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E B O O K

From B2B to D2C 
Online Sales 
Create a D2C webstore with the potential 
to transform your business
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Consumer brand manufacturers  
are making a direct connection with 
their customers. 
And that isn’t just a trend: it’s fast becoming essential business. In 
fact, 81 percent of consumers plan to shop from direct-to-consumer 
(D2C) companies over the next five years.1 Global brands across the 
board, from Armani and Adidas to Coca-Cola, have gotten into the 
game and are showing how successful this model can be.

D2C is a practical and effective long-term strategy for many reasons. It yields more predictable and 
profitable revenue streams, nurtures customer relationships, helps build a global brand, and creates 
better products overall. 

Increasingly, B2B companies are sitting up and taking notice of the potential and exploring how to 
start their own D2C storefront. In recent challenging economic times, D2C has become an even more 
compelling pathway to boost revenue, especially as retailers, distributors, wholesalers, and other 
channels continue to shrink.

Of course, getting from B2B to D2C takes more than changing up acronyms. It takes understanding 
what your end customers want, creating a strong marketing and promotion plan, and building a 
consumer-friendly website on the right technology platform. That’s a lot to think about. It might even 
seem overwhelming.

This eBook can help you figure out if the D2C model is 
right for your business and, if so, how to get started.
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D2C delivers the results
Let’s start with the bottom line about a D2C digital commerce site: the data prove that it works. 
Consumers in Europe are on track to spend €717 billion online in 2020.2 

A D2C website can help your business accomplish all of the following:

Connect with end customers who already know you
Though millennial buyers are often credited with the popularity of D2C, customers of all types trust 
manufacturers as the most authoritative source of product information. From research to purchase, 
consumers and business prospects are comfortable getting product information from company 
websites and shopping online. And consumers have relied on them even more during the COVID-19 
crisis. In Europe, overall digital adoption has jumped from 81 percent to 95 percent.3 

Building on this credibility can be a natural next step for brand manufacturers when there is already 
name recognition with end buyers. Take Amsterdam-based Strauss Coffee, one of the top ten 
coffee companies in the world. With 20 recognisable coffee brands in their portfolio, they were well 
positioned to deepen their existing relationships with consumers. They did it with country-specific 
D2C websites.

Gain sizeable new revenue streams
Another reason B2B companies have turned to D2C is to make up for slowing growth in their 
traditional distribution channels. Retail outlets have stumbled during the last two years as consumers 
have turned increasingly to online purchasing. Forecasts suggest year-over-year (YoY) retail sales 
growth in the EU of around 4.6 percent in 2020 and 1.8 percent in 2022.5 Meanwhile, YoY eCommerce 
in Europe has fluctuated between 18 and 96 percent in 2020.6

The channel landscape has shifted in 2020 as online shopping has been more fully embraced by 
businesses and consumers. For example, forecasts suggest that eCommerce will make up 27.5 percent 
of all UK retail shopping in 2020.7 It will also represent 11.2 percent of all retail sales in Germany and 
12.2 percent in France.8

All these indicators suggest that digital commerce can be an excellent tool for diversifying revenue 
and improving profitability. In some cases, it has the potential to equal or exceed revenues generated 
by other channels.

EU countries with the highest share of consumers who shopped online in 
the previous year are Denmark (84%) and Sweden (82%), followed by the 
Netherlands (81%), Germany (79%) and Finland (73%).4
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https://magento.com/case-studies/inside-strauss-coffees-direct-consumer-adventure
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Tap into a data powerhouse 
With a D2C storefront, you’ll have a much better picture of 
what your customers really want and can get key insights on 
an array of rich data sets:

• Products your buyers are searching for and, conversely,
products they can’t locate (This data can provide valuable
insight for developing new products or streamlining your
current offerings.)

• Products that are aren’t selling as expected (Is it the
promotional content? Pricing? Is a feature missing that
your customers want?)

• Identifying personas based on the buyer demographics,
purchase frequency, average order value, and more, and
then creating promotions based on that data

• Using product ratings, feedback, and reviews to make
improvements and identify new market extension, upsell,
and cross-sell opportunities

Worldwide, three out of four D2C brands 
have implemented reviews on their websites 

to date, which makes reviews the most 
deployed feature on eCommerce websites.9

Is your B2B business cut out for 
D2C selling?

These are some of the major questions to  
ask yourself to determine if you have the  
right combination of dedication, nimbleness, 
and grit for D2C success:

• Are we agile and willing to go beyond our comfort zone to
take a calculated risk in our business?

• Do we have a defined vision of who we are and what
success looks like?

• Do we have the patience to build a great, end-to-end
customer experience?

• Are we open to different technology and operational
approaches to figure out the best solution for our
D2C business?

• Do we have industry or channel partners that we should
consider working with for our site?

• Do we have the resources in place to make a long-term
commitment to our D2C business?
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D2C expansion: channel conflict 
or co-operation?
If you’re seriously considering D2C, one important thing to take into consideration before you get 
started is the impact it will have on your other channels. Common questions to ask are: Will we be 
competing with our own channel partners? Will we oversaturate the market between our efforts and 
those of our channel partners?

However real these risks are, working with your channels directly ensures the best possible outcomes 
for everyone. Best practices include these:

• Limit the number of distributors in each region to minimise intra-channel competition

• Standardise pricing and discount policies to avoid price wars and keep all channels with high margins

• Engage in transparent and consistent communications with channel partners to avoid any 
misunderstandings 

Support your channel partners
Ideally, you should find ways for your new D2C business to deliver real value to your partners as well. 
One simple but effective strategy is to share key consumer insights from your traffic and sales data 
that will help everyone sell more products. 

Another approach that can also amplify your brand as a global presence is to refer consumers to 
channel partners for product pickup, installation, or servicing. For example, freewheel.co.uk, the D2C 
website run by the UK's largest distributor of bicycle parts, Madison Bikes, has had success with the 
strategy of encouraging shoppers to collect their purchases from independent cycle shops where they 
can also get their bicycles repaired.

Integrated campaigns, also known as 360-degree campaigns and
omnichannel marketing, can also be used to cross-promote 
channels. They require careful planning but can be very 
effective when done right. A successful integrated 
campaign can raise brand awareness as well as 
generate new demand, benefiting everyone who 
sells your products.

https://info2.magento.com/championing-the-independent-retailer-ondemand.html
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Design an appealing 
consumer experience
Consumers have a lot in common with your business buyers. Everyone 
wants convenient shopping that’s as simple as the experience they get 
on Amazon and other proven commerce sites. And everyone wants to 
find product information quickly and have instant access to the status of 
their orders.

But consumers want more than just a solid experience. They want to be guided 
through the purchase process in a way that feels effortless. They also want to 
be entertained and to feel good about their purchases. To attract and keep these 
customers, consider adopting these proven strategies used by most D2C brands: 

Personalise your shopping experience 
The most successful digital commerce sites segment different 
types of buyers and serve them highly personalised or 
even individualised content, product recommendations, 
and offers. If this approach is done correctly, consumers do 
not find it intrusive. In fact, many welcome it. As one global 
survey revealed, 83 percent of consumers are willing to 
share data to enable a personalised experience.10 Shared data 
typically includes website analytics, cross-platform, location, 
demographic, or customer support data.

One especially promising approach to commerce 
personalisation is AI-powered recommendations based 
on customers’ interests and website behaviour. These 
recommendations help drive conversions. One global survey 
showed that 91 percent of consumers are more likely to buy 
from brands that offer relevant recommendations.10 

Plus, neglecting personalisation can be costly. Nearly half 
(48 percent) of consumers will leave a website if product 
recommendations are poorly curated.10

Localise your shopping experience 
For global brands, it's important to create a digital D2C 
experience that's authentic and relevant for each of your 
national markets. Brown Foreman, one of the world's largest 
wine and spirits companies, has adopted an ultra-localised 
approach to creating its D2C web presence. Launching a 
distinct webstore for each country where you have customers 
can help your company look and feel like a local brand.

Offer excellent, relevant rewards 
Reward programmes are also a popular way to nurture 
customer connections and increase loyalty and trust. Proven 
strategies include earned points, membership programmes, 
cash back, special discounts, and subscriptions. And these 
strategies translate very well online. Many brands are now 
offering mobile apps that allow customers to keep track of 
loyalty points and other benefits.

You can also use rewards to lure new customers. You can 
try classic offers like 'buy one, get one free' or free shipping. 
You can also provide free or discounted add-on services with 
purchase, like an extended warranty or special discounts for 
monthly or annual subscriptions.

Create enticing product bundles 
Bundles of products that go well together and include low-
cost items for free can make shopping more appealing and 
convenient for time-strapped shoppers. This can result in 
a bigger sale overall and perceived higher value for the 
consumer. For instance, a customer who's buying a tent may 
also need an LED lamp and sleeping bags. A set of torches 
could be automatically added to the shopping cart for free.
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Get to know your market
You have the products. You have the revenue model.  
You have the motivation. Now it’s time to kick off your 
D2C website. And it all starts with research to identify  
your target customers.

Like most businesses that sell to other like-minded 
companies, you have B2B marketing know-how but not 
necessarily expertise in selling direct to consumers. That 
means it’s time to think like a consumer marketer and 
gather relevant information on consumers’ demographics, 
purchasing behaviours, social media habits, marketing 
preferences, and more.

Depending on your internal resources and budget, there is a 
combination of tactics you can use to develop a marketing 
plan. You may have a large, dedicated budget. You may work 
on a shoestring. Or you may take a hybrid approach, doing  
the groundwork in house and then outsourcing your
findings to an agency to build out your plan.

However you support your research efforts, begin your 
exploration by taking a close look at your existing ecosystem. 
You’ll have a head-start knowing the distributors, retail 
outlets, and other channels that sell your products. Who are 
their customers? How do they market to consumers? What 
are some common data points across channels? These types 
of questions and answers form a baseline for research.

Here are some effective tactics for gathering additional 
information about your market:

• Research competitors’ D2C sites to see how they appeal
to their prospects and customers. Sign up for their
promotions and newsletters, and check out their social 
media approach.

• Run quick surveys on Facebook, LinkedIn, or other social
media to offer free products or incentives in exchange for 
key information from respondents (bonus: you’ll get net-
new names for your growing database).

• Develop a list of product fans to test out ideas on content,
product offerings, refinements, and more. This also can 
lead to built-in buyers when you do launch your site.

Before you hire an agency

Moving from business-first to consumer-
first is going to a completely different 
world. You may have a B2B marketing 
agency or consultants, but you likely don’t 
have consumer experts on call. If you’re 
considering outsourcing to a consumer-
focused agency, here are some questions  
to help you select the right agency:

• Have you helped B2B companies create a D2C webstore? If
so, did you focus on the front-end user experience, the back-
end commerce logic and integrations, or both?

• Does your agency specialise in marketing, web design, user 
experience, systems integration, or all of the above?

• How do you measure ROI on marketing programmes?

• Do you help with all aspects of D2C marketing?

• What are your typical rates and typical commitment levels?

• Do you provide marketing and communication services such 
as social media marketing, SEO/SEM, influencer marketing, 
content creation, and more?
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Master the consumer-centric D2C website
Quick. Stop and think about your favourite D2C brands’ digital stores. What do they all have in 
common? Clear brand message. Consistent brand imagery through every shopping touchpoint. 
Clean design. Easy navigation. Strong calls to action. Convenience features like express checkout and 
subscriptions. A great mobile experience. And the list goes on. 

All of these add up to an engaging customer experience. Again, depending on your budget, you can go 
through an internal evaluation to think through branding and messaging, or you can hire a marketing 
agency or consultant to do the work.

If you're going solo, a good way to start is a competitive audit. For instance, take what you’ve learned 
from researching your competitors initially, but then expand on that: What is the competition doing 
on their website to create a great customer experience (or not)? Develop some key features to 
compare, from product catalogues to recommendations ('You may also like...'), search, calls to action, 
customer service, and other areas. 

Also, think outside your own industry to get inspiration from D2C brands you admire. What do you 
love about their sites? Is it the layout? The brand-building storytelling? The shopping experience? Use 
this to think about the broader design landscape of your own site’s potential. 

One D2C website approach that has been a hit with consumers is to make the buying experience 
easier by offering fewer choices. Popularised by Casper, the runaway D2C success in mattresses, the 
straightforward approach focuses on fewer product offerings instead of pages of options. Doing this 
cuts through 'analysis paralysis' and simplifies the process so customers can come to a decision more 
quickly.

We looked for a scalable platform that could offer multiple value 
propositions in different markets, sell multiple products under 
multiple brands to many audiences. We looked at a couple of 
alternatives, and ultimately we decided on Magento Commerce.

Alon Raz 

VP of eCommerce for Strauss Coffee
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Five ways to promote your new D2C brand
It is common knowledge that D2C websites tend to bring a fresher, more casual approach than 
B2B sites, which tend to stay more 'buttoned up' for their audience. D2C is your opportunity 
to be authentic, lighten the tone, and create a more intimate connection with customers. The 
best part is that you can be creative, test ideas, and iterate as you go. 

Here are five ideas to get you started.

1. Tap into social media to find and engage with potential
audiences where they are. Focus on a few relevant
channels that can amplify your brand personality,
educate consumers, and deliver interesting content.

Take the cult beauty favourite Glossier. Their success
started with 500 superfans who shared videos, photos,
and other content across social media, and they have
since grown into a D2C powerhouse. At the time of
their online launch they already had 13,000 Instagram
fans, and by the next day had 18,000 plus.11 The brand
appeals to a diverse range of ages, ethnicities, and
lifestyles, and consumers relate to their no-nonsense,
everyday approach to beauty. Their tagline 'Come as
you are' reinforces that perception.

2. Experiment with video formats and audiences. There
are a host of channels to choose from depending on
the demographic you’re going after, from Twitter to
TikTok to YouTube. (Who can forget the grandfather of
them all, the viral Dollar Shave Club ad, which led to
12,000 subscribers in two days and US$100 million in
revenue in the first two years?)12

3. Gather user-generated video testimonials (among
other formats). There is no substitute for the living
proof provided in the form of trustworthy messages
from your own customers. Even better, this content
takes zero budget to produce.

4. Launch an influencer marketing campaign. These have
spiked in popularity in the past few years because
they’re effective. If you identify product users who are
big believers in your product and a good match with
audience demographics, influencers can help boost
interest and sales.

5. Start an online community to get users to share stories
and feedback. Engagement helps build relationships
and can be mined for testimonials, influencers, ideas
for new products, and more. For example, fast-growing
dog-food subscription brand Butternut Box uses
customers' dogs as their models on Instagram.

We think every woman 
should have the ability to 
be connected through her 
beauty knowledge, opinions, 
products, and routine.

Emily Weiss 

Founder, Glossier

https://www.instagram.com/butternutbox/?hl=en
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Ready to make 
the move?
Launching a D2C webstore alongside your B2B site 
means rethinking your business potential. But it’s 
within reach if you have the motivation, creativity, 
and persistence to make it successful. Many B2B 
companies have jumped into this growing channel 
segment by understanding their market well, 
creating a robust marketing plan, and selecting 
the right commerce platform. Done right, a D2C 
webstore can open up a substantial and reliable 
new revenue stream.

Learn more at magento.com

Done right, a D2C 
webstore can open 
up a substantial new 
revenue stream.

https://magento.com
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Adobe Experience Cloud

Adobe Experience Cloud is the most comprehensive suite of customer experience management 
tools on the market. With solutions for data, content, engagement, commerce, personalisation, and 
more, Experience Cloud is built on the world’s first platform designed specifically to create customer 
experiences. Each product is built on a foundation of artificial intelligence and works seamlessly with 
other Adobe products. And they integrate with your existing technology and future innovations, so 
you can consistently deliver the right experience every time.

Magento Commerce

Magento Commerce is the world’s leading digital commerce platform. With Magento Commerce, you 
can build engaging shopping experiences for every type of customer—from B2B and B2C to B2B2C. 
It’s built for enterprise on a scalable, open-source platform with unparalleled security, premium 
performance, and a low total cost of ownership. Businesses of all sizes can use it to reach customers 
wherever they are, across devices and platforms, including marketplaces. It’s more than a flexible 
shopping cart system. It’s the building block for business growth.
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