

 M
ar

ke
tin

g

by Dr. Dimitris Constantinou • Easy Group LLC

Building Your Infrastructure: 
E-Commerce for the Imaging  
Supplies Industry

This article is the final 
installment of my three-
part article series on the 

topic of “Ecommerce for the 
Imaging Supplies Industry.”  In 
the previous two Recharger arti-
cles (October and November 
2009), I identified and discussed 
what I consider the main ‘build-
ing blocks’ of a successful ecom-
merce-driven company (Market, 
Pre-Sale Marketing, Conversion 
and Post-Sale Marketing

This article will focus on the 
final and most central building 
block, “Infrastructure.”

I am defining “Infrastructure” 
as the systems and resources that 
form the underlying base for an 
ecommerce-centric organization 
and which are needed for the 
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efficient functioning of your business.
As I look back on my own organization, I am able to 

identify the main parts of my company’s Infrastructure 
which make it “tick” as an ecommerce entity within the 
imaging consumables industry. As I reflect on my own 
experiences, it also reminds me that building a successful 
Infrastructure is not easy and that there are many moving 
parts, and that these parts are all interrelated and interde-
pendent.  I think of these parts like gears, if one of them 
does not flow, it can cripple the entire system.

1. Marketing
2. Product (sourcing and control)
3. Web site Maintenance
4. Order Processing
5. Pre-Order and Post-Order Support
6. Other

Infrastructure: Marketing
Your business can’t survive without marketing. No 

matter how good your products or services are, you can’t 
make a sale until your customer knows you’re there.  I 
find that most companies focus too much on marketing 
“products.”  People do not buy products, they buy solu-
tions. So market your products as solutions and that will 
make all the difference.  

You need to carefully evaluate the resources that you 
allocate toward the marketing arm of your company.  

Whether you plan on generating your traffic through 
Pay-Per-Click, banner or text link advertising, articles or 
forums, social networking, video, blogs, SEO or other 
means, you need to consider the costs (money, time and 
human resource costs) required to manage an effective 
marketing campaign.  The best advice I would offer any-
one is to ‘focus on your core competency’. In many busi-
nesses, especially startups, there is the necessity to do 
everything yourself.  That’s how I started my business as 
well — doing everything from marketing, to customer 
service, to shipping, to purchasing all on my own. By 
necessity, some business owners need to do most of the 
company tasks themselves, but at some point you will 
need to delegate responsibilities and focus on your core 
competency, whatever that may be.  If your competency 
is not in marketing, then consider outside help such as 
the Google Adwords Team or Yahoo’s Advertising and 
Business Solutions’ departments. Both these departments 
will offer free marketing services in exchange for a com-
mitment to monthly spend on advertising through their 
networks.  There are, of course, other outside marketing 
services, but these two are ones that I would recommend 
to help you get started on building a targeted marketing 
campaign on the Web.

Infrastructure: Product Sourcing and Quality 
Control

Your purchasing arm is fundamental to the success or 
failure of your establishment, especially in our industry 

People do not buy products, they buy 
solutions. So market your products as 

solutions and that will make
 all the difference.  
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where there is a plethora of what could otherwise be per-
ceived as ‘homogeneous’ products.

Focus on quality.  It is all too easy for a vendor to cut 
corners on quality without you noticing it until it is too 
late.  Take for example a remanufactured toner cartridge.  
One vendor may just add toner, a second may add toner 
and replace the OPC drum and a third may add toner and 
replace all components including drum, blades and roll-
ers. All three vendors will sell you a “remanufactured 
cartridge,” but clearly the third vendor has done a better 
job at ensuring a better quality product for the long term.  
So be careful of where and how you purchase your prod-
ucts. Given the current economic climate, price is criti-
cally important, but don’t sacrifice long term customer 
retention and business survivability for short-term prof-
its.

There are other considerations for your company’s 
purchasing arm besides price and quality. Patent and 
other legal considerations abound, as do efficiency of 
sourcing and delivery. You may be better off paying a 
slightly higher price on some items, but procuring them 
from the same vendor, than by cutting multiple POs to 
different vendors. Consider the extra shipping and 
administrative costs of multiple PO’s as compared to a 
consolidated purchasing effort.  Consolidated purchasing 
is generally better for your business, assuming that you 
have selected a good vendor who is focused on quality 
and service, is fast to market with new products, and is 
competitive on price.  Use consolidation as a bargaining 
tool; the more volume you can give the same vendor, the 
better prices they may be able to offer you.  Every com-
pany sees benefits in economies of scale, and it’s a win-
win scenario that you should be looking at when dealing 
with and consolidating your vendors.

Infrastructure: Web Site Maintenance
Your Web site is the focal point for your business.  It is 

the best (and cheapest) tool you have to communicate 
everything about your business faster and better. It is the 
best way to give customers access to information and 

systems and letting them serve themselves. It is the best 
way of exchanging information, buying and selling prod-
ucts, establishing and maintaining an ongoing and 
dynamic relationship with your customer.  It is the online 
equivalent of all forms of communication with your cus-
tomer, and the efficiency and competitiveness it can bring 
to your company is extremely powerful if it is managed 
and maintained effectively.

Maintaining an ink and toner Web site is not easy, as 
those who may have tried to sell online may have found.  
The ink and toner market shifts so quickly, that you need 
to be in touch with new printer and cartridge releases, 
updates to old models, vendor component compatibilities 
and many more considerations. These issues are over and 
above the “basic” Web site maintenance functions such as 
Web site design, shipping and payment functions, host-
ing, spam issues and more. So again, to those who may 
not have the complete infrastructure to manage all parts 
of Web site maintenance as well as other components of 
your business, I remind you to always focus on your core 
competency. Consider vendors or strategic partners that 
can offer services that would assist your business model.

Infrastructure: Order Processing
Processing orders is the nuts and bolts of your com-

pany.  Everything from the moment the customer is ready 
to place an order, to the point when the customer has 
received what they ordered accurately and timely, is your 
order processing cycle. This cycle depends on and is 
affected by your infrastructure tools and systems to man-
age your online shopping cart, payment verification and 
fraud controls, importing of orders (if you have multiple 
orders or a batch order system) and processing those 
orders from a shipping and administrative perspective to 
effectively ‘close the loop’ on paperwork, money flow, 
and product fulfillment. This all sounds simple enough, 
but if you haven’t thought out the complete order pro-
cessing cycle, you could jeopardize your entire system 
because a glitch in order processing can impact every-
thing downstream.   Think of your order processing cycle 

Use consolidation as a bargaining tool; 
the more volume you can give the same 

vendor, the better prices they may be 
able to offer you.



as a set of dominos: if one part falls, it could knock down 
every other part.  

It is important to automate your order processing 
cycle to make it more efficient, but the more you auto-
mate the more urgent it will be for you to ensure that all 
parts are working properly.  

My advice would be to select a software solution that 
covers all aspects of order processing, with a specific 
focus on your business model.  If you are taking web, 
mail and phone orders, then look for a comprehensive 
order management system (a few that I have investi-
gated include Netsuite, Order Motion and Mail Order 
Manager). Consider the costs and the features. Some 
systems have accounting modules, while some require 
an outside accounting interface like Quick Books. Some 
have inventory management modules, some do not. 
Some are Web based, and some are server (local) based.  
Finding the right order processing infrastructure for 
your business is critical, and make sure to consider not 
only the features of the software you choose, but also 
how your current business model could benefit and 
grow with that software. It is very difficult to change 
software systems when your company has grown, so  
invest in a more versatile system upfront that allows for 
growth.

Infrastructure: Pre and Post Order 
Support

Your company needs a way of handling customer 
service and tech support requests by both phone and 
e-mail.  Some vendors may be able to offer you a private 
label customer service arm for your business (assuming 
you leverage your relationship with them and it’s in their 
interest of course), so consider that as an alternative 
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Contact Dr. Dimitris Constantinou at 
dimitris@easygroup.us.
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option to doing your support in house.  Consider that 
you will need accounting and purchasing functions. 
Keep your options open and look for the best overall 
utilization of resources.  

Infrastructure: Other
There are a multitude of other components of your 

Infrastructure that you need to think about.  These 
include your warehousing and office space, employees, 
insurances, taxes (sales, federal and city), and many other 
“general” components that your business needs.  

Having a “big picture” view and understanding how 
all components inter-relate is critical to having a success-
ful foundation.  But it is also just as critical to focus your 
energy and resources on those business components that 
you are able to execute best yourself, and to keep an open 
mind to outsourcing those components that you either 
can’t manage well yourself or that may not be worth for 
you to do directly.  Consider strategic relationships with 
companies that you may otherwise consider competitors, 
be creative with your business decisions and never lose 
focus of your “goals.” Aim high, always keep the big 
picture in mind, but be sure that you have a plan to 
address all the infrastructure building blocks that your 
business needs to be successful. 

I am available if you have a Web site or business that 
could benefit from some of Easy Group’s infrastructure, 
or even if you would just like to ask for advice, please 
contact me below. R
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National Copy Cartridge

“Specializing in the
Higher Prot Remans”

Your Regular Supplier Doesn’t Carry

“HOT” COLOR Compa bles

“HOT” SELLERS! Who else carries?

National
Copy Cartridge

Xerox 6180 High Yield 6k Color................
Xerox 7400 High Yield 18k Color..............
Xerox 7760 25k Color...................................
Xerox 6360 5k Color......................................

NCC             OEM

Lexmark C520 & C530 Series 3k Color..........................
Lexmark X560-6K Color.....................................................

Dell 3110/3115-6K Color...................................................

Brother HL4040 etc. (TN115)...........................................

$89             
$74             
$139            

$59

$74

$49
$74

$49

Xerox Workcentre 4150 (6R1275)..................................
Xerox Phaser 3600 (106R1371-HY)................................
Xerox Phaser 4510 (113R712)..........................................
Xerox Workcentre 4118 & 2218 (6R1278)....................
Xerox Phaser 3200 (113R730)..........................................
Xerox 3300 or 3428 or 3635.............................................

NCC’s GREAT Price!

NCC’s GREAT Price!

$62
$69
$89
$45
$49
$54

$35
$59

Lexmark Universal E350,450TD...............$42/Drum...
Lexmark W840 Toner............................Lowered Price...

800.822.5477  info@nccreman.com

Xerox

Lexmark

Dell

Brother

$199!
$325!
$325!
$205!

Xerox

Lexmark
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