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Introduction

Congratulations! You have officially taken the first step 
towards internationalising your webshop! There must be a 
great reason to why you have chosen to download our get-
started guide; and now you are probably curious about 
what’s next!  

Too many European webshops have no or only little sales 
outside their home markets. But you can learn a lot of the 
mistakes made by the online export ‘pioneers’, and this 
guide will highlight some of these learnings. 

If you have already joined the ranks of international 
webshops you are, of course, equally welcome. Maybe you 
are in need of some fresh inspiration or solid advice that 
can take your international sales to the next level? 

This is a practical guide that can be read from start to finish. 
You can also choose to skip directly to the sections in the 
guide that are most relevant for you and your business. 

In this guide, you will receive guidance and 
recommendations. Our goal is to answer a number of your 
questions and for the guide to be the kick-start you need in 
order to succeed internationally. Best of luck!
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MakesYouLocal is an international business with 
approximately 45 employees and offices in Copenhagen, 
Stockholm and Vilnius. We help webshops succeed abroad 
and since our launch in 2010 we have worked with 
approximately 400 international e-businesses. At 
MakesYouLocal, we work with pre-launch strategy analysis 
and market selection, but predominantly we are specialists 
in running our customers’ webshops including translation, 
daily marketing efforts and customer service. 
MakesYouLocal covers the Nordic and the Baltic Countries, 
where we have our own base of employees that serve the 
needs of a number of e-businesses on a daily basis. 
Through our partnerships, MakesYouLocal is represented 
locally in 15 countries all over Europe as well as the US. 
Read more about us here: www.makesyoulocal.com. A 
team of e-commerce specialists has developed this guide 
based on years of experience.  Please feel free to contact 
us (you can find our contact information in the end of this 
guide).

About 
MakesYouLocal
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Some e-businesses are thinking internationally from the 
very beginning, while others end up in an international 
effort almost by chance and with no particular or detailed 
strategic plan. Regardless of why you are here you should 
ask yourself: Why do I want to launch an international 
webshop? 

We’ve gathered some examples that might answer the 
question: 

'I’m ready for an international launch because my webshop 
is well-established and profitable in my home market. I also 
receive a number of requests from international clients 
where the demand for my products is high. An initial 
analysis shows that the business could be competitive and 
profitable on the new market as well, and I know I can do it 
better than my competitors.’ 

'I thought my home market was too small considering 
number of potential costumers. With a strong niche and 
brand my potential for finding new customers abroad is 
good.'  

'We found a good contact that could help us in Finland. 
Initially, it happened almost by chance, but as it turned out 
we were right on point and from there we could rapidly 
scale the business.' 

Why Launch an 
International 
Webshop?
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Consider This! 

If sales are slow in your home-market and your webshop is 
not cost-effective as it is today, this is probably not the right 
time for an international launch. A new market calls for 
expertise, time and persistence. This is regardless of which 
country you are launching in. Your home market should 
always be the foundation for all further growth, and if the 
foundation isn’t steady enough, internationalising the 
webshop will prove a difficult task. 

If you choose to proceed, keep in mind that an 
international launch is going to cost you financially, but will 
also provide you with an international market and the 
possibility to establish sales to new costumers as well as 
building relationships with new partners in the field.  

1. Why do you want to launch an international webshop? 
Have a clear answer to the question and make sure it is 
based on facts, rather than instinct. 

2. Get an overview. Which competences do you have? 
Which ones are you missing? 

3. Calculate everything.  Assess whether you have the 
perseverance and the resources necessary for 
launching on a new market. 

Three Solid Tips
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Whether you have built your own e-commerce platform or 
bought/rented one, you should investigate if your technical 
platform has the features you need to launch your 
webshop in other countries. For instance, does it support 
different currencies and languages? And how to deal with 
discount codes when a number of currencies are in play? 
You will also need stock- and order systems that secure 
efficient and streamlined processes and minimize the risk 
of mistakes. Return shipments from international customers 
can quickly eat away at your budget, so its a sensible thing 
to try to minimise order flow errors on the get-go. 

The majority of e-business owners are not technical 
developers with advanced system knowledge, but rather 
retailers with marketing and sales expertise. Getting an 

overview of the exact needs and requirements for your 
internationalisation can prove a difficult task. What seems 
like an excellent idea in the beginning might not be so in 
the long run since unforeseen needs emerge as you enter 
an internationalisation process 

Consider This! 

Choosing the right e-business platform from the start is 
tricky. You will be presented will an abundance of options 
at several different price levels. Our general advise is to try 
not to get overwhelmed by technicalities and the varying 
functions of the platform. A well-functioning platform is a 
basic requirement, but generating traffic and offering 
attractive products in your webshop should never give way 
for technical functionality. In other words, if customers 
aren’t able to find your webshop, there will be limited sales 
potential (and smart technical features will be of little 
importance).

Your IT 
Infrastructure - 
Get Ready for 
International 
roll-out 
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Many e-business owners start with a smaller platform. If the 
platform covers your most basic needs it’s easier for you as 
a business owner to focus on generating traffic and closing 
sales. You always have the choice of expanding and 
optimising, but don’t forget about traffic and sales! Also 
note that changing platforms later can result in a decrease 
in organic traffic, so there are a number of challenges that 
need to be taken into consideration.  

1. Make a list of what you need here and now. What is 
important when it comes to technical functionality?  

2. Ask other e-business owners for advice. What are their 
experiences and which solutions do they think would 
suit your needs?  

3. Choose a flexible platform. Your needs might change 
over time. 

Three Solid Tips
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So should you pick a new market to launch on based on 
your instinct, your 'gut feeling' or on cold, hard facts? There 
are many examples of e-business owners that have 
reached success based on good instinct and common 
sense.  Though there are at least as many examples of 
disaster launches and half-hearted approaches that did not 
go as planned because crucial details were overlooked or 
rushed in the process. 

Income Per Order (IPO) 

A way of assessing whether a market is interesting or not is 
to perform the calculations in the sheet below. Which 
expenses are you likely to have and how substantial can 
your earnings become?  Will it be possible to run a 
profitable business or are there obvious obstacles that 

make a certain market uninteresting? Please note that the 
figures in the sheet are just guidelines. For a more realistic 
picture of you business’ profitability, we recommend that 
you make your own calculations. 

Which Markets 
Fit Your Business 
- And Why?
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Per Order value in EUR Germany Denmark Norway

Avg. order value incl. VAT 100,00 EUR 125,00 EUR 140,00 EUR

+ Shipping costs 0,00 EUR 5,00 EUR 4,00 EUR

- VAT 19,00 EUR 32,50 EUR 36,00 EUR

- Import taxes 0,00 EUR 3,50 EUR 7,00 EUR

- Shipping costs 8,00 EUR 6,50 EUR 13,00 EUR

- Cost of goods 55,00 EUR 68,75 EUR 77,00 EUR

- Packaging material 0,50 EUR 0,50 EUR 0,50 EUR

- Payment fees 2,75 EUR 2,60 EUR 2,88 EUR

- Warehouse costs 2,00 EUR 1,50 EUR 1,50 EUR

- Return handling 6,00 EUR 2,00 EUR 3,00 EUR

- Customer service 1,25 EUR 1,00 EUR 1,25 EUR

Income Per Order (IPO) 5,50 EUR 11,15 EUR 1,87 EUR



'I think e-commerce owners will realise that 
their expenses are the same as for physical 
shops, they just look different. The money 
saved on not having a physical store will 
have to be invested in logistics and 
marketing; and it usually ends up being just 
as costly as renting an actual store location.' 

Martin Nordin, Director Fenix Outdoor
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Cultural Differences 

'They’re kind of like us, let’s do it the way we always have'  
is an example of a common rookie mistake and attitude 
among e-business owners looking to expand to new 
markets. There are more than 740 million people living in 
Europe. There are obvious similarities between the markets 
and populations, but also important differences that should 
not be overlooked.  

It is always easier to start operations in a market similar to 
your own; for instance there are definitely more parallels 
between Germany and Austria than, let’s say, Sweden and 
France. 

In the section about localisation, we emphasise the 
different aspects to focus on when launching on a new 
market. Want to read more right away? Jump to section 6! 

Geographical Distances 

Many products are fitted for international e-commerce. If 
you are successful in keeping the return shipment-rates 
low, several different markets can be of interest. This being 
said, geographical distance can limit your possibilities on a 
new market. It is important to always analyse what it will 
take to be able to compete with local businesses. If your 
international customers are expecting delivery within 2 
days, and you need 4 days, this will affect your sales 
considerably.  

Consider This! 

Why would a German customer choose a webshop in 
France if a local shop can offer next-day delivery, has Sofort 
Überweisung as a payment method and lists sales- and 
return conditions in German on site? If you know you can 
offer better services than your competitors within several 
different fields, you should consider continuing the 
internationalisation process!
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1. Calculate all cost for the new market – what will it take 
to become profitable?  

2. Perform a thorough analysis of the market of interest. 
Investigate the facts regarding competition, prices and 
marketing. Do this before you launch – if it’s too big a 
challenge to do alone, consider seeking help from 
others with experience and expertise. 

3. Set up a realistic business case for the new market and 
make a list of the benefits you offer your costumers 
compared to the the strongest, local competition.

Three Solid Tips
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Localising your webshop is one of your most important 
tasks when launching internationally. It is crucial to know 
your costumers’ needs and take them into account 
regarding delivery, payment and customer service. In the 
following chapter we will focus on different business areas 
that we know are extra important for a successful 
conversion rate. If you are able to build trust and grant a 
professional impression when international costumers are 
visiting your webshop, your chances of sales increase 
significantly.  

Language, Translation and Tone of Voice 

Imagine the following scenario: Two webshops are selling 
the same product at approximately the same price. One 
shop is written in your local language and the other one is 
in English. In the first shop you are able to read and 
understand everything — you know who delivers your 
order, how payment works and what to do if you regret 
your purchase. The second webshop is written in English. 
In this scenario, many costumers would chose their 'local' 
webshop. 

This is how your international customers reason regarding 
language and translation. They tend to chose what seems 
the most reliable and what feels 'safe and secure'. 

How you chose to handle your translations is a strategical 
decision. Running your international webshop in English 
can work just fine, but a correct and professionally 
translated webshop is always advised since it creates more 
credibility. 

What is 
Important 
When 
Localising Your 
Webshop?
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Local Delivery Services 

An an e-business owner, it is important to control how your 
deliveries are being carried out. For instance – is it possible 
to track the order all the way? Several different couriers 
and complicated processes can give your costumer a 
negative buyer’s experience. 

If you are planning to launch internationally but still have a 
small volume outside of your local market, you probably 
don’t have the best starting point when negotiating with 
possible couriers. Consider collaborating with other, 
smaller e-businesses to increase shipment volumes and 
possibly improve your terms of agreement. Most couriers 
are able to offer a better deal with an increased volume. 

Every additional European market you consider launching 
in also requires careful consideration of which couriers that 
your new costumers are expecting to choose between in 
your webshop. 

Local Payment 

A great number of online shoppers will cancel their order if 
a certain method of payment isn’t available at check-out. 
There are also considerable differences between the ways 
in which costumers from different European countries 
prefer to pay.  Deciding which payment methods you offer 
are important on your new market and should always be a 
crucial consideration pre-launch. A good idea is to consult 
experienced providers of payment solutions in your home 
market to get insight and advice on the subject.  
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Handling Returns 

Sometimes a delivery doesn’t go as planned or the 
product doesn’t live up to the customer’s expectations and 
needs to be returned. Most costumers research the 
possibilities of return before placing an order in your 
webshop, and are likely to look for a local return address. 
It’s crucial to investigate whether your new market of 
interest has a return process different from the one that you 
are used to from your home. Are your competitors able to 
offer a simpler or more attractive return policy than the one 
you had in mind? 

The same applies to free shipping and returns since these 
aren’t always offered by standard. Investigate what   
applies for your market in mind. In Germany, for instance, 
webshops have a higher percentage of returns than most 
European markets, so this should be taken into 
consideration when setting your budget.  

Sales and Delivery: Terms & Conditions 

Your terms & conditions (and everything else related to 
purchases) in your webshop are of utmost importance 
when it comes to creating credibility. How are your returns 
handled and are you responding to customer service 
questions within a reasonable time? Ideally, customers are 
able to find exactly what they are looking for in your 
webshop, but in order to make a purchase they also need 
to have confidence in you as a business. You can earn trust 
through transparency and being extra clear regarding your 
terms for purchase and delivery. 
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Consider This! 

One of your most important strategic decisions will be to 
which extent you wish to adapt and localise your webshop 
to the new market. Up until now, we have only focused on 
the most important areas that need to be considered. 
Apart from these, there are several other factors that will 
effect your conversion rate, depending on your business 
and niche. The trust of the costumers will always be vital to 
sales.  

1. Whether you chose to translate everything or just parts 
of your website, make sure it’s done in a professional 
and correct way. 

2. Be aware of your biggest competitors and the market’s 
influence on your income per order (IPO). 

3. Use your conversion rate to evaluate if your webshop is 
perceived as safe and professional by your 
international costumers.
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One of your most important tasks is to generate traffic for 
your webshop. If your goal is to have 100, 1000 or 5000 
orders each month, it’s relatively easy to count 'backwards' 
and see how much traffic is necessary to reach this number.   

A great rule of thumb is to take the conversion rate from 
your home market and reduce it by 1/3. It could be, for 
instance, from 3% to 2% since we often experience lower 
conversion on the new market due to less brand 
awareness, etc. 

With a conversion of 2%, it will take 5000 visitors to 
generate 100 orders. Attracting the right visitors is an 
important task that requires daily focus.  

Consider This! 

It’s almost impossible to do everything and to do it well. Try 
to focus on what you’re best at and seek assistance with 
more challenging or complicated tasks. 

Invest in localisation and create credibility before you start 
marketing your webshop. Visitors that don’t experience a 
sense of security in the webshop will not go on to become 
customers, and therefore your marketing budget will be 
wasted without creating revenue. 

If you seek assistance from experts initially, you can get 
sales up and running faster and focus on improvement and 
optimisation as you go. 

How Do You 
Handle Daily 
Operations in 
Your Webshop?
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How To Get Started – And Where to 
Start? 

At MakesYouLocal we’ve had the pleasure of collaborating 
with many different businesses in many different phases of 
the internationalisation process. Challenges that reoccur 
are 'how to optimally prioritise the tasks?' and 'how to get 
started?'. 

The first step is making (or getting help making) a 
roadmap. This, by no means, has to be a lengthy and 
complicated document but rather a practical 
implementation plan that covers everything that needs to 
be done in order to launch a secure and properly localised 
webshop on the new market. 

It’s hard to give 'one size, fit-all' advice regarding 
webshops. Instead you should make use of a method and 
structure that gives you a professional approach to the 
project. Doing this improves your chances of a successful 
business while minimizing the risk of realising that you’ve 
forgotten something later in the process. 

In the following section we will, nevertheless, share a 
compilation of our best advice on how to get started. View 
this as inspiration and a checklist rather than a finished 
mold. If you are in need of a more customised plan for your 
project, you are always welcome to contact us. 
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Step 1: Decide - To Go Live in a New 
Country 

Congratulations, you’ve decided to go international. It will 
be a challenging and exciting journey. Take some time to 
investigate which market you’re interested in. Is it possible 
to put together a good decision base that can make your 
webshop profitable in the long run? Also, try to get an 
understanding of your customers expectations together 
with a sense of your competitors and what they can offer. 

Step 2: Localise - In the New Market 

You’ve chosen one or several new markets to launch in. 
You’ve created a roadmap and know approximately which 
sales numbers you need in order for the launch to be 
successful. Next step should be focusing on what is 
necessary in order to create a safe and secure buyer’s 
experience. In chapter 6 we have mentioned several 
aspects to consider to get started on this task. Getting local 
knowledge of the new market can take time so it’s a good 
idea to consult someone that knows the market better than 
you do. Time and resources saved now will make your job 
easier in the future. 

Step 3: Optimise – And Improve Your 
Business 

Your webshop is localised for the new market and appears 
as a local shop that is competitive in relation to local 
businesses. It’s important to get this confirmed. Use some 
time on making sure you meet the conversion rate 
estimated in your budget and if it’s not yet been reached, 
put effort into optimising your shop.

Your To-Do List 
Before 
International 
Launch 
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This is also a good opportunity to make sure that processes 
for customer service, delivery and returns work according 
to plan.  

Step 4: Grow - Create Revenue and 
Positive Results 

When your webshop has been optimised and is converting 
on a satisfactory level, it is time to grow.  

To create a profitable webshop, the first thing you need to 
focus on is revenue. You might have calculated a break-
even point in your budget as a first marker of success and 
you have reserved funding in the marketing budget. But 
how do you do online marketing across borders? 

We found a lot of inspiration in the Growth Hacking 
methodology, when we developed the solution we use 
when doing marketing for our clients.  

Step 5: Succeed - Optimizing and New 
Goals 

Your webshop is profitable, traffic is stable and you’re 
reaching your growth goals. Now is the time to get to the 

next level and set new goals. This can also be a good time 
to consider launching on a new market.  

By reusing the same methods and structure, you have a 
good chance of repeating the success in a new country. At 
the same time, this could be a good time to evaluate 
whether your current setup can be optimised seen in the 
light of higher volumes and broader market-experience. 
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Contact  
MakesYouLocal

At MakesYouLocal we help e-business owners in all phases of the internationalisation process. We are always curious to get 
to know you and your challenges and you are welcome to contact us for a non-commital chat. 

Donatas Gudelis 
donatas@makesyoulocal.com 

+370 693 37 346

Read more about us and see how we can help you at www.makesyoulocal.com.  

Good luck with your international launch!
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