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INTRODUCTION
With advances in digital tools and technologies,
setting up ecommerce stores has become
more accessible. But with the number of online
shops increasing, your operating costs and
competition will be driven up.
If you want to provide the best quality
goods/services, while maintaining healthy
proﬁts, you must be strategic and learn the
essentials before diving into ecommerce. And if
you already have an ecommerce store or
business, you might need to plug any leaks and
optimise for the best ROI.

There are 3 types of ecommerce businesses:
B2B - Goods/services sold from one business to another.
Examples: Alibaba
B2C - Goods/services sold from a business to consumer.
Examples: Starbucks, Spotify
C2C - Goods/services sold from one consumer to another.
Examples: Ebay, Etsy
This guide will focus on how to successfully set up an ecommerce
business that acquires the right traﬃc, converts that traﬃc into
customers and is able to successfully scale up.
And if after you’ve read through all this and think you’d still like some
support in getting started, Pounce is here to help. We’re experts in
designing, building and maintaining ecommerce websites.

SET IT UP
1. Establish your mission and goals
Before you do anything, you’ll need to establish your
mission and goals.
Your mission will answer “why” the store exists in the ﬁrst place,
“what” problem it solves for customers, and “How” it aims to provide
the best solution.
Your goals will include both short-term and long-term ones such as:
• Is the store product or service-focused?
• Is it branded to accomodate a niche or a vertical, with a line of
products complementing each other along with the option to
increase the variety in the future sharing a similar theme. Or you
could also make it a general purpose store selling a variety of
products not ﬁttinginto a single vertical or theme?
• Will it sell only locally or globally?
• Is global sale from the start or gradually?
• Which delivery channels will be used?
• Should the business be kept small and manageable or is scaling
growth the primary objective?
• Is the intent behind the store to keep managing it for a long time
or sell it after a while?

2. Find the right product-market fit
In ecommerce, you will only achieve product-market ﬁt
when there is a demand for the product you are selling
and you have an acquisition channel that works smoothly.
You can either start with a product in mind and then seek
out the target audience for it. Or you can ﬁnd a target
market ﬁrst and then ﬁgure out the products you'll need
to serve it. Firstly, let’s suppose you have a product or the
idea of a product. Before you start building a store, ﬁrst
research the market online. Are there similar stores?
More stores means more competition, but it also signals
that there is a demand in the market.
If similar stores or products do not exist, it doesn’t mean
you should scrap the idea straightaway. There’s no such
thing as perfect product-market ﬁt. You need to listen to
the market and strategically reveal the product to
potential customers online.
Some of the most important things to focus on at this
stage is how you’ll price and position the product, what
messaging you’ll focus on and the value proposition.

3. Select your distribution methods
There are a number of distribution methods available for ecommerce
stores.
Direct distribution
If you decide to ship products directly to the customer without any
intermediaries, this is considered direct distribution. It takes place through
a company’s own website or landing page.
Indirect distribution
This form of distribution is mainly divided into two distinct categories.
• Online marketplaces: Ecommerce players such as Amazon
& eBay are accelerating the growth of smaller ecommerce
businesses. Businesses can gain access to this eﬃcient
infrastructure by listing their products on their websites. The
perks include service functions such as warehousing and
shipping services (however these do cost extra) as well as a
large international customer base.
• Third party e-retailers: These are online business
providers serving a speciﬁc niche or product category. When
manufacturers and smaller ecommerce businesses list their
products with a third party e-retailer, their listing is displayed
by a highly interested consumer group.
Some ecommerce stores use direct distribution for local sales and indirect
distribution for a wider global reach.

4. Setting up your online store
Your store can be a direct seller of a product, or it can be
a third-party e-retailer which sells multiple products.
Once you’ve decided the right ﬁt for your business,
brainstorm the business name and website domain
name. Register those and begin building the store using
an online store builder such as Shopify. If it is a bigger and
more complex store, we suggest approaching an agency
for their services. Meanwhile ﬁnish any remaining
company documentation and taxes setup based on your
state/country laws.
When it comes to your store set-up, there are a number
of key rules to follow:
Quality and professional appearance are key
You may have to spend some time and money but
remember that the ﬁrst impression of your store could
very well be its last impression. Use high quality
visuals and consistent appearance.
Invest in quality writing
Make sure the copy on your website is clear, concise and
relevant. Customers don’t trust brands that have poor
spelling, bad grammar and copy mistakes, so spend the
extra time and money to get this right.

Make it accessible to people from various
demographics
Providing an intuitive and easy-to-use interface will
reduce bounce rate and abandoned carts if your
business targets multiple demographics.
Make it easy for your customers to interact with you
Make sure there are multiple options for your
customers to access and follow your social accounts, as
well as signing up to your database.
Set up your analytics properly
Studying the web analytics of your store will provide you
with ample detail to measure success, improve
conversions and optimise for higher ROI.
Provide customers with multiple payment options
Customers want the ability to choose the payment they
trust and ﬁnd reliable. Make sure you provide the most
commonly used options to avoid drop oﬀ when it comes
time to buy.
Now you’re ready to start marketing your new store.

ATTRACT THE
RIGHT TRAFFIC
Ecommerce marketing focuses on directing online traﬃc
towards your website and converting them into customers.
Research and select a few keywords to associate with your
store, brand or product. Utilise it in your marketing copy
and hashtags so that your store can acquire a unique
personality and stand out from the rest of the competition.

1. Develop a cross-platform promotion strategy
The most successful ecommerce brands use multiple channels for
their promotional strategy. In order to create awareness and drive
action towards your goods or services, you should use multiple
promotion channels including:
•
•
•
•
•
•
•

Organic Social Media
Paid Social Media
Blog posts
Guest posts
Paid Search
YouTube videos
Email
Abandoned Shopping Cart
Post-purchase follow-up
• Aﬃliate Marketing
• Inﬂuencer Marketing

If you’re not sure which promotion channels would work best for
your business, ask yourself the following questions:
• Where does your target audience spend most of their time online?
Which social channel is more suitable to attract their demographics?
• Is your product unique in that you could write some unique and
informative content about it for a blog?
• Do you have the budget for inﬂuencer marketing? If you don’t java
the money for big names, why not consider micro-inﬂuencers?
Customers tend to trust smaller inﬂuencers more as they consider
their recommendations more legitimate.
• Could you create a shoppable Instagram page and also post
regularly on Pinterest? These are visual platforms, both apt for
ecommerce promotion. Make sure that your proﬁle always has a link
to your website or landing page.
• Is your website mobile friendly? Your website and landing page
should be mobile-ready before you begin marketing as the majority
of the people will be viewing it from their mobile devices.

2. Partner with other ecommerce
businesses
When you are starting out, you may not have the
manpower to deal with the boatload of tasks
ahead of you. One way to deal with that is to
collaborate with other businesses or retailers.
Forming partnerships can also increase sales, as
partnerships and joint ventures improve exposure
and credibility.
For example, when you go to McDonald’s, you ﬁnd
them selling and promoting the Coca-Cola brand.
Similarly, in ecommerce if you have a
product-based store, you can partner with other
stores to promote your complementary products
to your customer base.

CONVERT TRAFFIC &
LEADS INTO SALES
Acquiring a large amount of traﬃc is great, but you want to ensure
they are converting into qualiﬁed leads and ﬁnally into customers.
Promoting your store without a proper funnel set in place will yield
very little ROI. The better your sales funnel, the more visitors will
turn into customers.

1.Choose your funnel
The original funnel many people use for
understanding their customers' journey is the AIDA
formula. The AIDA funnel is extremely useful to
monitor how website visitors are moving through the
buying process; visitors will first come to your
website, then visit your product pages, add the
products to cart and checkout.Another way to
optimise the funnel is by studying the various paths
a visitor will take towards conversion such as:

Direct Traffic → Home Page →
Product Page → Add To Cart →
Checkout
Google Search/PPC Ads → Product
Page → Add To Cart → Checkout
The visitor on the homepage might be visiting the
website for the ﬁrst time and will be earlier in the
buyer journey, with lower purchase intent. And the
one viewing the product page will be more aware
and interested in buying the product. Mapping out
these paths allows you to better optimise the
content and messaging on each page based on the
customer's buyer journey.

100%

TOTAL SESSION

SESSIONS WITH
PRODUCT
PAGE VIEW

43.8%

14.5%

5.0%

3.3%

SESSIONS WITH
ADD-TO-CART

SESSIONS WITH
BILLINGFORMS

SESSIONS WITH
TRANSACTION

2. A newer ecommerce funnel
These days, many ecommerce stores are using a
diﬀerent kind of funnel based on Dave McClure’s Pirate
Metrics. This consists of visualising the customer life
cycle journey and how it correlates to business growth.

Acquisition → Activation → Retention →
Revenue → Referral
Acquisition
How are users ﬁnding you? Is it through search
engines (like Google, Bing), social platforms
(Facebook, Instagram, Pinterest) or PPC ads
(Adwords, Facebook Ads)?
Activation
Do they have an enjoyable ﬁrst time experience
on your site? Are they browsing multiple
product pages, are they adding things to cart,
are they subscribing to the newsletter or
signing up?
Revenue
What is your customer's purchase behaviour on
your site? How do they conduct some sort of
monetisable actions? This can be single,
multiple or repeat purchases. To boost your
conversion rate, make sure your site is
optimised for mobile, with a smooth UI and
checkout process.
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Retention
Do customers revisit your site and make purchases
multiple times? Having repeat customers is 65% more
1
proﬁtable than acquiring new ones from scratch.
Nurture a good relationship with your customers to
increase their Lifetime Value and reduce churn.
Referral
Do customers refer your store to others? Those
referred can be friends or family. Make sure to
incentivise them for their referrals.
Studying these touchpoints from the journey in detail
leads to greater optimisation and personalisation of
customer experience.

3. Remarketing tactics
We saw in the funnel above that not all website visitors will add products to cart. Some
will add but then abandon their cart and leave the website. So we can remarket their
‘missed’ purchase and gradually persuade them to buy the product. Or we can use remarketing to upsell to existing customers.
Here’s what you need to keep in mind:

1. Ensure Facebook Pixels, Google Ads Pixels, Google Analytics Tracking etc. are set up
before your store goes live.

2. Always integrate Google Analytics and Google Adwords accounts and use the data for

remarketing. Google Analytics remarketing code can allow you to create a speciﬁc list
containing users from various channels like organic search, paid search etc. For example,
you can create a list containing only visitors from a geographical region who stayed for 3
minutes. Adwords Remarketing can create lists based on page views to your site.

3. You can set Frequency Capping at the campaign level, Ad Group level or Ad level. Light
reminders of your product is ﬁne, but exceeding normality can seem like stalking and
create a negative user experience.

4. Reﬁne your remarketing strategy by only targeting quality customers who are likely to

buy. This should be done by excluding visitors who bounced or left the site too quickly.

5. Track your conversions and split test your landing pages, ad creatives to ﬁnd the
sweet spot.

6. Use speciﬁc strategies like: making seasonal adjustments to your ads, ﬁnding

audiences similar to your buyers, paying extra attention to repeat customers, focusing
on those who utilised discounts, cross-selling to the ones who removed products
from their carts.

SCALE YOUR
ECOMMERCE BUSINESS
Once you have a successful product, the right technology, and
manpower to serve wider markets, you need to decide whether you
want to scale your ecommerce store.
If you prefer not to scale, you can continue to run the store as is or
choose to sell it.
Going the scaling route would entail doing a check on ﬁnances and
whether you can outsource sales, marketing, and design. If you are
expanding to diﬀerent countries then you have to be cognizant of local
laws, pricing, competitors, language, and cultural sensitivities.
If you are thinking of scaling, there are a number of activities that can
help you grow positively.

1. Introduce loyalty programs
According to research,1 acquiring a new customer can be 5-25x more expensive than retaining an existing one and 65% of a
company’s sales are secured from existing customers. Therefore, reducing churn rate is extremely important for a company
wanting to scale.
One way to achieve higher loyalty is to offer subscriptions in which the store will keep providing services in exchange for regular
payments from the customers. Consumers love these sorts of services because they are automated and easier for them to
manage.
Another great way to reduce churn is to regularly offer exclusive promotions, loyalty offers or special discounts and small gifts to
your most active customers. Not only will they want to remain with you for longer, but they will also advocate for you online and to
their family and friends.

2. Develop a referral strategy
Many ecommerce stores use referral marketing to make sales without spending a lot. Once there is a significant customer base,
referral marketing can really help in scaling up. It’s easy to set up and for the most part can be automated.
Many companies have created a viral referral loop to grow their customer base by sharing incentives. Some referral plans start
with inviting just one user and can go up to inviting 5 or even 10 users. When the current customers refer their friends, they’ll
enjoy benefits, credits or discounts.

3. Automate services and customer support
You need to automate as many processes as possible to save on resources and avoid errors. When the number of orders
increases, you will need to hire appropriate customer support executives to handle delays, cancellations, and refunds amongst
other things. While elements of customer service can be automated, it should not fully be as the business
will lose their human touch and customers will feel less inclined to continue buying
from the store.
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BEST PRACTICE ECOMMERCE
STORES IN AUSTRALIA
Ecommerce stores are booming in Australia, but our
oﬀering still has a long way to go compared to the rest of
the world. Starting a business online has fewer barriers to
entry as the years pass.
Australian stores have been focusing on high-quality
products, branding, and providing a smooth customer
experience — and the results speak for themselves. Here
are a few inspiring Australian ecommerce stores that have
established themselves as top players in the region.

The Iconic
Sydney-based The Iconic is an Australian fashion and sportswear
retailer. They house both Australian fashion designers and global
brands numbering over at over 1,000. A newer fashion retail player,
they have over 450k followers on Instagram and 900k likes on
Facebook. They won the Best Online Only Retailer award at the
Power Retail All Star Bash 2020 Awards.

Neon Poodle
Sammy Gibson wanted a neon sign to put up in her 4 year old
daughter’s room with her name on it. After failing to ﬁnd a decent
solution, she created her own signs that were beautiful, simple and
safe to be used in a child’s room. Established in 2015, the brand has
now tapped into the global market, expanding to 3 continents within
18 months and with only a team of 2 people!

Milligram
Established in 2007, Milligram is Australia’s biggest online store for
designer stationery, oﬃce and lifestyle accessories. Sourcing
products from Paris, Rome, Denmark, London, and USA, they sell
stationery from over 80 brands including Moleskine, Delfonics, and
LAMY. They also oﬀer specialist items like custom wax seals, pen
customisation, and bullet journals.

Kogan
Well-known online retailer Kogan started oﬀ by selling only televisions
and expanded into the UK in 2010, which made it the only
Australian-owned international consumer electronics company. Then
in 2015, it increased its oﬀerings to include groceries,
confectionaries, and toiletries amongst a myriad of other products.
Today, Kogan is one of the top websites ranking in Australia.

IT’S TIME FOR ACTION
With all this information on hand, you’re ready to take your ﬁrst step
towards creating an ecommerce website.
And if you’d like some support in getting started, Pounce can help with
that too. We’re experts in designing, building and maintaining ecommerce
websites. Don’t be shy, get in touch with us today.
GET IN TOUCH TODAY
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