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I.  Company Information

USInterns.com focuses on summer internship industry by providing a useful web-based environment and information for students and companies. Students can find attractive offers and companies can recruit talented students at the site efficiently. As a result, both of them can save huge costs in terms of money, time and energy.

Intern business (Focused industry)

Steve Higgins, CEO of Usinterns.com, began USInterns on January 3rd, 2000. He knows that companies usually spend a huge amount of money to find the right person. Internship can be a solution to reduce the cost because companies can examine prospective employees for several weeks by working together before offering them a full time employment. At the same time, students are struggling with the process of finding suitable companies. Efficient processes to coordinate internships will be a huge benefit for both companies and students. This is the business that USInterns focuses on.

STRATEGY 

USInterns attracts students by offering a free access to companies who are looking for talented undergraduate/graduate students. To increase the number of resumes submitted by students and increase the value of the company, USInterns employs the following three types of strategies:

On-Campus Marketing Representatives
USInterns encourages students to become on-campus representatives for USInterns by spreading the word at their own school. The company provides an incentive-based compensation based on the number of resumes posted from the school. 

Field Reporters
Field reporters should report to USInterns about events happening at their colleges and get the articles published on the Web. USInterns wants field reporters to provide weekly updates on what is happening at college campuses across the country.

Telemarketing
The job of telemarketers includes building and maintaining relationships with USInterns’ member employers and business associations. Telemarketers would also work with USInterns business development and marketing teams to help ensure that the company is providing the best possible service to the clients. 


As a first mover, the current most important thing for USInterns is to expand its business as fast as possible in order to acquire major market share before competitors get into the market.

Market opportunity

We believe that the internship business on the internet will grow dramatically because of the fast growing Internet users. Jupiter Communications estimates that the total number of individual online users in the United States will grow to 116 million in 2002. In addition, according to Forrester Research, total spending on online recruiting is expected to grow to $6.1 billion in 2002. 

The number of potential users for Internship web-site is huge. Online recruiting has a number of advantages over traditional means of hiring and job searching because it is:

· Interactive, allowing immediate links to additional information

· More easily tailored to satisfy the users’ needs

· More cost effective

· More easily accessible

Of the approximate 5.3 million full time students in four year colleges, 90 percent use the Internet
 and more than 80 percent of 1999 graduates used the internet for job openings or to research prospects.
 Moreover, more than 80 percent of college seniors have completed at least one internship.
 The potential users of online recruiting who seek internship jobs as undergraduate/graduate students are therefore about 2 million people (see Exhibit 1 for detailed calculation).
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Niche Player Vertical Portal

Revenue Estimate

US Interns MONSTER.COM

Monthly data

Average Jobs Posted

1000 400,000                          

Resume Database

5000 2,000,000                       

Critical Assumption

1. # of employers

200 6100

2. Avg job posting / company

5 66

3. The job posting / job seeker ratio

0.2 0.2

4. % of employer /single purchase

40% 20%

5. % do advertising 

15% 50%

Revenue

Single purchase - $ per posting

100 200

Single purchase -Revenue

40,000 $                                16,000,000 $                  

Monthly fee   - $/month

400 500

Monthly fee   - Revenue

64,000 $                                2,440,000 $                    

Montly advertising - $/time

500 1000

Montly advertising - Revenue

15,000 $                                3,050,000 $                    

Total Monthly Revenue

79,000 $                                5,490,000 $                    

One-time company profile publishing

20,000 $                                3,050,000 $                    

Total Annual Revenue

1,048,000 $                           100,930,000 $                

Average Employer Value

5,240 $                                  16,546 $                         

Average Job Seeker Value

210 $                                     50 $                                

* Customer number data from USIntern and Monster.com Website, the pricing data used is industry average

Source: statistics 

from monster.com

Source: statistics 

from monster.com

Assume the same as 

monster.com



Average of jobDirect.com, 

careerboard.com



monster.com has more 

regular customer than 

new trial customers



Avg of the pricing of 

jobDirect.com, 

CareerEgine.com, 

jobsinlogistic.com



Source: our interview with 

USInterns



  Source: ETS, 



  Census, http://www.census.gov/population/www/socdemo/educ-attn.html
We believe that the number of resumes submitted through the Internet/web-site increases dramatically as more schools are accepting on-line applications from prospective students. The fastest growing segment among the above three segments, Under Graduate, Graduate, and MBA students, is MBA students because they are the most enthusiastic about finding a job. 

One of the main reasons to come to MBA schools is to find a good job in terms of money,working environment, future, and so on. Most of them stop working and borrow money to study business. This is a huge investment for them, so they are eager to find good jobs to compensate their investment and they do not hesitate to submit many resumes until they get good offers. This is the reason why MBA students segment is a very attractive market for USInterns. 

MBA students at the same time are suffering from the very demanding curriculum during the first year. It means that they want to spend a lot of time for job search, especially for summer internship, but they do not have enough time to do so because of inefficient internship finding process and tons of homework. USInterns therefore has a huge potential to make a big hit.

On the employers’ side, we believe that companies are willing to try USInterns services. There is a couple of reasons for this. First of all, a study of 43 Fortune 500 companies revealed that hiring interns rather than recruiting saved $6,200 per new hire.
 This huge saving is further enlarged with e-recruiting. According to the study by Cyberatlas.com, e-recruiting can save $8,000 per hire and reduce hiring time by 60 days.
 Secondly, according to a survey by NACE, more than 75 percent of companies, which included manufacturers, service firms and government non profits, said that they will employ interns and more than 35% of these interns will be hired full time by their sponsoring companies.
 Finally, a study by Cyberatlas.com revealed that United States corporation may be losing as much as $30 million per day because their sites are too difficult for many job seekers to use.

II. COMPETITIVE ANALYSIS

The job searching activity is held both by traditional ways and via the internet. The competitors of USInterns.com include:

1. School career office center

2. Mass media such as newspapers, TV, and radio

3. Governmental career organization

4. Academic or industrial associations

5. Company direct mailing list

6. Other internet job-search companies

By comparing the personal and dynamic attribute, we illustrate the positioning of these competitors in the following diagram:
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In the table below, we list some advantages and disadvantages of traditional ways and the innovative online job search service:

	CATEGORY
	ADVANTAGES
	DISADVANTAGES

	Traditional  (School  and Government career service)
	1. More personal and face-to-face assistance

2. More dynamic activities such as job fair or mock interview.

3. Searching process tracking
	1. More limited customer base

2. More limited capacity



	Traditional (Newspapers)
	1. Wider customer base

2. Lower cost job searching process 


	1. Less personalization

2. Inefficient update of information

3. Less dynamic

	On line job searching
	1. Wider customer base

2. Easier data-mining for online company itself

3. Filtering of resumes for recruiters 

4. More personalized than newspaper recruiting advertisement


	1. Less dynamic than school or government career service

2. Needs more marketing expense

3. Less face-to-face interactions 


From the table above, it is clear that online job search has some advantages over traditional job search. However, USInterns still differentiates itself by following a targeted market and moving itself toward the north-east position on the diagram. Some of the company’s current and expected efforts to achieve the plan are:

1. Holding job fairs or company presentations to make it possible for students to meet with interested companies.

2. Taking advantage of the efficient campus word-of-mouth effect to expand its customer base and hiring some students to market on campus.

3. Providing more individualized and dynamic services such as online mock interview.

If we focus on the internet job-search companies, USInterns has the first mover advantage because it is the first online job search company that focuses on summer internship only. Other competitors, however, can be categorized according to their functions:

1. Job search website for both full time and summer intern opportunities. Examples of competitors in this area are Jobsearch.com, Headhunter.com, and Cruelworld.com.

2. Combination of industry information and online job search. Examples of competitors in this category are Monster.com and Careermosaic.com.

3. The website in the form of a “career mall”, which is a combination of industry information or career book sale, city and salary research, and the job-search function. For example, Vault.com and Wetfeet.com.

4. Combination of school career center link and job search function. For example, Jobweb.org and Careerdiscovery.com.

5. Local-oriented job search. For example, Jobhunter.philly.com, Jintern.com, and Pgh-job-index.com. The main customers are local industries and local employees.

6. Combination of career planning, letter/interview skills, and job search function. For example, Collegegrad.com and Careerlab.com.

7. Special field-oriented job search website. For example, Dice.com for high tech jobs and Planet-Tech.net for only software jobs.

8. Academic or industrial organization website with job search service. For example, AIP.org(American Institute of Physics), APICS.org, and Techcenter-pittsburgh.com.

9. Websites that search for intern for social welfare organization or communities. For example, Net-impact.com.

10. Other search engines which also have job search service. For example, Yahoo.com and Lycos.com.

According to the marketing research conducted by Forrester.com, by 2005, the online recruitment market will reach $7.1 billion. This is a huge market. No wonder that many dot.com companies try to get into this market. 

CHANNEL DESIGN
In addition to the new interface, job seekers are now looking for search services that enable them to search for jobs using a new ‘channel’ design. The new channel design allows them to focus their search within the job ‘channels’. For example, by categorizing job functions into Engineering, Marketing and Sales, Accounting and Finance, Information Technology, and Business development, these channels are chosen according to functions that can be found in nearly every organization and are the most widely searched areas of the site today. 

Within each channel, a job searcher can search also by industry, such as Advertising, Manufacturing, Investment banking, Pharmaceutical, and Semiconductor. In a survey conducted by Headhunter.net during the beta release, 82% of users found the channel structure yielded more accurate results than the prior method. Among the online competitors mentioned above, some of them have this ‘channel’ service in both functions and industries. USInterns has channel in ‘industry’, while not in ‘function’. This is one of the weaknesses of its website design.

Switching cost
The online job search companies cooperate with each other as well as compete among themselves. In some fields, they compete by their website design, diversity of service, and number of customer database. However, they need to work together in some other areas by sharing customer database and even exploring new potential customers. The switching cost is not so important compared to other online companies.

COMPETENCE

USinterns.com did well in the following fields compared to the competitors:

1. B-Board service: B-Board service allows students to interact with recent graduates, career counselors, and other experts to gain career insight and insider tips on what it takes to get the first best job. It also makes the job search process fun—customers share information, discuss interesting issues, or make friends with each other. This attract others to visit the website.

2. Track application service: It allows applicants to track their application process and recruiter feedback online. It attracts the original customers to visit the website more frequently.

3. Useful links: Link to travel related websites, city search website, etc. The customers are mostly young and passionate students, so making the whole experience fun can attract them to come back to the site. 

III.  Model

USInterns primarily focuses on the internship search for undergraduate and graduate students. The company positions itself as a niche player in the internship market as opposed to the “full service providers” such as Monster.com. Monster.com provides online job search service to both students and working professionals, including internship search. And the website has enjoyed more than 30% market share in the holistic E-recruiting market according to the report by Media Matrix.

As USInterns is still at its early stage, we benchmark its business model with that of Monster.com to see its difference and viability.

SERVICE SCOPE

The services that USInterns provides to the employers include job posting, resume database searching, company profile and banner ads posting. The service scope is similar to that of Monster.com except that Monster.com has already accumulated the virtual community with 8.1 million hits every day.

The services that USInterns provides to the students include resume posting, industry research, online job application and tracking, email job update, virtual career consulting, and career discussion groups.

These services are free to job seekers while the employers need to pay to post job listings and get access to the resume database.

Niche player versus online vertical portal

USInterns, among a lot of other E-recruiting firms such as Jobsinlogistics.com, is a niche player. The potential benefit of being a niche player is the ability to deliver targeted contents to targeted audiences, the intern seekers, therefore increasing the probability of matching potential employers and intern candidates. The employers might be more interested in targeted job posting and banner ads.

As we discover, USInterns presents and delivers specific and relevant content with fun, irreverent, and edgy approach that connects with the student culture. Without patronizing today's savvy students by offering cliche motivational information or advice, USInterns provides every visitor with topical information and tools that truly affects their early career success and level of enjoyment.

The potential negative of a niche player lies in the market potential. Currently the E-recruiting market is already very crowded. The critical question to ask here is whether the niche market is substantial enough for firms like USInterns to survive and grow. We have done some initial analysis to quantify the revenue potential as shown in Exhibit II.

REVENUE MODEL

The revenue model of USInterns is comparable to that of the other online job search firms. The employers can get access to the online resume database and post jobs. The pricing package is a combination of transaction fee model and subscription fee model. USInterns will charge a one-time access fee for a single job posting plus resume search while a monthly subscription fee is charged for on-going transactions including unlimited job posting and resume search.

CRITICAL ASSUMPTIONS

The average ratio of job listing to the number of job seekers is 0.2. Monster.com boasts an online job listing of 40,000
 and a resume database of 2 million. On average, a patroning employer will post 5 jobs on the web. The average monthly subscription fee is $300 and we estimate that the annual revenue of USInterns is around $1.5 million based on its current 200 employer base. We also estimate that Monster.com with 6100 employers has an annual revenue of $130 million. (See Exhibit II for details). We believe that the economics of scale plays an important role here. Monster.com enjoys an established brand name and a significant user base, whereas a niche player like USInterns can have its share, but it will be challenged to play with limited resource and potentially huge marketing expenditure.

Marketing Expenditure

It is very important for online job search sites to establish their brand name and accumulate meaningful user base. For example, Monster.com regularly promotes its services via large scale TV advertising such as Super Bowl XXXIV. The offline advertisement proves to be very effective. “We successfully launched Monster.com's second national television advertising campaign during Super Bowl XXXIV in January 2000, and traffic to the site increased by 159% during the 24-hour period after the game compared to the 24-hour period two weeks prior.” said Jeff Taylor, CEO of Monster.com.

Other E-recruiting firms such as Jobdirect.com also launched targeted promotion campaigns “Job Drive.”

Large scale marketing campaign is almost the name of the game for B2C business. TMP Worldwide, the parent company of Monster.com, reported a revenue of  $765.8 million for the fiscal year ended 12/31/99, representing an increase of 16%. However, the net loss totaled $7.4 million reflects the increased marketing and promotion expenses. The SG&A (mainly sales and marketing expense) amounts to 85% of sales revenue.

Given the limited financial resource that USInterns possesses, we conclude that it is difficult for USInterns to compete in the large-scale marketing efforts with its competitors. To excel in the market, USInterns needs to consider other marketing alternatives.

Viral marketing or word of the mouth effect is crucial to USInterns. The company with limited financial resource cannot leverage expensive large-scale TV commercials to build its brand name. On the contrary, the virtual community building is especially efficient for developing the target undergraduate student markets. We have seen similar efforts made by USInterns such  as recruiting students to be campus marketing reps.

One-to-one marketing tools such as personalized/interactive service is also value-added. Due to its small customer base and niche player position, the value of each job seeker to USInterns is 5 times more than that to job listing portals like Monster.com (the value is $302 and $65 respectively). It is worthwhile for USInterns to invest in the system design and content delivery to provide more personalized  career search service to retain individual job searchers.

IV.  Future

USInterns is facing a promising future with the rise in internet usage among the whole population in general and the students in particular. The company’s primary competitive advantage lies in the fact that it is currently the only kind of company that focuses exclusively on the internship market niche. However, we predict that the company will also face a lot of obstacles in the future. Some of the threats that USInterns might face are:

· New competitors

The barrier entry to the industry is quite low considering that new competitors could go into the same market as USInterns easily. Potential competitors include current job search websites such as monster.com, wetfeet.com and new companies. The biggest threat is if the current established job search websites decide to offer exclusive internship job search offerings. 

· Crowded internet space

The internet space is very crowded with new dot com companies every single day. Business model and proposition keeps changing and new companies sprung up every second. It is therefore difficult to survive in the increasingly competitive and crowded market space without real competitive advantages, such as breakthrough technology or novel business models. 

· Potential bubble in the high tech and internet related stock market

As the last couple of weeks shows, the stock market has declined very sharply. NASDAQ, the over-the-counter market crowded with high technology and internet stocks, lose about 13% in the past month alone. The very rapid growth in high tech and internet companies was primarily fueled by the unbounded optimism and greed about the stock market. If this macroeconomic trend finally shifts toward a bearish attitude, high tech and internet companies would face a tremendeous challenge to survive. 

With all the potential threats above, we predict that the industry will go through a massive consolidation in the future and only those companies with sound financial management and strong competitive advantages in terms of technology, customer base, specific target market, and first-mover will survive.  USInterns has a long way to prove its success. Since its incorporation, it has successfully assembled more than 200 potential employers and thousands of prospective students. However, to be successful in the future, USInterns should:

· Leverage its first mover advantage
USInterns should move as fast as possible by marketing its services to schools across the country. The company should establish itself as the only one stop premier provider of internship job search and related services for both the students and employers. 

· Establish a critical mass of customer and supplier base

It is very important that USInterns establishes a large customer and supplier base to provide liquidity in the internship job search processes because a large number of customers and suppliers is needed for the business model to work. Since the current job search related websites do not focus exclusively on the internship market, USInterns has a good chance to reach both students and companies that have similar interests and needs in the internship jobs.

· Constantly improve its technology, services, and offerings

USInterns should constantly improve its services by providing value added services beyond internship job search. Currently, the company has already provided several value added offerings with its Resume Builder, Virtual Human Resources, and Virtual Career Service Office proprietary technology. These value added services would be the company’s key differentiators in the event that its competitors decide to compete in the same internship market in the future. 

· Make a strategic alliance with other portals. 

USInterns should make a strategic partnership with other portals or job-related websites to further increase the traffic and market awareness of its web site.

Despite many obstacles and challenges ahead, we feel that USInterns has a lot of opportunities and momentum to succeed. USInterns therefore should seize this opportunity quickly and wisely.
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Undergraduate students segment

Number of full time students in four year colleges 5,300,000        

Number of students in junior and senior level 2,650,000        

Number of students who have completed at least 1 internship (80%) 2,120,000        

Estimated number of potential undergrad students looking for internship (110%) 2,332,000        

MBA students segment

Average number of MBA students/school 500

Approximate number of MBA schools in the U.S. 400

Estimated total number of MBA students 200,000

Estimated number of MBA students who are looking for internship (80%) 160,000

Graduate students segment

Estimated number of graduate students (other than MBAs) 400,000

Estimated number of graduate students looking for internship (20%) 80,000

Total estimated students looking for internship 2,572,000

Number of students who use internet for job related search (80%)

2,057,600 <--- Total number of potential users

Estimated number of users / market share of USIntern 

102,880 5%

205,760 10%

308,640 15%

411,520 20%

Based on assumption that only 

junior and senior level students 

are looking for internship (1/2 

of 5.3 million)



Based on assumption that some 

students take internship more 

than once
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� SBC Internet Services


� NACE Spotlight Extra 1999


� VaultReports.com, Annual Internship Survey 1995


� www.usnews.com


�&7 Cyberatlas.com: Creative Good, “E-recruiting: Online Strategies in the War for Talent”


� NACE Job Outlook Report 1999


� Statistics from www.monster.com
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