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1.0 Executive Summary
Opportunity/Problem
Custom design is needed everywhere and associated with everyone, no matter in daily
office work or the field of business and public welfare. Except for professional designer,
people who spark unique ideas can be excellent designers. However, the increasing demand
is difficult to meet, because a few bridges are accessible to reach the extensive supply. A
large number of designers do not have access to make contributions. Although the freelance
industry is promising, it confronts the problems of no convenient access and no integrated
platform for potential designers.

Solution
Freelance here is defined as a writer or artist who sells services to different employers
without a long-term contract with any of them. First, the solution is to build a bridge to
connect the demand and supply sides. The access should be easy and convenient for demand
and supply sides to achieve. They can easily find it and simply operate it to obtain what they
want. Second, the platform should be synthetic and integrated, so that it is multi-functional to
meet various kind of needs. Third, service categories should keep up with the times. The
supply should keep pace with the demand, even lead the demand forward. MasterPieces is
aimed at building a bridge, as an intermediary, to connect the demand and supply for design
with special modes of open tender, outsourcing, customization and selecting purchasing.

Competition and Competitive Advantage
MasterPieces enters a new market combining various existing services. In China,
these are emerging and developing industries, and it already shows a large potential market
and opportunities. Pioneers in America are numerous and relative professional, however, no
one like MasterPieces who adopt various operational modes together, so that both demand
and supply sides can share more sources and the entry barrier is lower to attract more
customer. MasterPieces welcome any potential designers with talent, interest, and ability, not
just limited to professional designers. To protect works, MasterPieces provide the certificate
to protect copyright.

Target Market
MasterPieces will adopt a three-stage strategy to reach the target market.
5

First, campus to campus - MasterPieces starts in the region of campus. The reason is
that students have more leisure time compared to the society and they are creative and
ambitious. Thus, MasterPieces become a perfect platform for them to realize their
capabilities. Meanwhile, students become the potential market for MasterPieces and support
source of originality. So, in this phase, MasterPieces mainly does advertising to the student
group.
Second, campus to business - The next stage is to explore the market in the field of
business, which is the transition stage to the third one. In this stage, MasterPieces try to
connect students to the business. More opportunities are provided to students, and companies
obtain relatively cheap and dynamic works. In this phase, MasterPieces expands from small
business to mature business.
Third, business to business - Based on the previous two stages, MasterPieces expands
the market to business to business level. It is the stage that MasterPieces will have its own
physical company for further development.
The key trends affecting our industry is the flourishing economy driving the need for
marketing, advertising, designing and inventing. At the same time, people are tired of dull
information, but desire for originality and attraction. Also, technology development is
overwhelming. MasterPieces seizes all these transitional and developing moments to grow.

Why Us?
Members of our team have relative experience of website operation and design.
MasterPieces stands out from the competitors by Superior works, innovative modes,
professional services. MasterPieces provides a platform and opportunity to not only
professional designers, but also potential designers with talents, interest, and ability. The
distinctive modes of open tender, outsourcing, customization and selective purchase comply
with market demands and meet the social needs. Last but not least, MasterPieces can handle
management risks as follows:
•

Signing Issue for Designers – Demission or Part-time Jobs

•

Recruitment Issue for Designers – Boom or Recession of MasterPieces

•

Works’ Issue for Customers – Dissatisfaction on the Works

•

Copyright Issue for Works – Tort or Plagiarism

•

Operation Issue for MasterPieces – Badly Running
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Forecast
MasterPieces expects to break even in the second year. We pursue stable growth of
3% in finance at the first three years with 2% inflation rate. Then when we have a large
customer base, MasterPieces goes into the rapid development stage.
At the chart shows, MasterPieces will not be profitable in the first year. The first three
years projected revenues will be $29,539 for the first year, $31,016 for the second year,
$62,032 for the third year when MasterPieces into Phase II, $65,133 in the fourth year and
$68,390 in the fifth year.

Financing Needed
The start-up cost of business is low, which includes first contest program, start-up
subsidy program, designer employment and website maintenance fee. The total amount is
around $6,500. Individually each of MasterPieces Team members (2 members) will invest
$1,750, bring that total to $3,500. Then we plan to borrow the loan from Industrial and
Commercial Bank of China (ICBC). The amount of loan is $3,000 for 3 years and the interest
is 4.75% each year based on the principal of the loan. Totally, the source of funds reaches to
$6,500 in Phase I of MasterPieces.
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2.0 Opportunity
2.1 Problems
Freelance here is defined as a writer or artist who sells services to different employers
without a long-term contract with any of them. (WordNet, 2018) In China, the freelance
industry is unprosperous. One reason is that creative environment in China is not strong. A
famous artist even said, “The Chinese art world does not exist.” (Guardian News, 2012)
Another reason is the worse living condition of artists. The upgrading of the city is already
affecting the arts sector. Rising rents - a direct outcome of urban redevelopment - have made
the production of art in China difficult, forcing artists to the city’s fringes, and beyond. (The
Economist, 2016)
However, China's surging economy brings the demand for art. The article, How the
Arts and Culture Sector Catalyzes Economic Vitality, emphasizes that the activities of the arts
and culture sector and local economic vitality are connected in following ways: improve a
community's competitive edge; create a foundation for defining a sense of place; attract new
and visiting populations; integrate the visions of community and business leaders; and
contribute to the development of a skilled workforce. (Plan Association, 2018) Commercial
art, such as posters, advertising video, and creative design are in a thirsty demand.
In addition to the commercial field, individual demand for art is large. In daily life,
people use stickers and emoji on the social platform to entertain. For work and study, officers
and students need art design for their projects. In some specific field, writers who publish
books may need a customized cover for the books. Teachers may have a demand for design
works that are for the coming student activities or celebration. Boyfriends may desire for
special designed gifts for their girlfriends. Human beings cannot live without artworks,
meanwhile, this kind of demand is increasing with the development of the society.
It is worth attention that not because of the shortage of designers, but a large number
of designers do not have access to make contributions. Some excellent professional artists or
designers work for the major corporation or design studio. However, plenty of potential
artists or designers who have abilities, interests, and desire to excel do not have a chance. As
a result, their talents are stifled, which is the waste of resources of human talents to some
extent.
In recent years, graphic design companies emerge in China. However, these
companies are physical so that they just benefit in the limited area. Some online business
about design appears, however, they provide limited services, for example, selective
8

purchase. Both physical design companies or online business, they have their own designers
and the quality of the design works are limited. From the temporary condition, there is no
integrated platform to provide design works and design opportunities.
All in all, in China, the freelance industry is promising. The demand increases, but it
confronts the problems of no convenient access and no integrated platform for potential
designers.

2.2 Solution
According to the problem analysis, above all, it is important to build a bridge to
connect the demand and supply sides. The access should be easy and convenient for demand
and supply sides to achieve. They can easily find it and simply operate it to obtain what they
want. Second, the platform should be synthetic and integrated, so that it is multi-functional to
meet various kind of needs. Currently, general demands are customization and regular works.
Third, service categories should keep up with the times. The supply should keep pace with
the demand, even lead the demand forward. So, creative environment is encouraged. Fourth,
copyright of every design work is protected. Intellectual property is significantly important
for design works, so certificates of copyright are provided to avoid plagiary.

3.0 Company Description
3.1 Overview
MasterPieces will operate as a sole proprietorship and belong to freelance industry,
which firstly will be an online business, and will become a physical company in the fifth
year. The reason that we have chosen to become a sole proprietorship is due to simple
requirements and low taxes. MasterPieces Website: https://xujinx.wixsite.com/masterpieces

LOGO

QR CODE
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3.2 Business Objectives
The primary objectives of the business plan for MasterPieces are below:
•

To enhance brand awareness and increase market shares

•

To provide superior works and offer professional services.

•

To achieve 3% annual increase in revenues

3.3 Mission Statement
Customize your works, design in masterpieces!

3.4 Vision Statement
MasterPieces is ambitious to be the No.1 company in the freelance industry with the
largest market shares. Thus, we are dedicated to winning the heart of customers by providing
superior works, innovative modes, and professional services. We plan to gain continuous
resources and support by providing customer benefit and employee welfare.

3.5 Key to Success
MasterPieces stands out from the competitors through the following methods:
•

Superior works – providing excellent, creative and latest works as the main
attractive point.

•

Innovative modes – cooperating in new modes to increase the quality of services
and products.

•

Professional services – offering considerate and expert services to customers to
avoid disputes and mistakes.

3.6 Distinctive Product and Services
3.6.1 Product Category
According to current demand, MasterPieces provides five categories of products –
advertisement, media, elements, office, and website. Specific products are listed in the table
below. Product categories will update to keep pace with prevailing fashions and growing
needs.
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Prices for each product are listed in the table following. All prices are decided by
normal price level. Estimated prices 1 are just for selective purchase and estimated prices 2
are for open tender, outsourcing, and customization.

3.6.2 Service Procedures

In the website, the demand sides can select service modes of open tender,
outsourcing, customization and selecting purchase.
Open Tender & Outsourcing
Special services of MasterPieces are open tender and outsourcing, which is intended
for high-quality works. Customers who need delicate works, such as jewelry design, creative
design and utility design can use this mode. They post requirements and usually set a high
price to attract designers design for them. Designers compete with each other to win the
11

tender, during which customer can receive numerous excellent works to satisfy their
requirements. In our website, the most special mode called open tender is that the demand
sides can post their requirements, and massive people can get detailed information so that
anyone with talents, creativity, and initiative offers wonderful masterpieces.

The Procedure of Open Tender:
•

The purchaser, as a tenderee, send an application to MasterPieces. If it is eligible,
MasterPieces accept it and send acceptance email to the tenderee. Otherwise, the
ineligible application needs tenderee fix it. Then tenderee send requirements and cash
deposit to MasterPieces. The website posts requirements of what tenderee want on the
website and explicit remuneration and deadline.

•

Designers, as a tenderer, obtain information from the website. If they are interested in
the poster, they design works and tender their works to the website. Every work is
received and protected by the MasterPieces. Anyone who steal, plagiarize and copy
the work, MasterPieces investigate and affix the responsibility and claim for
compensation.

•

MasterPieces collects and submits all works to tenderee. After the deadline, purchaser
evaluates works, select the winning tenderer and rank other tenderers. The winning
tenderer earns the remuneration and MasterPieces charges 15% as commission. The
rest of works belongs to MasterPieces. The unsuccessful tenderers reward point
according to the rank.

•

If the purchaser dissatisfies with the designed work, the work is judged by the
MasterPieces evaluation team which is consisted of some professors, design
connoisseurs, relevant teachers and ordinary people. If works are judged as bad
12

quality, the tender falls. MasterPieces return 50% cash deposit to tenderee and reward
points to participants of designers.

The Procedure of Outsourcing:
•

It is one way that designers and designer teams can post their professions and
information on the website.

•

Purchaser chooses their satisfying designer or designer team to work for them. They
can select by themselves and also can contact customer service agent to match the
most suitable and available one.

•

Another way is to recruit designers as following flow chart shows. The first half
procedures are the same as open tender’s. The difference is that when designers
obtain information, they send applications to MasterPieces. MasterPieces is
responsible for collecting and submitting to customers.

•

Customers filter the application list. It depends on customer’s willing to arrange
interviews or not.

•

If customers satisfy designers, they make a final decision and pay commission to
MasterPieces. If they dissatisfy all candidates, MasterPieces returns 50% deposit and
reward points to participants of designers.
13

•

When purchaser decides their satisfying designer or designer team, they sign the
contract through MasterPieces who acts as an intermediary to supervise fair.

•

Liquidated damages (40% of the project) from both sides are kept by MasterPieces as
well. Once the default happened, MasterPieces is responsible to handle them as
compensation to another side. When the transaction finished successfully,
MasterPieces charge 10% as commission.

Customization
Our website also has customization and this service is provided by MasterPieces
designers. Following example is a set of customized works for student government of
Wenzhou-Kean University including a logo, a mascot, a poster and two tickets for WKU
DAY. The mode of customization is most suitable for companies, institutions and
organizations’ series of products.
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The Procedure of Customization:
•

The service of customization is provided by MasterPieces.

•

Customers send orders and requirements to MasterPieces. Designers of MasterPieces
receive orders and confirm requirements. Purchaser and MasterPieces negotiate
details about requirements and sign a contract.

•

Designers design works for customers and it is clearly promised that MasterPieces
can redesign and modify until the purchaser is satisfied.

•

The last procedure is customer pay remuneration and MasterPieces receive it.
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Selective Purchase is the basic service provided by MasterPieces. Purchasers can
simply browse the website and easily select, purchase and download. Various categories and
numerous products are in the material library, such as PowerPoint, Word and Excel templets,
icons, posters, brochures, cards and so on showing as follow.
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The Procedure of Selective purchasing:
•

Designers who sell their works to the website or be employed by the website can earn
money or reward points.

•

Works judged by the plagiarism detection system first and they are priced according
to the category and quality.

•

Purchasers can select and buy what they want on the website using money or points.

•

Payment must be first and then download the works. VIP system works in this
procedure without payment.

•

Sources of the material library are MasterPieces Designer’s works about every weekly
hot topic, user’s voluntary uploading works and remaining works from the open
tender.

The following tables summarize the grades of four modes in the aspect of timeconsuming, quality and price. The mode of open tender can gather high-quality works, but it
is expensive and time-consuming. The mode of outsourcing is to design by a chosen
designer, the quality of works is four-star with relatively expensive and time-consuming.
MasterPieces designers provide the service of customization. The quality of work is four-star,
because of quick modification to customer satisfaction. The price is moderate but less timeconsuming. Selective Purchase is a basic service of MasterPieces. Customers can select
works in the material library and then purchase, which is the way can save time and money.
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3.7 MasterPieces Evaluation Team
MasterPieces follows the example of Taobao Evaluation Team. The source of judges
are volunteers and they are selected online. MasterPieces Evaluation Team which is consisted
of 3 professors, 5 design connoisseurs, 3 relevant teachers and 4 ordinary people. When the
dispute or dissatisfied condition happens, these cases will be judged by the evaluation team.
The final decision is made following the rule that the minority is subordinate to the majority.

3.8 Membership System
In order to provide a convenient and economical service, MasterPieces have
Membership System. The membership fee is only $4.99 and members can enjoy plenty of
services – basic services of website, commission, copyright protection service and authorized
permission. The highlights are that members can download without limitation in the mode of
selective purchase and pay lower commission in the modes of open tender and outsourcing.
More details are listed in the following table.
18
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3.9 How It Works
3.9.1 Introduction to Website
MasterPieces is a website based on WIX Site. For those who unfamiliar with how to
use our website, we are here to explain. First, when you open MasterPieces, you will see a
menu of “Login/ Sign up” in the top-right corner of the website. Please click it and you can
sign up our website, as well as log-in. Users can also sign up with his/her Facebook,
Google+, or Kean University Email Account.

3.9.2 Home Page
After log-in or sign up to MasterPieces, users will go back to the home page. On the
top of the website, the logo of MasterPieces is showed at the upper left corner next to two
menus. The upper one is the main menu, which includes several important pages, such as
Enjoy Services, Become a Seller, Become a VIP, About us, and Login/Sign up. The
following one is a submenu mainly about our four modes of services. There is a search bar
under our website’s name with the mission. Users can search what they what or any topic
they try to download from this bar.
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As users moving down the website, here is our categories of products. There are five
categories on the MasterPieces: Advertisement, Media, Elements, Office, and Website. Users
can download or upload their works within the product range.

So, there are two forms followed by the categories of products. Users can post his/her
requirements or detailed needs with the deadline on the MasterPieces. Our customer service
agent will contact with the customer to receive more information and sign a contract.
Meanwhile, customers can choose service modes on his/her work.
On another way, students or other users who already have a nice work or idea can
upload their works on the website. We will check its originality and then post to the website
for other users. According to the time of download, the author will receive related points or
bounty based on the popularity of works.

At the bottom of home page, there are some fantastic works from designers showed
on the website. Customers could know our design level or skills via these beautiful works.
There are some examples on the MasterPieces Website now, as shown below.
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3.9.3 Subpages
Enjoy Services
Customer who is looking forward to customizing its work can click this subpage.
Under this page, users firstly see a form to upload its requirements and information of work,
followed by a table of the price.

Moving down this subpage, users can see two legal documents about copyright of
works if they upload and download their works. One is a PDF document about License and
Services Agreement, which is attached in the Appendix. Another is a certificate sample of
registration of works. If users upload their works to MasterPieces, we will give them a
certificate to protect their works legally.
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Become a Seller
This subpage is mainly used for uploading your works to MasterPieces and earn some
bounty. So, we set a form on this subpage for designers.

Become a VIP
As most commercial websites, we also offer VIP service to our customers. Those who
demand a large of works per year can buy this service to enjoy more rights and benefits of
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downloading. The price, rights with the detailed description, and a link to payment are set on
this subpage.

About us
This subpage narrates our story of MasterPieces and some future plan of this website.
Additionally, we add our team’s information on this subpage, such as location, contact
information, and social account.
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Introduction of Four Modes
On the submenu of MasterPieces, customers are able to click our introduction of four
modes. We describe them by pictures and words on the individual subpage for those who are
unfamiliar with four unique modes. Here are some examples from the screen capture of
websites.
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4.0 Competition Analysis
4.1 Competitive Advantages
•

MasterPieces acts as an intermediary that links demand and supply sides, which
extend the range of target audience.

•

Everyone who is interested in designing or already has worked is welcome to upload
to the website. So MasterPieces is not only a platform for professional designers but
also an opportunity to potential designers to show their talents and get a part-time job.

•

MasterPieces provides certificates to design works. This measure offers safeguard and
protects works to a large extent.

•

MasterPieces adopts various operational modes, such as open tender, outsourcing,
selective purchasing, and customization. Compared with competitors, the integrated
services are unique.
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•

The special work patter is not traditional outsourcing, but similar to open tender, so
both sides have more choices and opportunities.

•

MasterPieces aims at campus-related service at the first stage and plans to enlarge the
market step by step with detailed planning preparation.

•

MasterPieces is an online business with the advantage of extremely low cost, quick
update and broad market from financial and commercial perspective.

4.2 SWOT Analysis
The SWOT analysis examines MasterPieces’s strengths and weaknesses that need to
be addressed. Further, this section examines the opportunities presented to MasterPieces as
well as potential threats.

4.2.1 Strengths
•

MasterPieces is an intermediary website that links demand and supply sides, which
extend the range of target audience.

•

MasterPieces adopts various cooperative modes to meet different kind of needs.

•

MasterPieces is an online business with the advantage of extremely low cost, quick
update and broad market from financial and commercial perspective.

4.2.2 Weakness
•

If copyright problem happens, the loss of time and money is large and the
compensation for both sides is hard to define.

•

Although MasterPieces evaluation team is relatively subjective assessment, it still has
the risk of dispute.

•

Market penetration is slow, so it takes a long time to build a customer base.

4.2.3 Opportunities
•

It is a new and emerging market with plenty of potential opportunities to attract
customers and develop the brand.

•

MasterPieces rely on Internet, and the development of the Internet is overwhelming.
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4.2.4 Threats
•

Because of low fix cost, the entry barrier is low in this industry, so new competitors
appear easily and quickly.

Extend the range of target audience.
Adopts various cooperative modes
Low cost, quick update and broad market

Emerging market with potential opportunities

Copyright problem
Subjective MasterPieces Evaluation Team
Low penetration

Emerging new competitors

Overwhelming development of Internet

4.3 Five Forces Model
The organizational strategy begins with an assessment of the fundamental
characteristics and structure of an industry. An important model used to assess an industry
structure is Porter’s five forces model. According to this model, five competitive forces
determine industry profitability: bargaining power of customers, the threat of substitutions,
bargaining power of suppliers, the threat of new entrants, and rivalry among existing firms.
The intensity of each of the five forces determines the characteristics of the industry, how
profitable it is, and how sustainable that profitability will be. (Using MIS, David Kroenke and
Randall Boyle, 9/E, Global Edition, Pearson, 2016.)

4.3.1 Bargaining Power of Customers: Strong
A large account wants more services at a low price. So, MasterPieces will diversify
into service category.

4.3.2 Threat of Substitute Products: Weak
In China, market saturation is low with potential. Besides, our company provides
various modes that other company cannot compete. MasterPieces will continue offering
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differentiating services and establishing brand loyalty to defend the threat of substitute
product.
4.3.3 The Bargaining Power of Suppliers: Medium
Our potential designers are not only limited in the professional field. Anyone with
talent and interest can be our designer. MasterPieces will give designers more benefits to
attract and keep designers.

4.3.4 Threat of New Entrants/ Potential Competitors: Strong
The start-up cost is low to enter the industry and few specialized knowledge is
required. To defend the threat from new entrants and potential competitors, MasterPieces will
embody specialty, rise digitalization, and strengthen services.

4.3.5 Rivalry Among Existing Firms: Medium
It is an emerging market in China, so the rivalry is not fierce currently. MasterPieces
needs to build up brand awareness and reputation.

Five Forces Model
Bargaining Power
of
Customers

Threat
of
Substitutions

Bargaining Power
of
Suppliers

Threat
of
New Entrants

Rivalry

Strong

Weak

Medium

Strong

Medium

Explanation

A large account wants
more services at a low
price.

In China, market
saturation is low with
potential. Besides, our
company provides
various modes that
other company cannot
compete.

Our potential designers
are not only limited in
professional field.
Anyone with talent and
interest can be our
designer.

The start-up cost is low
to enter the industry
and few specialized
knowledge is required.

It is an emerging
market in China, the
rivalry is not fierce
currently.

Response

Diversify into service
category

Offer differentiating
services, establish
brand loyalty

Give designers more
benefits to attract and
keep designers

Embody specialty, rise
digitalization, and
strengthen services

Build up brand
awareness and
reputation

Force
Strength
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5.0 Target Market
5.1 Industry Analysis
MasterPieces is a website that supports online services to customers and it belongs to
the Freelance industry. This analysis is based on the North American Industry Classification
System (“NAICS”) Code 711510 Independent Artists, Writers, and Performers. According to
the Cross References, our online services also dabble in other two NAICS Code: 711130 and
541430.

5.1.1 Market Condition
We provide the media works, which is related to the freelance musicians and
vocalists, or Musical Groups and Artists (711130). Additionally, independent commercial
artists and graphic designers are also showed in our services lists, so that MasterPieces
provides the services in Industry 541430, or Graphic Design Services (SIC Code, 2018).
The freelance industry is an emerging and rapidly developed market. According to
ASKWONDER research, the global market-size for freelancer economy industry is $1.5
trillion, with North America accounting for over half of world’s freelancers. The world is
witnessing a sharp increase in the number of freelancers and contractors, which most of the
deals are made on the websites. So, MasterPieces will first be established in the Chinese
campus and dedicated to serve to students and staffs in school during the first planning step.
The distribution of freelance industry divides two aspects. First, the data from
ASKWONDER research suggests that marketing-related jobs are the largest market share in
the category of service. In 2016, the contracts of Marketing Jobs account for 19% income for
the total freelance industry, followed by Business Consulting (16%), Design (11%),
Coaching (9%), and Writing and Editing (7%).
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Our website, MasterPieces, covers most of the freelance jobs, such as the Technology
Jobs (website and APP designs) and Design (Logo, brochure) and Multimedia (music, video,
icon, office design). Second, the geographic market shares of freelance showed the market in
North America takes up about half of global income at 45%, followed by Europe (35%), Asia
(10%) and other continents. In other words, Asia, especially China, has a potential prospect
in freelance industry.

From the perspective of salary in this industry, the data from WP engine suggests that
the salary is generally concentrated in $10-30 per hour in the Untied States, which is
relatively higher than other countries such as China (WP engine, 2015).
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5.1.2 Industry Participants
Major companies in the freelance industry include Toptal, Upwork, and
CodementorX. Although these tree main freelance websites are popular and established on
the Internet, their platforms fall under one of the two categories: general or niche, as shown
in the table (CodementorX data).

General freelance marketplaces offer a wide range of services. For instance, Upwork
and Toptal provide the services, including the marketing design, IT service and more.
However, the CodementorX only offers Software services and it can be described as niche
freelance marketplaces. In our case, MasterPieces provides general freelance marketplaces.
The Pros and Cons are also described in the table. Generally speaking, each model of the
freelance marketplace has own pros and cons, as well as MasterPieces. In the future, we may
attract a lot of users and a variety of works on the websites, and the competition will be high
in the bidding war. We will have a thorough vetting process for the freelancers and offers
freelance service in multiple areas.

Compared with the competitors’ pricing strategy, our website’s price is lower because
it is one of our competitive advantages.
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5.2 Market Segments
Overall, the freelance industry is same as other industry in the role of funding.
Funding enables the largest industry players to build platforms capable of satisfying a huge
range of client and freelancer needs, thus attracting more growth, followed by more funding
and ultimately, more growth, which is a huge virtuous cycle. The best freelance website can
attract more and more customers and funding, as well as partners. By contrast, this industry
can make some companies be worse, even going bankrupt. Rapid growth diminishes
platform’s ability to screen project postings and applicants for quality assurance. What’s
worse, the intense competition in the developed countries’ market for work among
freelancers leads to bidding wars and low average project ticket prices, so that decrease
websites’ commission fee and income.
Eventually, the growth and maturity of general freelance marketplaces created a cycle
that paved the way for niche and full-service competition to emerge, showed as the following
figure (Freelance Marketplace Industry Maturity Cycle).
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The targeted market of MasterPieces is focused on the campus in China at the first
planning step. We plan to open the freelance market in China because this industry is
emerging now and most citizens are unfamiliar with this industry and working model. Unlike
North America, China develops rapidly in the economy but most of industry and working
models are old-fashioned. So, we try to introduce this new industry working model into the
Chinese market, and our first targeted market is universities. MasterPieces plans to enlarge
the service in the realm of academics and students’ activities.

5.3 Segment Strategy
5.3.1 Market Statistics
According to The Freelancers Union “53 million” report, the data suggests some
important information in the United States:
•

There are 53 million people doing freelance work in the US – 34% of the national
workforce.

•

People who freelance contribute an estimated $715 billion in freelance earnings to our
economy.

•

Twice as many freelancers have seen an increase in demand in the past year as having
seen a decrease – 32% experienced an increase versus 15% who have seen a decrease.

•

80% of non-freelancers say they would be willing to do work outside their primary
job to make more money.

•

Earning extra money (but not financial necessity) and schedule flexibility are the top
drivers of freelancing.

•

Finding work and, correspondingly, income stability are the top barriers to doing
more freelancing work.

•

69% of freelancers said technology has made it easier to find freelance work.

•

77% of freelancers say the best days are yet ahead for freelancing.

•

65% said freelancing as a career path is more respected today than it was three years
ago.

The American freelance industry is well-developed in the world, so the data from its
industrial report are meaningful to our startup.
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5.3.2 Market Prediction
According to the Nasdaq website, the freelance industry will grow sharply in the
future. Overall, the freelance workforce (The Gig Economy) predicted to rise to 43% in 2020.
In 2016, nearly 53 million Americans were freelancers, that’s 34% of the workforce. So, the
Nasdaq experts project that the rate will go up to 43% in 2020. This is a huge increase in the
total workforce compared with any industries. Hence, the freelance market has an optimistic
prediction.
China is a new market for freelancers. Although there is no well-developed freelance
industry in China, especially in campus market, the future prediction of the market seems
optimistic, too. However, the competition will also become more intense with the
development of freelancing.

5.4 Strategy Pyramid
MasterPieces will adopt a three-stage strategy to reach the target market.
•

First, campus to campus
MasterPieces starts in the region of campus. The reason is that students have more

leisure time compared to the society and they are creative and ambitious. Besides, students
group pursue fashion and are full of ideas and creativity. Thus, MasterPieces become a
perfect platform for them to realize their capabilities. Meanwhile, students become the
potential market for MasterPieces and support source of originality. So, in this phase,
MasterPieces mainly does advertising to the student group.
•

Second, campus to business
The next stage is to explore the market in the field of business, which is the transition

stage to the third one. In this stage, MasterPieces try to connect students to the business.
More opportunities are provided to students, and companies obtain relatively cheap and
dynamic works. It not only explores the market between students and business but also is the
vital strategy for MasterPieces. In this phase, MasterPieces expands from small business to
mature business.
•

Third, business to business
Based on the previous two stages, MasterPieces expands the market to business to

business level. It is the stage that MasterPieces will have its own physical company for
further development. MasterPieces provides considerate and professional services to meet
business needs, which means more sources, experience, and convenience. At the same time,
MasterPieces attaches equal importance to students, because they are the continuous source
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and potential support for further development. In this phase, MasterPieces develops mature
gradually.
Generally speaking, in this three-stage strategy, MasterPieces will develop in five
perspectives.
1. Market Exploration: from the student group to business field
2. Company Development: online business to a physical company
3. Organization Structure: more comprehensive structure with more employees
4. Product Category: more products keeping the pace with fashion
5. Product Direction: from academic to business

5.5 Unique Selling Proportion (USP)
MasterPieces enters a new market combining various existing services and products,
so we use market development strategy.

MasterPieces has two unique selling proportions:
First, we provide new trading modes in order to increase the quality of services and
products. The purposes are to increase market shares and promote brand effect. MasterPieces
targets precisely in every stage from campus to business.
Second, except for professional designer, people who spark unique ideas can be
excellent designers. MasterPieces welcomes anyone who has interest and ability in design. It
is the platform for them to show their talents.

5.6 Marketing Strategy
5.6.1 Pricing Strategy
•

Penetration pricing – MasterPieces sets low initial prices to appeal immediately to the
mass market in order to win market shares.

•

Price lining – MasterPieces sets the price of a line of products at a number of different
specific pricing points, which is to meet various needs from customers.
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•

Odd-even pricing – MasterPieces sets prices a few dollars or cents under an even
number to attract customers by psychological tactics.

•

Customary pricing – After market researching, MasterPieces sets prices that is a
dictated by tradition, a standardized channel of distribution, or other competitive
factors.

•

Loss-leader pricing – Every day, MasterPieces deliberately sells some services or
products below its customary prices, which is not aimed at increasing sales, but to
attract customer’s attention in hopes that they will buy other products with large
markups as well.

•

Cumulative Quantity Discounts – When customers’ buying reach to a certain degree,
MasterPieces give free rewards. It encourages customers to buy more and enjoy more
rewards.

5.6.2 Promotion and Advertising Strategy
•

Loyalty Program – MasterPieces adopts credit card reward programs to registered
customers to encourage and reward repeat purchases.

•

Contests – MasterPieces often holds contests to encourage designers to apply their
skills and stimulate their inspiration, in which form to appeal potential supply sides.

•

Deals – MasterPieces give nonscheduled deals to the customer to increase trial among
potential customers and to retaliate against competitors’ actions.

•

Point-of-Purchase Displays – MasterPieces displays excellent works on the homepage
to promote works and attract customers.

•

Direct e-mail – MasterPieces plans to send emails to potential customers to advertise
services and works.

•

Word of mouth – MasterPieces provide satisfying services and products to the
customers because we rely heavily on customer’s comments to promote our brand.

•

Sponsorship – MasterPieces regularly sponsor relevant activities to promote the brand
effect and appeal the customers.

5.6.3 Online Promotion
•

Internet banner and display ads – Since MasterPieces is an online business, we pay
highly attention to the internet advertisement by using banner and display ads.
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•

E-coupons – MasterPieces distributes free or discount E-coupons to customers from
time to time to attract or reward customers.

5.6.4 Marketing Programs
First Contest Program
When MasterPieces first come to online business, we hold a public benefit contest.
MasterPieces will provide free advertising service to a public service organization.
MasterPieces will fund this free advertising service includes a video, a poster, a brochure and
a song. The contest is held in the form of the open tender which is the most special mode of
MasterPieces. The purpose of the contest is to attract massive designers and advertise
MasterPieces to the public. Meanwhile, the contest makes a contribution to public service,
which is good for the brand and prestige of MasterPieces.
Start-up subsidy Program
In order to attract customers and penetrate to the market, at the beginning of the
business, MasterPieces funds about 3000 dollars for start-up subsidy program. Free trial and
discount coupons are specially designed to attract customers.

5.7 Milestones

5.8 Exit Strategy
In case MasterPieces is operated badly with a sharp decline, existing works will sale at a low
price to competitors and pay back losses.

6.0 Management Capability
6.1 Organization Structure
In the first phase, MasterPieces needs a few workers. So, the structure is simple and
the organization is small.
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The website needs four kinds of daily management controls: website maintenance,
customer service, website management and design.
•

Website Maintenance Worker: Check daily normal operation and update new
information

•

Customer Service Agent: Answer and solve problems for customers

•

Website Manager: Analyze statistics and manage website affairs

•

Designer: Customize works for customers

In order to simplify the team and maximize the utility, three responsibilities of website
maintenance, customer service, website management will be undertaken by founder at the
first time without salary, but profit. Three designers will be employed and they are given
regular pay plus bounty. The organization structure in Phase I is shown as below.

Organization Structure (Phase I)
Customer
Service
Agent

Website
Maintenance

Website Manager
Designer

Designer

Designer

As the development of the business, more people will be employed to expand the
business. As the structure chart shows, in the third year (second phase), two more designers
and a customer service agent will be hired. The hierarchy of the organization will begin.
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Organization Structure (Phase II)
Customer
Service
Manager

Website Manager

Customer
Service
Agent

Website
Maintenance

Designer

Designer
Manager

Designer

Designer

In the third phase, MasterPieces will become a mature business generally. A physical
company will set up in this phase. The following structure chart is hypothetical.

Organization Structure (Phase III)
Customer
Service
Manager

Website
Maintenance
Manager

Customer
Service
Agent
Customer
Service
Agent

Website
Maintenance

Website
Manager

Customer
Service
Assistant
Customer
Service
Assistant
Customer
Service
Assistant
Customer
Service
Assistant
Website
Maintenance
Assistant
Website
Maintenance
Assistant

Designer
Assistant

Designer

Designer
Manager

Designer
Assistant
Designer
Assistant

Designer
Designer
Assistant

Designer

Designer
Assistant
Designer
Assistant

Administration
Manager

Administration
Assistant

Administrator
Administration
Assistant

6.2 Risks Management
A. Signing Issue for Designers – Demission or Part-time Jobs
Risk’s description:
•

In the service of customization, the designers are our employees who have
signed the job contract with MasterPieces. It is possible that our designers leave
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their job, as well as assignments, temporarily, which exerts a negative effect on
the customers’ works.
•

Besides, the part-time job also influences the quality of design works. If our
designers do some other works that belong to other companies, we would suffer
a loss on the customers’ works.
Solution:

•

Before employment, MasterPieces will negotiate with designers and sign job
contract that lists the basic amount of work and rule of bounty. In other words,
designers must finish a certain amount of assignment per month and they could
do more works to earn a bounty. The bounty is based on the quality of works and
amount of works together.

•

If the designer violates the terms of the contract, such as demission, uploading
low quality of works, or missing deadline, we have our punishment mechanism.
For instance, losing bounty or salary deduction, or even dismissing the position
are some examples of the punishment mechanism.

B. Recruitment Issue for Designers – Boom or Recession of MasterPieces
a)

Risk’s description:
The MasterPieces may face two trends in the future: boom or recession. So, we
should provide different plan to avoid suffering loss, especially in the
administration area.
Solution:
•

If our website will be booming at the end of Phase I (on campus), we will follow
the plan that recruits 3 more designers and 1 more customer service agent, as
shown in Organization Structure part

•

If the situation is stagnant in the next following years, we will remain our
organization structure that remains only 3 designers to reduce labor costs.

C. Works’ Issue for Customers – Dissatisfaction on the Works
Risk’s description:
In the modes of open tender, outsourcing, and customization, it is possible that
customers are dissatisfied with our works, which finally influences brand image
and loyalty.
41

Solution:
•

We will promise our customers to modify the works according to their feedback
and requirements until they feel satisfied with final works.

•

However, some designers are unwilling to modify the works because they
consider the works are perfect, but customers still feel not well. At that time,
MasterPieces Evaluation Team can help to solve this problem. With this team’s
professional evaluation, the designers and customers should follow their
suggestions and negotiate peacefully again to modify the work.

D. Copyright Issue for Works – Tort or Plagiarism
Risk’s description:
Some designers uploading their works may plagiarize other works, and some
works downloading from MasterPieces could be used for profit in the business.
These two kinds of illegal copyrighted torts influence operation of MasterPieces.
Solution:
•

First, we will set a plagiarism detection system to ensure each uploaded work is
legal without plagiarism. Meanwhile, the designers must sign License and
Services Agreement before uploading the works. So, following the Agreement,
the author should take the responsibility for their plagiarism.

•

Second, our Agreement and the certificate of registration of works will protect
each work uploaded by designers. For example, in the mode of selective
purchasing or outsourcing, one student has a nice post template and post it on our
website. Meanwhile, he should sign the Agreement and receive a certificate of
work. If other company copies the work, we will sue the company to protect the
copyright of work.

•

Third, in the selective purchasing, customers can pay a certain price to download
any works. Before downloading, customers can only see the sample or thumbnail
of the work and can download it after payment. For instance, some office
templates are not available to download before payment because customers can
only see the screenshot of work, not the Excel or PowerPoint files.

E. Operation Issue for MasterPieces – Badly Running
Risk’s description:
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Every business could fail one day. There is no exception for MasterPieces.
Solution:
•

Although MasterPieces has a relatively low fixed cost, which means the shutting
down point in the economic theory is later than other industries. First, we will
find the core point of losing profit, and then try to reduce costs, solve service
problems or other possible problems.

•

If we fail in Phase I or lose money every year, we will consider the exit strategy
to shut down the MasterPieces.

7.0 Financial Plan
7.1 Forecast
7.1.1 Key Assumptions
Sales Projections in detailed for the first fiscal year- see the following table.

Estimated price 1 is for selective purchase and estimates price 2 is for outsourcing,
open tender, and customization. According to the experience from other relevant websites,
we estimate the quantity. MasterPieces has VIP system and we assume 70% customers prefer
to using it. The subscription fee is $4.99 per person and we assume 300 people buy it. VIP
enjoy the service of the free download in selective purchase and lower commission fee. (10%
outsourcing commission to 8%, 15% open tender to 12%) Based on this information, the
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gross amount is $110,250. After paying the bounty to our designers, total commission or net
revenue is $22,581 for the first year.
* Subscription fee: assume 70% consumers are VIP and the fee is $4.99.
* The salary of a designer is basic pay $300 plus 50% bounty from their works within certain
services (Customized).
* VIP pays a certain subscription fee. They enjoy the services of free download works in
selective purchase and lower commission fee. (10% outsourcing commission to 8%, 15%
open tender commission to 12%)
The inflation of each year is projected to 2% each year, which adjusts some expenses year by
year.
We assume total sales revenue increases by 3% point of the target market in each
fiscal year in each phase. When the plan enters into Phase II (2020), sales revenue increases 2
times.
We hire 3 designers with 2 team members (1 website maintenance and management,
1 customer service, 3 designers) for first two years (Phase I, campus to campus), hire 6
employees for the third year to the fifth year (Phase II, campus to business).
The salary data is based on the main competitors in China.
We will borrow $3,000 with 4.75% interest rate for 3 years (Data from Industrial and
Commercial Bank of China, ICBC)
We own a few tangible assets and the depreciation is generally ignored, as well as the
cost of goods sold, due to the nature of the online website.

7.2 Financing
7.2.1 Start-Up Costs
The start-up cost is the expenses of the first year. The start-up of MasterPieces is low
with a few items and the total amount is $6,500.
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* First contest program is a contest when the plan starts up, which attracts potential
customers to know our brand and also draws designers to earn the money through our
website.
* Start-up subsidy program is “special offer” for the website’s opening. We may adopt kinds
of coupons in the first year to attract the customers and advertise.

7.2.2 Use of Funds
As shown in the start-up costs, we will use $3,500 to pay the start-up expenses,
including miscellaneous opening fee, marketing, and advertising fee. We also will use $3,000
as operating expenses to handle our salaries in the first two months, as well as contingency
expenses. If MasterPieces is as successful as we plan it to be and it runs well in Phase I than
we will seek the outside investment from commercial Fundraising websites such as
GoFundMe, or other loans from commercial banks.

7.2.3 Sources of Funds
MasterPieces would like to use funds at approximately $6,500. Individually each of
MasterPieces Team members will invest $1,750, bring that total to $3,500. Then we plan to
borrow the loan from Industrial and Commercial Bank of China (ICBC). The amount of loan

45

is $3,000 for 3 years and the interest is 4.75% each year based on the principal of the loan.
Totally, the source of funds reaches to $6,500 in Phase I of MasterPieces.

7.2.4 Break-Even Analysis
Total fixed costs associated with the MasterPieces are $19,576 and represent the
annual fixed expenses. For the variable cost, it includes income taxes (3% of total sales) and
bounty for each customized work for our designers. Based on the assumption of $2,462
($29,539 divided by 12months) as the average month net revenue, the eighth-month break
even. However, breakeven analysis is just an idealized model for business. In the real life, we
should calculate the non-recurring events costs into business, causing total real costs
increasing so that the real breakeven point is came out later than model’s one. This is further
depicted in the Table Below and the Graph that follows:
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7.3 Projected Financial Statements
The profit and loss demonstrate modest increases in revenues over the five expected
years with adjustments for inflation.
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7.3.1 Five Years Projected Income Statements
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7.3.2 Five Years Projected Balance Sheet

49

7.3.3 Five Years Projected Cash Flow
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7.3.4 Ratio Analysis
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Projected Balance Sheet (With Monthly Detail)
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