
Four E-Commerce 
Archetypes



Source: BCG analysis.

Four archetypes serve as a guide to setting up an e-commerce organization

Brand

Distributor

Consumers and
other end users

MARKETPLACE APPROACH 

Brand

Distributor

Consumers and 
other end users

Product feed

Brand.com

BOLT-ON BRAND.COM

Brand

Retail
store

Consumers and 
other end users

Brand.com

OMNICHANNEL RETAILER

Store
pickup

Brand

Consumers and 
other end users

E-commerce

E-COMMERCE PURE PLAY

Marketing E-commerce E-commerce Retail

O
rg

an
iz

at
io

na
l s

tr
uc

tu
re

R
ou

te
s 

to
 m

ar
ke

t

New Existing

Objective: add incremental 
revenue and control brand 

messaging and pricing

Objective: create a direct 
relationship with the 

customer

Objective: offer retail customers 
options for buying online and 

attract new customers

Objective: build a leading 
pure-play e-commerce 

business

Third-party marketplaces 
(e.g., Amazon, Walmart)



A marketplace approach requires only a lean team with a marketing function 

Source: BCG analysis.
Note: These are example organization charts; they are not strict guidelines for how you must organize your e-commerce for each of these archetypes.
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A bolt-on brand.com means a separate P&L and a larger team
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Note: These are example organization charts; they are not strict guidelines for how you must organize your e-commerce for each of these archetypes.
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Becoming an omnichannel retailer requires integrating the e-commerce 
organization and store network
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Note: These are example organization charts; they are not strict guidelines for how you must organize your e-commerce for each of these archetypes.
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An e-commerce pure play is a standalone organization with little need 
to outsource
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