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Introduction

Commercial printers today face a new reality: customers expect to order and personalize
print products online, just as they do everything else in the digital age. Whether it’s B2B
clients looking for consistent, brand-aligned collateral or consumers shopping for event
invitations, having a smooth eCommerce experience is no longer just a competitive
edge—it’'s a baseline expectation.

Yet the prospect of moving a traditionally offline service onto a website can be daunting.
What products should you offer first? How do you integrate online orders into your existing
production workflow? How do you ensure a positive customer experience while keeping
costs in check?

This guide lays out a practical, step-by-step roadmap to help Print Service Providers
(PSPs) answer exactly those questions. Each section walks you through a critical
milestone, from defining your vision and clarifying what success looks like, to selecting the
right technology and marketing your new storefront. If you need more depth on any given
topic—product visualization, integration best practices, or user experience design—you’ll
find links throughout to additional resources and blog posts.

Our mission is simple: give you a clear, actionable framework to plan, launch, and measure
the results of your eCommerce project. By following these steps, you'll not only open up

a fresh revenue stream for your printing business, but also future-proof it for the rapidly
evolving needs of modern customers.
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Step 1. Envision and Define Success

Why This Step Matters

Before diving into the day-to-day tasks of setting up an online storefront, you need
absolute clarity on why you're going online and what you plan to achieve. Whether your
main goal is to expand your customer base beyond local reach, drive higher-margin sales
through premium finishing options, or simply keep pace with competitors, aligning these
objectives from the start will serve as a compass for every subsequent decision.

Goal

e Establish a clear, concise vision for your eCommerce channel—one that everyone
on your team can rally behind.

e Translate broad aspirations (e.g., “Increase sales” or “Offer 24/7 ordering”) into tangible
success metrics (e.g., number of online orders per month, average order value, or
conversion rate).

Activities

Internal Brainstorm or Workshop

e Bring together a small cross-functional team (owner, marketing strategist, sales
manager, print production lead) to share perspectives on what “success” looks like.

e Use guiding questions: “How do we want to be perceived by our customers online?”
and “What value do we expect from eCommerce that we don’t currently have?”.
5 questions to ask when planning web-to-print integration.


https://customerscanvas.com/blog/2019/12/02/Questions-to-ask-when-planning-your-web-to-print-integration?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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Customer and Market Input

e |f possible, gather insights via short surveys or informal conversations with loyal clients
to confirm what they would like to order online.

e Consult industry benchmarks to validate your assumptions about growth potential or
new markets.
KPIs Identification

e Narrow down your metrics to three or four that truly capture your goals—e.g., “We aim
for a 10% increase in overall sales within the first 12 months.”

e Assign accountability: who will own and report on each KPI?

Deliverable

e A short Vision Statement (Y2 page at most) defining your project’s purpose
and success criteria.

e Success KPIs (Key Performance Indicators) capturing essential metrics such as
conversion rates, average order values, and repeat purchase frequency.

By solidifying your core objectives now, you'll have a strategic north star guiding

you through the complexities of launching (or optimizing) your online print channel.
When you'’re ready to evaluate your progress down the line, this vision becomes your
benchmark—helping you see what worked, what didn’t, and where to focus your ongoing
improvements.

Need more details on measuring results and ROI for web-to-print?
Read the white paper.


https://customerscanvas.com/white-papers/2025/04/08/w2p-measuring-roi?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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Step 2. Assess Readiness
and Resources

Why This Step Matters

Before you commit to an online sales channel, it’s crucial to understand how prepared your
organization is—financially, operationally, and technically. A clear-eyed assessment of your
current infrastructure and team capabilities will help you identify where the gaps lie and
how to fill them, whether that involves bringing in new talent, upgrading equipment, or
adjusting workflows.

Goal

e |dentify strengths and weaknesses in your existing setup—technology, staffing,
workflow—so you can address potential issues before launch.

e Create a realistic plan for bridging these gaps using budgeted resources, either from
within your company or through vendor partnerships.

Activities

Map Your Current Workflow

e Document each step from customer inquiry to shipping—what’s manual, what'’s
automated, and who is responsible.

e |dentify potential bottlenecks for online orders (e.g., file approval process, color
proofing, shipping logistics).
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Conduct an Internal Audit

e |Interview key stakeholders (production manager, IT lead, etc.) to highlight specific pain
points and skill gaps.

e Gauge staff readiness to take on new responsibilities like managing an eCommerce
storefront or designing product templates.

Set up Budget and Funding Strategy

e Estimate startup costs (software licenses, integration fees, new staff hires, hardware
upgrades).

e Consider whether additional financing or strategic vendor partnerships might be
necessary.

Deliverable

e A Readiness Checklist that captures your existing systems and potential vulnerabilities
(e.g., web development skills, print production capacity, fulfilment processes).

e A Resource Plan outlining budgets, personnel, or outside consultants you’ll need
to ensure a smooth eCommerce rollout.

By systematically evaluating your current resources, you'll have a blueprint for tackling any
gaps head-on—ensuring you're well-prepared for the operational demands of an online
sales channel. This step is crucial to avoid slowdowns or surprises further along in the
launch process.

Looking for tips on integrating your new storefront with existing systems?
Check out our resources on Integrations to see how PSPs handle everything
from CRM connectivity to production scheduling.


https://customerscanvas.com/blog/2021/09/22/integration-services?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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Step 3. Craft Your Online Product
Strategy

Why This Step Matters

Your eCommerce channel succeeds when you offer the right products with the right
personalization level for your audience. By focusing on high-demand items first and
outlining how users can customize them, you ensure both profitability and a streamlined
production process.

a. Perform Market and Customer Research

Goal

Pinpoint which print products resonate most with your target market—e.g., recurring
corporate stationery, consumer-oriented photo books, or event invitations.

Activities

e Analyze sales records to find your bestsellers.

e Run a quick customer poll to validate which items they’d like to order online.

Deliverable

A prioritized list of initial SKUs to launch online, based on profitability, ease of production,
and market appeal.
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b. Create a Product Catalog and Map
the Customer Journey

Before detailing your personalization strategies, take a moment to visualize how customers
will discover, customize, and purchase your offerings. This helps you see the entire
ordering process through the eyes of your end users.

Goal

Plan your online catalog structure so that customers can easily find products, preview
them, and navigate various options.

Activities

Catalog Setup
e Use existing inventory data to group products logically by category, occasion, or style.

e Reference How to Create an Online Product Catalog for best practices in organizing
and showcasing diverse offerings.

Customer Journey Mapping

e Sketch a flowchart showing all user interactions: picking a product, choosing a design
method, adding to cart, checking out.

e Check out Customer’s Journey on Website for inspiration on guiding customers
seamlessly.


https://customerscanvas.com/blog/2021/10/28/customers-journey-on-website?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
https://customerscanvas.com/blog/2022/01/25/how-to-create-online-product-catalog?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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Deliverable

e A catalog structure or hierarchy (e.g., “Business Cards - Classic, Premium, Eco-
Friendly”), ensuring each category is easy to browse.

e A customer journey diagram outlining each step users take (from product selection to
checkout), identifying key touchpoints and potential friction spots.

c. Determine Customization Methods

Goal

Decide how customers will personalize each product, striking a balance between user
convenience and your production capacity. Learn more about personalization methods.

Activities

Survey Existing Customers’ Needs

Ask repeat clients which customization features they actually want—are they comfortable
designing from scratch, or do they prefer quick template edits? Use online polls or short
follow-up calls to gauge actual demand before investing in advanced personalization tools.

Analyze Competitor Offerings

Investigate how other PSPs or online printers present customization. Identify gaps in
their approach—for example, if no one offers preflight checks for user-uploaded artwork,
positioning it as a unique selling point. follow-up calls to gauge actual demand before
investing in advanced personalization tools.


https://customerscanvas.com/blog/2020/05/26/diversity-of-product-personalization-workflows-in-modern-web-to-print-projects?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales

[ Customer’s Launching Your Online Print Sales Channel: A Step-by-Step Guide | 1
Canvas

Deliverable

A simple “Customization Matrix” mapping each product to one or more personalization
paths:

e Upload Ready Artwork: Customers supply their design; you run automated preflight
checks.

e Modify Templates: Offer user-friendly templates for consistent branding or quick edits.
Read more about templates in web-to-print.

e Design From Scratch: Provide a robust editor for advanced users craving full control.

e Complex Workflows: Multi-page products, variable data printing, or phased approval
processes.

Pro Tip: Start small. Limit your initial eCommerce offering to a few core products and
straightforward customization flows. Once your customers show interest (and you've
ironed out any operational kinks), you can expand your catalog and introduce more
advanced personalization features.
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Step 4. Select and Integrate Your
eCommerce Tech Stack

Why This Step Matters

Once you've outlined your products and personalization approach, you need the right
technology to bring it all online. This includes an eCommerce platform for the storefront
and a web-to-print solution that handles orders, design previews, and seamless data
flow into your existing production systems. Choosing and integrating these tools correctly
prevents costly bottlenecks and ensures a professional experience for end users.

Goal

e Choose an eCommerce solution (e.g., Shopify, WooCommerce, or a specialized web-
to-print platform) that aligns with your budget, scalability needs, and design goals.

e Plan smooth integration with order management, MIS, or fulfillment systems so that
once an order is placed, it can automatically progress through prepress, printing, and
shipping with minimal human intervention.

Activities

Research and Short-List Platforms

e Weigh out-of-the-box eCommerce plugins (e.g., Shopify) versus more advanced
or custom web-to-print solutions.

* Prioritize solutions supporting robust template editing, real-time previews, variable
data, or multi-page products as needed.

e For deeper insight, see Choosing an Optimal W2P Solution or Hosting Options.


https://customerscanvas.com/blog/2020/11/17/choosing-optimal-w2p-solution?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
https://customerscanvas.com/blog/2020/09/30/hosting-options?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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Plan Key Integrations

Map how data flows among your eCommerce site, internal MIS/ERP, and any shipping
or accounting software.

ldentify which tasks can be automated—Ilike generating shipping labels or updating
customers on job progress—to reduce manual effort.

Check out Integration Services for common scenarios and best practices.

Conduct Security & Compliance Check

Investigate whether your chosen eCommerce or web-to-print solution has built-in
compliance modules (GDPR-ready forms, SSL by default).

Internal Policy Alignment: Coordinate with your legal or compliance team to ensure your
shipping, returns, and data-handling processes meet any relevant local regulations.

Validate Your Workflow with a Trial

Consider running a small “dry run” with a limited product set to confirm if the storefront,
web-to-print functions, and back-office systems communicate properly.

Collect feedback from internal stakeholders who process orders, track inventory, or
handle customer service.

Deliverable

A Platform Comparison Matrix listing at least 2—-3 potential solutions
(with costs, features, pros/cons).

An Integration Blueprint that diagrams how orders move from your online storefront
to production and delivery.

A Security & Compliance Checklist covering SSL certification, privacy policies, payment
handling, and data retention protocols.


https://customerscanvas.com/blog/2021/09/22/integration-services?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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Step 5. Implement and Test the
Customer Experience

Why This Step Matters

Even the most robust platform and product strategy can fall short if customers find the
actual ordering process confusing. Before fully launching, it’s critical to test how users
navigate from product selection through personalization and payment to ensure a smooth,
intuitive experience.

Goal

e Build a functional prototype or beta version of your eCommerce storefront.

¢ |dentify and fix usability or technical issues during a controlled pilot before scaling up.

Activities

Create a Minimal Viable Storefront (MVS)
¢ Include at least one or two flagship products in the online catalog.

e Configure your personalization editor for the simplest use cases first.

Pilot with a Controlled Audience
e |Invite trusted clients or internal staff to complete real orders at discounted rates.

e Gather feedback on layout, load times, design clarity, and final output.
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Iterate Rapidly

e Fix any checkout snags, shipping errors, or color mismatches discovered.

e Confirm that production staff can handle incoming orders without confusion
or manual rework.

e Document best practices and finalize standard operating procedures (SOPs)
for customer support.

Deliverable

e A Pilot / Beta Site with a small product set, real sample orders, and limited user access.

e A Test Report detailing user feedback, discovered bugs, and required improvements.

Pro Tip: Keep communication open with pilot users. Even simple feedback—"I didn’t
see the button for uploading my image”—can highlight critical improvements that
ensure a seamless experience at scale.
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Step 6. Go Live and Market Your Store

Why This Step Matters

After your pilot phase, it’s time to open the doors to a wider audience. A well-orchestrated
launch ensures you capture attention early, meet initial demand smoothly, and gather
valuable feedback from real customers. Promoting your online storefront effectively can
help you expand beyond traditional local reach and position your brand as a modern,
customer-centric print provider.

Goal

e Transition from pilot to full deployment with confidence in your storefront’s
performance.

e Drive awareness and traffic to your new online channel, ensuring a steady flow of
orders to validate your eCommerce model.

Activities

Finalize Storefront Enhancements

e |ncorporate lessons from pilot feedback—streamline navigation, clarify product
descriptions, or add more help text for complex configurations.

e Double-check shipping settings, pricing logic, and mobile responsiveness before
going live.
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Coordinate a Launch Event

e Send out newsletters or direct mail with promo codes to existing customers,
announcing online ordering.

e Consider a limited-time discount or introductory product bundle to encourage early
orders.

e Reference How to Create an Online Product Catalog for showcasing your offerings
effectively.

Execute a Multi-channel Marketing Plan

® Engage on social platforms (LinkedIn for B2B, Instagram for consumer products, etc.).

e Use targeted ads or search optimization to reach new audiences.

Monitor Early Results and Adjust
e Track customer behavior in real time—bounce rates, dropout points, top products.

e Host daily or weekly check-ins with your team to tackle any emerging issues
(shipping delays, user confusion, system hiccups).

e Maintain open channels for customer feedback and address concerns quickly,
solidifying trust and loyalty.

Deliverable
e A Launch Timeline and Marketing Calendar detailing key promotional activities
(social media, newsletters, special offers).

e A Post-Launch Monitoring Plan for tracking early-stage performance
(conversion rates, cart abandonment, feedback reports).


https://customerscanvas.com/blog/2022/01/25/how-to-create-online-product-catalog?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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Step 7. Measure and Optimize

Why This Step Matters

Launching your online sales channel is only the beginning. To truly reap long-term benefits
and sustain profitability, you need ongoing measurement and iterative improvements. By
analyzing how customers interact with your site, which products they buy, and where
friction occurs, you can fine-tune your offerings and processes for continuous growth.

Goal

e Monitor key performance indicators (KPIs)—like conversion rates, average order value,
and repeat purchase frequency.

e Refine your strategy and make data-driven adjustments to boost ROI, customer
satisfaction, and operational efficiency.

Activities

Set Up Analytics and Dashboards
e Use Google Analytics (or similar) to track site visits, bounce rates, and time on page.

* Integrate eCommerce analytics for visibility on top-selling products, cart abandonment
points, and user demographics.

e Check out Measuring Efficiency in Web-to-Print for insights on linking metrics to
performance.


https://customerscanvas.com/blog/2020/11/30/efficient-web-to-print?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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Gather Customer Feedback
e Send follow-up surveys or incentives for reviews on completed orders.
e Collect suggestions on new product ideas or personalization features.

e Integrate tools like NPS (Net Promoter Score) to gauge loyalty.

Iterate and Enhance

e Prioritize quick wins (e.g., clarifying product descriptions or improving image uploading)
to reduce friction.

e Revisit your product catalog, bundling popular items or introducing advanced
customization for top sellers.

Plan Future Expansion

e Explore additional product lines like wide-format signage, specialty packaging,
or promotional items. Consider offering services such as variable data printing or
subscription-based printing to broaden revenue streams.

e Once you've validated success in your current segment, evaluate expanding into B2C (if
you mainly serve B2B) or forming B2B2C partnerships. This might involve new shipping
strategies, marketing efforts, or compliance considerations for selling beyond your
usual reach.

Deliverable

e A Performance Dashboard displaying your main KPIs, updated monthly or quarterly.

e An Improvement Log that tracks identified issues or opportunities, alongside actions
taken and results.

Pro Tip: Conduct periodic “post-mortems” after large promotional periods or seasonal
spikes. Document what went well, what bottlenecks emerged, and how you’ll address
them before the next busy season.
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Common Pitfalls & How to Avoid Them

Launching a web-to-print eCommerce channel is a multifaceted project that demands
careful coordination across technology, operations, budgeting, and marketing. Below are
some of the most common pitfalls printers encounter and practical strategies to keep your
initiative on track.

No Single Owner or Vague Responsibilities

e |ssue: When everyone is partially responsible, no one is fully accountable, leading
to missed deadlines and confusion.

e Mitigation: Assign a project owner or champion with decision-making authority.
Map responsibilities clearly (via a RACI matrix or org chart) to ensure every task
has a clear owner.

Rushing the Product Selection

e |ssue: Offering too many products at once or choosing complex SKUs can create
fulfillment bottlenecks and overwhelm new users.

e Mitigation: Start with a focused product lineup that’s easy to manage. Validate
customer demand and streamline your production process before expanding.
Overestimating Production Capacity

e |ssue: Accepting large or complex orders that exceed internal resources leads
to delays, refunds, and unhappy clients.

e Mitigation: Sync your eCommerce channel with real-time capacity data. Set realistic
turnaround times, track inventory levels closely, and establish processes for rush
orders to avoid resource overload.


https://en.wikipedia.org/wiki/Responsibility_assignment_matrix

[
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Underestimating Marketing & Promotion

Issue: Launching an online storefront without a promotional plan can result in few
visitors and minimal sales.

Mitigation: Create a marketing calendar (email campaigns, social posts, targeted ads).
Publicize your new capabilities to existing customers and prospects via newsletters
and in-store signage.

Ignoring Staff Training & Buy-In

Issue: Production staff or sales reps may view the eCommerce initiative as a threat
or an afterthought, leading to poor execution.

Mitigation: Communicate the vision clearly—explain how online ordering can reduce
busywork, free up resources, and help the company grow. Provide training sessions
on new workflows or software.

Skipping Thorough Testing

Issue: Launching without a pilot phase risks site glitches, design errors, or color issues
that frustrate customers.

Mitigation: Pilot with a small product set and a limited audience. Gather user feedback,
fix bugs, and confirm your production workflow is ready for scale.

Complex or Confusing Pricing Structures

Issue: Customers abandon carts if they see unexpected surcharges (finishing options,
rush fees) or can’t quickly understand final costs.

Mitigation: Keep pricing simple and transparent. If complex finishing or shipping
charges are necessary, display them early in the checkout process.
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Failing to Plan for Security & Compliance

e |ssue: Data breaches, improper payment handling, or non-compliance with privacy laws
(e.g., GDPR) can lead to heavy fines and reputation damage.

e Mitigation: Implement secure payment gateways and SSL certificates; maintain a clear
privacy policy. For global markets, ensure data handling meets local regulations.

No Mechanism for Continuous Improvement

e |ssue: Stagnating after launch means missed opportunities for higher ROl or new
customer segments.

e Mitigation: Set up regular KPI reviews. Track metrics like conversion rates, average
order value, and repeat sales. Use insights from analytics and customer feedback
to refine your catalog, user experience, or marketing campaigns.

Overlooking Post-Launch Support

e |ssue: Customer inquiries around file uploads, design help, or shipping can overwhelm
your existing team.

e Mitigation: Establish a dedicated support channel—live chat, a ticket system, or
knowledgeable customer service reps. Provide self-service tutorials or FAQs to reduce
basic questions.

Anticipating these pitfalls early allows you to set realistic goals, budget effectively,

and maintain a user-focused mindset throughout your project. By addressing areas
such as ownership, capacity planning, security, and support, you'll minimize disruptions
and confidently grow your eCommerce channel for long-term profitability.
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Conclusion & Action Plan

This guide has walked you through a step-by-step methodology for planning, launching,
and optimizing an online sales channel for print products. By clarifying your goals,
assessing internal readiness, choosing target products and personalization approaches,
selecting and integrating the right technology stack, piloting your solution, going live with
a well-orchestrated marketing plan, and continuously measuring to refine processes, you
set the stage for successful, long-term eCommerce growth.

Action Plan

Finalize Your Vision and KPIs

e Write or refine a concise statement that captures your eCommerce objective
(e.g., expanding customer base, boosting ROl in a specific timeframe).

e |dentify 3—4 key metrics—Ilike conversion rates, average order value, or repeat
sales—to track in a performance dashboard.
Outline Your Resource Needs

e Revisit your readiness checklist: confirm who owns each part of the project,
and whether you need additional staff, training, or budget.

e Create a timeline for bridging any gaps (e.g., integrating with MIS, hiring a web
developer).

Choose Products and Personalization

e Develop a short-list of initial products that are in high demand or easy to manage.

e Decide on the personalization paths (upload artwork, templates, design from scratch)
and prepare a “Customization Matrix.”
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Select and Integrate Technology

e Research or test at least two eCommerce/web-to-print solutions.

e Sketch a workflow diagram showing how orders flow from the storefront to production,
and plan your pilot.

Build and Pilot a Minimal Storefront

e Set up a limited product catalog for real or mock customer orders.

e Gather feedback from internal users or loyal clients and refine the user experience.

Go Live and Launch Marketing

e Open your storefront to the broader market.

e Implement a promotional calendar (email campaigns, social posts) to drive traffic
and create buzz.

Track Results and Plan Future Growth

e Monitor analytics (conversion rates, cart abandonment) and user feedback.

e Gradually expand your product lineup or address new market segments

(B2C, B2B2C) once you've established a stable operational model.

By following these seven action items, you’ll move forward with clarity and confidence,
building a modern eCommerce presence that satisfies today’s online buyers and sets up
your print operation for profitable, sustainable success.
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Next Steps

Ready to take the next steps in launching your online print store?

1. Schedule a Consultation: If you'd like expert guidance tailored to your business,
contact our team. We can help with everything from eCommerce platform selection
to workflow automation.

2. Start Small, Scale Smart: Whether you’re targeting local customers or aiming
for national reach, begin with a focused product set and grow incrementally.

3. Stay Informed: Keep learning from industry trends and real-world examples,
and be prepared to pivot if you discover new demand or operational hurdles.


https://customerscanvas.com/contact?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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Additional Resources

Product-Specific Insights
Web-to-Print for Wedding Invitations
Web-to-Print for Photobooks
Web-to-Print for Packaging

Web-to-Print for Business Cards

Technical Implementation

A checklist for initial web-to-print project requirements
How to Approach an eCommerce Theme

Enabling Online Product Personalization for Shopify
Integration Services Overview

Hosting Options

User experience
How to Create an Online Product Catalog
How to Visualize Products

Navigate Product Options


https://customerscanvas.com/blog/2022/08/02/web-to-print-for-wedding-invitations?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
https://customerscanvas.com/blog/2022/07/26/web-to-print-for-photobooks?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
https://customerscanvas.com/blog/2022/02/22/web-to-print-for-packaging?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
https://customerscanvas.com/blog/2021/10/18/web-to-print-for-business-cards?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
https://customerscanvas.com/blog/2020/11/17/choosing-optimal-w2p-solution?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
https://customerscanvas.com/blog/2022/06/01/ecommerce-theme?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
https://customerscanvas.com/blog/2020/06/29/enabling-online-product-personalization-for-shopify-storefronts-challenges-and-opportunities?utm_source=white-paper&utm_medium=literature&utm_campaign=online-print-sales
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