
1daVinci The eCommerce Retailer’s Guide to Growing and Scaling a Successful Retail Business 

daVinci 
How to Scale 
your eCommerce 
Business

daVinci Retail

info@davinci-retail.com
www.davinci-retail.com

The eCommerce Retailer’s Guide to 
Growing and Scaling a Successful Retail 
Business 



2 daVinciHow to Scale your eCommerce Business 

How to Scale your 
eCommerce Business
As a digital native, you’re confident in your space — you know how to run your 
online business, your e-commerce store and your purchase order system are 
running like well-oiled machines, and your customers love your product. So what’s 
next? How do you take the next steps needed to compete with more established 
brands? Can you grow while maintaining your cash flow?
 
Taking those steps requires moving out of your comfort zone, and that’s daunting. 
But through effective planning, working with the right people, and using the right 
tools, you can grow confidently and ensure a smooth transition from niche brand 
to retail powerhouse. 
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Inside, you’ll learn:
• The difference between growth and scale, and when to focus on 

one or the other
• The ideal staff structure to meet higher demand
• The tools that empower your team to best serve your customers
• The best path for digital natives to expand into physical retail 

pop-ups 

When we look at retail success stories over the past decade, 
including daVinci clients big and small, we can see there’s 
no one specific plan that’ll do the trick. But there are several 
common tactics and strategies that successful retailers do to 
reach their goals, enough that we can recommend a general 
roadmap today’s digital native should consider as their business 
grows, and then starts to scale.
 
Expand your product offerings. Invest in your team and empower 
them with the right tools. Adopt a multi-channel strategy. This is 
The eCommerce Retailer’s Guide to Growing and Scaling a 
Successful Retail Business.
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Now look at where you are 
today: from that humble beginning 
you’ve built a sustainable business 
with ongoing sales, a digital 
marketing presence, and loyal 
customers and brand advocates.
 
But you can see a tipping point 
coming — soon. Your customers 
are demanding more — more 
selection, more styles, more 
product lines. You’re seeing new 
sales and account registrations 
from all over the country, and 
internationally as well, and 
wondering how well you can 
keep up. Are you buying the right 
product, in the right amounts, to 
satisfy this increasing demand?
 
There can be a fear that this 
increased demand is turning your 
dream into something you didn’t 
intend, and that the business will 
start to overwhelm your passion. 
But it doesn’t have to. With some 
foresight and planning, you can 
grow and scale your business in 
the right way.

The Natural Evolution
of Digital 
Like most digital natives, your online business started with a dream or a great idea. 
Think back to your very first website or online store; it might have been a one-page 
Shopify site, an eBay store or an Etsy page. 
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Meanwhile, “scaling your 
business” means increasing 
revenue without adding more 
resources (or adding minimal 
resources). To follow on the 
above example, what if you 
could sell a wider variety of 
products, but your current 
buying team could handle the 
capacity without hiring any 
team members? You’d make 
more money from sales but your 
overhead would remain the 
same.
 
So you’ve “scaled” — you’re 
offering more, but only your 
profits have increased, not your 
headcount.

When you think about meeting 
new demand and expanding 
your business, the word that 
comes to mind is growth. We 
equate growth with size, after 
all. But in business terms, growth 
has a very specific meaning. 
 
“Growing your business” 
can be defined as increasing 
resources (headcount, capital 
investments, etc.) to your 
business at the same rate as 
you are increasing revenue. 
For example, as a retailer you 
may want to offer a wider 
product line to your customers. 
Whatever you make in revenue 
from sales of these new products 
will be offset by hiring buyers 
to source the products and 
resources to sell it. 
 So you’ve “grown” in size, but 
haven’t made any more profit.  
 

When to Grow, and When to Scale
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Seeing higher profit margins is much more appealing, so scaling should be 
your ultimate goal. But growth is still a necessary step; you’ll need to invest 
people and tools to help you reach beyond your digital beginnings. The key 
is to only add as many resources as you need to scale. 

TIME

$

Revenue

Expenses

Growth Scale

The best way to scale your business is to get more from the resources you 
already have at hand. And the best way to do that is to give your team the 
right tools to do their jobs as efficiently as possible, and maximize your 
investment in them. 

Understanding Growth vs. Scale
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Ready to Make the Leap? 
You can feel your stress levels increasing as demand increases. You’re wearing all 
the hats, after all; planning, buying, marketing, selling. The logical step is to grow: 
To offer your customers greater variety. But you’ll need take some of the burden 
off of your own shoulders, by hiring more people to help you buy more product to 
meet demand.

You’ll also need to invest in more 
technology solutions, to help 
you profile and segment your 
customers more effectively and to 
empower your new team for future 
success. Because as that demand 
increases, you’ll soon realize your 
trusted Excel spreadsheets won’t 
be able to keep up with your 
needs.
 
Any you may also find that, in 
order to really grow your business 
and your brand, you’ll need more 
sales channels. Your e-commerce 
site will only take you so far; there 
are more customers to reach, who 
are demanding new and more 
memorable shopping experiences.
 
Here’s how to get there from here.
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Product depth
The first thing you’ve probably 
already done as an eComm 
business is offering your customers 
product depth. Whatever you 
made your mark by selling, 
you are selling more of it with a 
deeper offering.
 
For example, if you sell women’s 
wool scarves, consider adding the 
following depth to your offers:

• More colors: instead of just 
primary colors, add some 
mixtures or patterns

• More materials: instead of just 
wool, add silk or blends 

• More styles: add popular 
styles like extra-long scarves 
or infinity scarves 

Product breadth
Offering more styles are the 
beginning of product breadth. 
More breadth means expanding 
into multiple categories. Your 
customers are coming to you for 
all of their scarf needs, sure; but 
what else can you sell to keep 
them coming back for more?

• More varieties: Offer men’s 
scarves, not just women’s

• Complementary products: 
Matching hats and gloves are 
a logical choice

Expanding Your Product Offerings

Your customers love you, and they want to buy more from you. You’ve 
given them a pleasant, memorable shopping experience, and they’re 
coming back for more. That means it’s time to expand your product 
offerings to give them more variety of items to choose.
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For the 2018 Holiday Season, Facebook 
teamed up with small, online retailers to 
create in-store pop-up shops at Macy’s 
locations across the United States. 

More than 100 small businesses and 
digital-native brands, who advertise 
regularly on Facebook and Instagram, 
were featured. 

Retailer such as Two Blind Brothers, a 
non-profit producing ultra-soft clothing for 
the blind, relished the opportunity to allow 
customers to touch and feel their products 
for the first time.

BRINGING ONLINE 
STORES TO LIFE
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It’s Time for an 
Investment in Tools 
Looking back at the growth versus scale question, if you’re expanding your 
product offerings, you’re clearly entering a growth phase. 

But all those proverbial hats you’re 
wearing are going to weigh you 
down, and your growth will occur 
at a snail’s pace, if at all, not to 
mention costly mistakes.
 
You’re going to need some help. 
But that doesn’t just mean going 
on a hiring spree; you need to 
make sure your solutions and 
systems are ready to handle 
growth.
 
At this point on your journey, 
you’re likely still using Excel 
spreadsheets to plan and manage 
your buys. It makes sense; Excel is 
well-known and established, and 
the learning curve is short. 
 
But as you grow, Excel’s 
limitations become clear. Too 
much information gets entered, 
and spreadsheets become slow. 
Data becomes siloed, accessible 
only to the person who created 
or entered it; you end up with 
multiple spreadsheets on multiple 
desktops and no single version of 
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the truth. Perhaps more critically, 
because Excel doesn’t integrate 
with your other systems, such as 
your CRM or your purchase order 
system, data needs to be manually 
re-entered multiple times, keeping 
your team occupied in a mind-
numbing copy-paste cycle, and 
increasing the chances of human 
error. And human error in Excel 
can be extremely costly.
 
You’ll find you need more detail 
in your reports, which Excel can’t 
provide — not without additional 
hours of work. And your buyers 
will need more options to visualize 
their assortments, options that 
Excel simply doesn’t have.
 
Investing in right system at this 
point in your journey can save 
you headaches. But it’s important 

to consider the right system, one 
that will be scalable and flexible, 
and will grow alongside you; 
and when you’re ready to scale, 
that same system will empower 
you and your teams to do more 
without adding more staff or 
needing to replace the system 
because you outgrew it. 
 
Scaling means automation, 
investing in a buy management 
system that helps mitigate the 
manual data entry risks inherent 
with Excel spreadsheets, reduces 
repetitive manual work, automates 
manual tasks like reporting, 
roll-ups, and purchase orders, 
integrates fully with your other 
systems to empower your planners 
and buyers to make better, faster 
decisions.
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As your digital business has 
grown, you’re likely not a 
one-person show anymore. 
Your earliest hires were likely 
merchants, but — like most startups 
— you needed them to wear 
multiple hats, just like you. They 
were planning, buying product, 
probably doing some accounting 
and marketing too. 

With your expanded product 
offering and IT solutions in place, 
it’s time to spread out those 
multiple hats to multiple people. 

To help you manage your growth 
effectively, you’ll need the right 
mix of art and science, and that 
means dedicated buyers and 
dedicated planners. Buyers will 
help you figure out that tricky 
balance of what to buy, for what 
stores, in what quantities; planners 
will help you determine the best 
strategies for ongoing revenue 
growth and the right budgets to 
allocate to each product category 
to meet demand.

The Ideal Staff Structure 
for Growing Retailers 
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Your buyers help you determine 
the specific styles that will make 
up your product offering and go 
to market for you to discover new 
styles based on trends, the art. 
They’ll negotiate with vendors 
and make buys for one or more 
product categories, while deciding 
on variety, depth and breadth of 
specific products. Perhaps more 
critically, it’s up to the buyers to 
determine customer demand, and 
determine buy quantities based on 
that demand. 
 
As you grow, you’ll likely need 
to more than one buyer, and a 

head buyer to manage them. The 
head buyer will monitor industry 
trends, setting general direction for 
what the company is buying, and 
approve purchases. This individual 
will collaborate with the head 
planner to make sure that your 
buys are meeting your business 
needs.
 
At this point, you’ll likely also need 
an assistant buyer, someone to 
do the legwork, including data 
entry and reporting, to give you, 
and your head planner and head 
buyer, as much visibility into your 
assortment planning as possible.

Buying is Fun, but Not a One-Person Job. 
Hire Buyers.
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Even with assistants, your buyers 
will eventually feel overwhelmed 
by not just picking the product, but 
the science of quantification. Your 
financial planners are your math 
experts, the ones who crunch the 
numbers and tell you how much 
you have to spend, and on what.
 
As you start out, a single planner 
might well be enough—someone 
to help you set your merchandise 
financial strategy based on your 
goals, create specific plans to help 
you meet those goals, and works 
with your buyer(s) to make sure 
what they’re buying lines up with 
those plans. 
 

As your business grows, you’ll 
need to consider having more 
planners and likely a head 
planner, and one or more 
planners reporting to the head 
planner; the head can remain 
responsible for strategy and giving 
approvals, while the planners 
can focus on creating the specific 
plans for individual product 
categories for each of the regions 
or tiers of stores, working closely 
with the head buyer to keep buys 
aligned with plans.

Math and Finances are Hard. 
Hire Planners.

As you continue to expand, you’ll need an allocator to determine how 
products are allocated to each location. This individual is responsible 
for quantity and timing of individual shipments to stores and needs 
access to planning and buying data to help them determine the right 
product mix to ship. 

Ready for Multiple locations? 
Hire an Allocator.
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Why Brick-and-Mortar 
Retail? Why Today? 
You’ve got the right product mix, the right tools and the right people. Are you 
ready to make the move to physical retail?

The idea of moving into a physical 
space is a daunting one. One 
only need look as far as the main 
street in any town to see more and 
more store closing sales and “For 
Lease” signs in windows.
 
But at the same time, more and 
more ecommerce-first brands 
are investing more in physical 
retail spaces. On the surface, it 
doesn’t seem to add up; after 
all, retail stores are closing, and 
ecommerce sales continue to rise, 
reaching a new high of almost 
$450 billion spent in the United 
States in 2017. In fact, Ecommerce 
sales are expected to grow to as 
much as $700 billion by 2022.
 
The truth is, though, that the $450 
billion spent last year represented 
only 10% of all retail sales in the 
U.S. Physical, brick-and-mortar 
stores are still a cash cow, and 
savvy online retailers are finding 
ways to take advantage of it. 
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In order to stand out in today’s 
crowded retail marketspace, 
brands need to create memorable 
customer experiences across 
multiple channels. If your 
e-commerce business is successful, 
chances are you’re creating a 
strong brand experience on your 
store website as well as digital 
channels like social media, email, 
display ads, a loyalty program 
and more. But that experience 
only goes so far; your customers 
are still going out, still visiting 
other brick-and-mortar stores, 
still valuing the physical shopping 
experience.

Thus the next logical step for 
growing digital native retailers is 
to bring their brands to life in the 
third dimension: A space where 
you can interact, face-to-face, 
with your customers, where they 
can see, feel and try your product, 
and you can gather more data 
about who they are and what they 
like.
 
And as a first step, a pop-up 
shop—a small space, with no 
long-term commitment—can make 
a lot of sense.

The Omnichannel Marketing Experience

Besides simple economics, the reason so many online retailers are testing 
the brick-and-mortar waters is customer experience. 

73% of shoppers use multiple channels 
during their shopping journey 

Consumers who shop on multiple channels 
have a 30% higher lifetime value 
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Pop-up shops were originally 
thought of as a stunt marketing 
tactic, and although that 
perception still exists, sales 
indicate that pop-ups have grown 
far beyond simple marketing 
events. Recent numbers of the 
pop-up shop segment have it 
valued at about $50 billion in the 
United States, and another £2.3 
billion in the United Kingdom.
 
Pop-ups shops first burst on to the 
scene during the recession years 
of the 2000s, as they were a great 
way to take advantage of unused 
retail space. That’s exactly what 
they’re still doing, but there are so 
many more reasons for retailers to 
try pop-up shops:

• Grow local brand awareness
• Expand into new geo-regions
• Launch new seasonal products
• Test local in-market segments
• Sell off excess products
• And more
 

The Pop-Up Shop: Bringing Brands to Life

Are pop-up shops just a fancy event marketing tactic, or have they become a 
legitimate way for digital natives to dip their toes into brick-and-mortar?

SHOPPERS LOVE POP-UPS
When surveyed, shoppers gave the 
following reasons for visiting a pop-up 
shop:

Unique services/products

A fun experience

Seasonal products

Localized products/assortments

39 %

30 %

61 %

36 %
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Founded in 2010, online apparel brand 
Everlane found massive success online, 
and for years management swore it would 
never branch out into brick-and-mortar 
stores. Everlane finally did in December 
of 2017, with a pop-up shop in New York 
City. 

Founder Michael Preysman said that 
the physical space was another way to 
continue spreading the Everlane story. 

Everlane stores have since popped up in 
Chicago and Los Angeles.

POPPING UP 
IN SOHO
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$50 billion 
Value of the U.S. retail pop-up 
shop industry

$1.27 Billion 
Sales at brick-and-mortar 
Amazon stores, 2017

26,200 
Number of people employed by 
pop-up shops in the U.K, 2017

Pop-ups by the Numbers

3,000 
Pop-up shops that appeared in 
London in 2017

For digital natives, especially in 
the fashion space, a pop-up can 
be a great way for customers to 
get a feel for your product, to 
see your fashions in person and 
try them on, and to experience 
your brand values first hand. 
It’s also affordable; a pop-up 
shop, depending on location, 
season and other factors, can 
cost anywhere from $2,000 - 
$10,000 for the life of the event. 
It might seem like a significant 
investment but consider the initial 
start-up cost of close to $100,000 
for a traditional retail shop, and it 
doesn’t seem so bad.
 
In addition, a pop-up shop 
typically takes less than two weeks 
to get up-and-running, while a 
permanent store can take up to 
two months. 
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Retail store closures in
the U.S. in 2017

Not Going Anywhere: A Retail Story

6,700

Value of online sales in
the U.S. in 2018 

$474 billion

Value of U.S. retail sales,
total, in 2017 

>$5 trillion

Not Going Anywhere: A Retail Story

It might seem like a never-ending stream of store closures everytime you go to the 
shopping centre or visit your main street downtown, but the 30,000-foot view 
paints a much rosier picture.
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Regardless, taking the step of expanding beyond digital introduces a whole new paradigm for 
your financial planning and assortment buying. With the right tools and the right people, you’ll 
be set up for long-term success.

A Stepping Stone to Bigger Things 

A pop-up shop can be a great first step as you consider expanding beyond the 
digital-only space. You might find the model works extremely well for you, and 
consider doing more on a regular basis, tying them to events, or partnering with a 
larger retail operation and opening a store-within-a-store. 
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#BuyRight with a Buy 
Management System
The key to scaling your business effectively is leveraging the strengths of your team 
and maximizing their productivity; that, in turn, allows you to maximize profit as 
you expand. 

daVinci’s Buy Management 
System enables you to do exactly 
that. 
 
daVinci automates manual tasks 
like reporting, roll-ups, and 
purchase orders, and its robust 
integration platform allows it to 
communicate with your other 
systems. That means your buyers 
aren’t entering the same data 
multiple times.
 
Furthermore, daVinci provides a 
user-friendly, always-accessible, 
updated-in-real-time central 
database that keeps all your 
data in one place and ensures 
your buyers and planners are 
always working with the same 
information. 
 
That data is key to your expansion. 
With all of the data in the same 
place, updated in real-time, your 
planners and buyers have the 
visibility they need to make better 
decisions—and can make those 
decisions faster than ever.  
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31.7%76%
Almost a third of buyers’ 
time is spent on tasks that 
could be automated. 

Three-quarters of buyers 
say they still use spread-
sheets for buy planning.

72%
More than two-thirds of 
employees would use that 
extra time to do more 
valuable work.

As you expand, daVinci allows you to create buy sheets for each 
channel, such as ecommerce and physical stores, and allows you to 
plan and track buys seasonally.

Perhaps best of all, daVinci’s Buy Management System is an effective 
tool regardless of whether you’re entering your first growth phase, 
expanding operations, or starting to scale. 
 
• As you first look to grow, daVinci can help those multiple-hat 

wearing merchants do their multiple jobs more effectively. The 
central database is an ideal collaboration tool, and daVinci offers 
both planning and buying functionality. 

• As you hire new people with more defined roles, the best practices 
and standard processes established by using daVinci will reduce 
their learning curve and expedite their onboarding.

• As you open pop-ups or physical retail locations, daVinci will 
streamline your planning and buying activities;

• As you look to scale, the data daVinci has collected will empower 
your current buyers to buy more product to sustain your growth 
without adding more buyers

With daVinci’s Buy Management System, your team no longer has to 
focus on data entry, doing the same thing over and over and worrying 
about copying the wrong formula into the wrong field. Instead, 
your people can focus their core competencies: analyzing trends, 
determining the right product mix, and getting your #BuyRight.

A Solution that Scales with Your Business.
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