
1

6 steps to winning  
with social commerce
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Jay Baer
Founder, Convince & Convert
Bestselling author of 6 books

I started in the online commerce industry long before social media, Google, or even browsers. 
It was so early in the game that domain names were free. You could get any .com, .net, .org you 
wanted, because at that point, what would you even do with a website? 

Today is different. Wi-Fi is now right behind clean water on the priority list for many of us, and 
social media is a primary means of interaction with most of the people we know (or used to know). 

Since my initial exposure to a very nascent industry, I’ve spent 29 years as a digital marketing and 
customer experience author, expert, and consultant to hundreds of global brands. In my work, I’ve 
seen a lot of change and too many trends to count. Some became huge pieces of our digital lives 
(streaming video, for instance). Others flamed out as quickly as they arrived. 

I’m no cheerleader, convinced that whatever is new must be important simply because it’s 
unproven. Quite the opposite, in fact. I am often asked in interviews what the “hot, new thing” is 
going to be. And I always answer the same way: “The hot, new thing is doing today’s thing better.” 

And this is why I am convinced that social commerce is one of the most impactful shifts we’ve 
seen in digital in a long, long time. Social commerce will one day contribute as much to most 
companies’ online revenue as their primary website. Not because social commerce is new, but 
because it makes discovery and purchase easier for both seller and buyer.

Right now, social commerce, while off to a roaring start, is still finding its sea legs. To unlock its 
almost limitless potential, there are process and experiential challenges that must be overcome. 
And that’s why I partnered with Emplifi to create this guide; a 6-step journey to prepare your 
organization (and your customers) for social commerce success.

It is possible to pinstripe a moving vehicle, but results are typically sub-optimal. Social commerce 
works the same way. Yes, you could just dive in and figure it out as you go along, but a better 
approach may be to construct your social commerce presence optimally from the beginning. 

It’s my sincere hope that this guide helps you do just that. 

I’m excited to watch you build a remarkable social commerce engine that delights your customers, 
and delivers a significant return on investment

Welcome

Social commerce will  
one day contribute as 

much to most companies’ 
online revenue as their  

primary website.
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Social commerce is the buying and 
selling of products and services 

directly on social media, whereby the 
entire purchase process and post-

purchase support takes place inside 
social media platforms.”

As you might expect in an emerging industry, social commerce has 
several definitions. In fact, more definitions may have been created since 
you started reading! 

Here’s how I define it:  “Social commerce is the buying and selling of 
products and services directly on social media, whereby the entire 
purchase process and post-purchase support takes place inside social 
media platforms.”

What separates social commerce from its predecessors and  
alternatives is the self-contained nature of the interactions between 
company and customer. 

Brands have promoted products and services in social media for more 
than a decade. However, the actual purchase has occurred away from 
social apps, on a commerce-enabled website. Plus, customer questions 
before or after the purchase have also taken place via email, a website, or 
ad-hoc via social media messages.

Social commerce changes all that and puts the totality of the discovery, 
purchase, and support ecosystem inside the social media venues, where 
consumers now spend so much of their digital lives.

In some ways, this is but an evolution of historical e-commerce 
processes. But in other ways, social commerce is exceedingly different. To 
make sure those differences are understood, and that you know the best 
way to reach social commerce velocity, we’ve identified six steps for you 
to follow in your social commerce journey. Ready? 

What is social commerce?

3
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We vote with our thumbs. 

There are millions and millions of potential online destinations 
available to every Internet-enabled consumer. 

Yet, when using mobile devices, we spend 50% of our time on 
social media. 

Globally, an average of two hours and 22 minutes per day is spent 
using social media, per person. This is roughly twice as much time 
as we spend eating, which I think you’ll agree is a more important 
task, at least from a biological perspective.

If social media is our most ardent digital love, buying things online 
is the clear runner-up. Global e-commerce revenue is projected at 
5.4 trillion USD in 2022, which is a more than 100% increase from 
just five years ago. 

A combo meal of commerce

Social commerce marries customers’ two favorite digital activities, 
thus solving the “session interruption” problem that occurs so 
often today. Consumer discovers a nifty item in a social media 
feed. To fulfill their desire for more information and possibly 

S T E P  1 
Understand why customers 
love social commerce

https://www.digitalinformationworld.com/2020/02/50-percent-of-time-spent-on-mobile-is-in-social-media-and-messaging-apps-category.html
https://www.digitalinformationworld.com/2020/02/50-percent-of-time-spent-on-mobile-is-in-social-media-and-messaging-apps-category.html
https://www.statista.com/chart/26272/global-average-daily-time-spent-on-social-media-per-internet-user/
https://www.ers.usda.gov/amber-waves/2019/april/time-spent-eating-varies-by-age-education-and-body-mass-index/
https://www.ers.usda.gov/amber-waves/2019/april/time-spent-eating-varies-by-age-education-and-body-mass-index/
https://www.statista.com/statistics/379046/worldwide-retail-e-commerce-sales/
https://www.statista.com/statistics/379046/worldwide-retail-e-commerce-sales/
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Here are the facts:

make a purchase, they are forced to depart the destination they have 
purposefully selected (social media) to visit and navigate a website, each 
of which has a unique design and way-finding mechanism. 

It’s not easy, especially when consumers have to set up a new account 
on a website while using the small screen of a mobile device. This new 
account creation procedure alone forces 35% of shoppers to abandon 
their cart, according to Internet Retailer. 

Social media has already come to dominate the product/service 
introduction phase of the shopping process, with public social feeds 
accounting for 52% of consumers’ discovery of new brands.

Customers adore social media

Customers increasingly prefer to  
make purchases online

If you can reduce friction and eliminate 
customers having to bounce back-and-forth 
between social media and e-commerce,  
they will buy more (and more often)

https://internetretailing.net/views/guest-comment-how-retail-brands-can-use-social-commerce-to-get-ahead-in-2022
https://internetretailing.net/views/guest-comment-how-retail-brands-can-use-social-commerce-to-get-ahead-in-2022
https://internetretailing.net/views/guest-comment-how-retail-brands-can-use-social-commerce-to-get-ahead-in-2022
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TV, radio, print, out-of-home, direct mail, SEO, SEM, organic social, paid 
social, digital display, public relations, email. All of these — and more — 
are used by brands every day. Why? At least in part to get people to  
their website. 

The amount of time, money, and effort companies spend on traffic 
attraction is astounding, which is why any initiative that reduces 
abandonment rates is likely to create a substantial return on investment. 

I spent years helping brands with conversion rate optimization. My advice 
was always to focus first and foremost on perfecting the merchandising 
and checkout process, and only then, spend money to add more traffic to 
the funnel. 

Alas, most brands didn’t (and still don’t) do it that way, preferring to 
paper over a sub-standard purchase experience by buying more visitors.

S T E P  2 
Understand why brands love social commerce

Even something straightforward, like page load time, can have a material 
impact on your commerce success. Deloitte found an improvement of 
just one-tenth of a second in load time improves conversion rate by  
8% for retail websites. 

Sometimes brands know the problems, but just can’t get them solved. 
Perhaps you’re aware of the dropout points in your checkout process,  
but your IT team prevents you from making the changes that would 
boost your conversion rate? It happens.

And there is no possible way to make your 
website as fast as a social media platform.

https://www2.deloitte.com/content/dam/Deloitte/ie/Documents/Consulting/Milliseconds_Make_Millions_report.pdf
https://www2.deloitte.com/content/dam/Deloitte/ie/Documents/Consulting/Milliseconds_Make_Millions_report.pdf
https://www2.deloitte.com/content/dam/Deloitte/ie/Documents/Consulting/Milliseconds_Make_Millions_report.pdf
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A McKinsey study found that 
40% of consumers in the United 

States have switched their brand 
preferences since the pandemic. 
Not to less expensive options, but 

to brands that “better suit their 
digital shopping habits.”

Conversion is the key to commerce

Social commerce solves these dilemmas for brands because checkout 
is built-in the social platform itself. The customer’s credentials are 
already stored. Thus, every purchase becomes a one-click purchase. 

It’s like tapping your phone and paying with Apple Pay, but from 
inside a social media app. 

Now is the time to make buying from you as easy as possible. A 
McKinsey study found that 40% of consumers in the United States 
have switched their brand preferences since the pandemic. Not to 
less expensive options, but to brands that “better suit their digital 
shopping habits.”

Social commerce also helps brands generate or maintain key insights 
into shopper behavior. With the steady elimination of third-party 
cookies under way, commerce transactions from within social media 
give brands access to information about buyers that is endemic in the 
social platforms. These are preferences and behavioral cues that will 
be increasingly difficult to get in other ways. 
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https://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/survey-us-consumer-sentiment-during-the-coronavirus-crisis
https://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/survey-us-consumer-sentiment-during-the-coronavirus-crisis
https://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/survey-us-consumer-sentiment-during-the-coronavirus-crisis
https://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/survey-us-consumer-sentiment-during-the-coronavirus-crisis
https://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/survey-us-consumer-sentiment-during-the-coronavirus-crisis
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While the mechanics of social commerce are still being codified, 
customers’ willingness to participate is unquestioned. 

Today, 4 in 10 European and US adults purchase on social media 
monthly, or more often, according to a study from Forrester 
Consulting called Cashing in on Social Commerce, commissioned 
by Emplifi. 

Other parts of the world have already reached high-volume 
social buying, with more than 80% of adults in India and China 
making routine purchases. 

The Forrester Consulting study also discovered that brands’ 
success with social commerce is already significant, even though 
most European and US companies are early in their adoption.

Specifically, 86% of brands expect to generate positive ROI from 
their social commerce investments within their first  
year of adoption. 

Also, 58% of brands expect social commerce to yield more than 
10% of their total sales within the next 12 months.

8

S T E P  3 
Recognize that social 
commerce already works 
and is growing fast

https://empli.fi/ueeOk
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Social commerce is about to take flight

Globally, social commerce is projected to grow an average of 
28% per year from 2021 until 2028. 

Where will this growth come from, and why?

First, a larger pool of customers will increase their overall 
digital purchases within social media platforms. 

Second, brands themselves will create more shops in more 
social media locales. At present, more than 8 in 10 brands 
who are active in social commerce have shops on two or 
more platforms. But the future is likely to see companies 
offering direct commerce in four, five, six, or more social 
media destinations, as they seek to “fish where the fish are.”

Making this a reality is advantageous for all parties. 

Customers want to buy in the same places they spend time, 
which also happens to be the same places they discover 
what to buy. 

Brands want to sell in the same places customers are 
spending time, as doing so increases conversion rates.

Social media platforms want to create a powerful, new 
rationale for brand participation and promotional dollars  
that transcends awareness and clicks.

After all, paying for social media-created sales is a  
better bet for companies than paying for social media-
created engagement.

9

Direct commerce being offered in four,  
five, six, or more social media destinations  

is a win-win for brands and customers

CUSTOMERS

Want to buy in the 
social destinations 
where they spend 
their time.

These also happen 
to be the same 
places they discover 
what to buy. 

BRANDS

Want to sell in 
the same places 
customers are 
spending time.

Doing so helps 
brands to  
increase their 
conversion rates.
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Forbes perhaps described the social media platform part of this virtuous 
triangle best:

I believe that by the end of 2022, every social media platform will offer 
comprehensive commerce functionality, and more and more will adopt 
truly integrated purchases. The viability of this roadmap is already being 
demonstrated by WeChat and other leading apps in APAC, where 
commerce is a primary use case. 

“The investments social platforms are 
making into commerce solutions are 

staggering; they seem to be ushering in 
an all-out war for consumers’ wallets. 

From Instagram Checkout to TikTok 
Commerce, every social platform appears 
to understand that if you can get users to 
purchase through your platform, you can 

win the battle for brand dollars.”

10

https://www.forbes.com/sites/forbescommunicationscouncil/2021/12/20/how-big-brands-can-compete-in-the-world-of-social-commerce/?sh=71fe11637dd9
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Given that social commerce is desired by customers, profitable 
for brands, and existentially important for social platforms, why 
isn’t adoption happening even faster?

Joanne Laing, Senior Product Owner for SAP summarized the 
state of affairs quite well, in a column:

“...while the foundational tools to achieve both a near 
personalized social commerce experience and optimization of 
CPA are mostly there today, from a merchant’s perspective, 
the methods to bring it all together in a seamless consumer 
journey can still feel overwhelming, complex, and disconnected 
between platforms.”

Three main obstacles must be overcome. 

11

S T E P  4 
Address your  
social commerce 
operations challenges

In short: social commerce is not yet 
operationally easy enough for brands. 

https://www.the-future-of-commerce.com/2021/01/12/what-is-social-commerce/
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1. Social platforms dance to their own drummers

First, much like their ad platforms, each social destination has its own 
commerce system. Not just in terms of what and how products are shown 
to consumers, but more importantly, how goods and services are made 
available on the platform. 

Furthermore, the process for geo-specific pricing, promotions, and related 
merchant must-haves varies considerably from app to app. 

The reality is that participating in social commerce today without using a 
unified system like Emplifi Shop Sync™ is a labor-intensive, largely manual 
process that creates many inconsistencies and opportunities for error. 

Forrester Consulting interviewed hundreds of brand leaders for the 
Cashing in on Social Commerce study, and leaders’ comments reflected the 
sticky wicket of social commerce operations today:

In fact, nearly half of all brands say they find it difficult today to refresh 
their content across multiple social channels, and that’s before they add 
presences in more and more social apps. 

“Because we want to import different types of 
catalogs for different countries, for different 

platforms, etc., we’ve had to do it manually. Our 
WebOps team is pulling in XML feeds from here, 

and XML feeds from there. … We’ve had to work with 
them quite a lot — more than I thought we would 

have to, if I’m being totally honest.”

— Global Head Of Social Marketing,  
Telecom equipment

https://empli.fi/ueeOn
https://empli.fi/ueeOk
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2. The back-order blues

The second obstacle is inventory management. 

If your hot new e-bicycle that consumers adore is out of stock on Instagram, 
is it also back-ordered on Snap? Or on TikTok? Or your website?

This lack of inventory clarity creates headaches for companies and potentially 
poor experiences for customers, who may be confused by availability 
inconsistencies between platforms.  

Already, 52% of brands have problems managing or optimizing inventory 
across social channels, according to Forrester Consulting. 

Social commerce can only become a major driver of overall brand revenue 
once these issues are solved. Fortunately, Emplifi has built a solution. 

Emplifi Shop Sync (see below) synchronizes ecommerce and inventory 
management systems in real-time, optimizing inventory and revenue 
across all social shops and storefronts.



14

3. Measurement is mysterious

The third challenge with social commerce  
today is analytics. 

Because each social platform offers their own 
distinct flavor of commerce, they of course  
offer a varied array of statistics and metrics.  
This makes manual, cross-platform analysis  
very tricky indeed.

14

“...there is not really a 
way of measuring the 
real impact of (social 

commerce) because there 
is no consistency in the 
tracking. Each platform 

can send a different type  
of parameters.”

— eCommerce and Digital Director,  
Health and Beauty

Three main social commerce  
operational challenges

1.
Inconsistent 

platforms with 
manual processes

2.
Cross-platform 

inventory 
management

3.
Disparate 

measurement  
and analytics
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Fortunately, Emplifi Shop 360 Analytics™, which integrates seamlessly with 
Emplifi Shop Sync, provides real-time, visual dashboards and deep insights on 
product performance across social shops. 

Emplifi Shop 360 Analytics (see below) solves the problem of metrics 
inconsistencies, and shows you which social commerce opportunities are 
driving real ROI.

https://empli.fi/ueeOo
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The pandemic accelerated the shift to digital — for entertainment, 
for conversation, and for commerce. 

Online buyers have different informational needs. Because 
they can’t touch or feel products directly, they often have more 
questions pre-purchase. 

And because they can’t exit the store with the product in their 
hands, they have a whole flotilla of queries about shipping, returns, 
and related topics. 

Brands have spent a decade or two filing away the rough edges of 
the e-commerce customer experience. But despite the devotion of 
plentiful time and attention, they haven’t succeeded all that much.

For example, in the United States, consumers’ satisfaction with 
online retail is precisely the same in 2020 as it was in 2000.  
Twenty years’ worth of optimization efforts produced zero gains,  
in aggregate.

16

S T E P  5 
Deliver best-in-class  
social commerce 
customer experiences

https://www.statista.com/statistics/185760/us-customer-satisfaction-with-e-retail-since-2000/
https://www.statista.com/statistics/185760/us-customer-satisfaction-with-e-retail-since-2000/
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Your customers want more from you than ever

In fairness, part of the reason satisfaction hasn’t budged is that even as 
companies have gotten better at e-commerce ease-of-use and support, 
customer expectations and preferences have escalated alongside. 

But customer expectations never go backwards. I’ve been in this business 
for nearly 30 years, and I’ve yet to hear a customer say “You know what? 
I’ve been thinking. It would be just fine if this company answered my 
question more slowly.”

This is not just anecdotally true, it’s a mathematical certainty, even during 
a global health crisis, as 86% of customers expect brands to be more 
responsive now than they were before the pandemic. 

It’s difficult to meet or exceed these expectations in a perfect e-commerce 
environment. Now try to do it within multiple, disconnected social 
commerce platforms, each requiring disparate processes and procedures to 
communicate with customers.

Today, much of the customer support rendered to shoppers within  
social destinations occurs outside of the social commerce ecosystem, 
which is contrary to the whole point of not making the consumer leave  
the application. 

Service agents need visibility into orders and customer information to 
provide personalized service experiences, and to quickly help customers 
with their inquiries. 

The best way to ensure that is to integrate customer service directly into 
the e-commerce solution, the same way inventory and analytics need to 
be combined into one system.

86% of customers  
expect brands to be more 
responsive now than they 

were before the pandemic. 

https://www.podium.com/2022-state-of-local-business/
https://www.podium.com/2022-state-of-local-business/
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One for all, all for one

The best way to make this work is with a robust, integrated chatbot  
that handles most customer queries, regardless of which social  
commerce platform the consumer uses. 

Emplifi Shop Clerk™ is like a personal concierge, product specialist, and sales 
associate in one, available across multiple social commerce applications.

Emplifi Shop Clerk (see below) contains advanced conversational AI, so it 
can provide sophisticated support during and after the purchase, and easily 
escalate to a human agent when needed. 

Chatbots are already yielding efficiencies  
for Emplifi customers
Blue Diamond Growers (a well-known seller of almond products 
in the USA) leveraged Emplifi Bot, an AI-driven chatbot solution, 
and within its first month alone, engaged in more than 9,000 
interactions with close to 6,000 consumers, delivering correct 
answers with 90% accuracy. 

In addition to providing conversational self-service experiences, 
the bot is also surfacing valuable insights that can be used across 
the organization. For example, upon launch, the chatbot received 
a larger than anticipated volume of recipe requests, indicating that 
consumers were extremely interested in what recipes they could 
make with Blue Diamond products.

https://empli.fi/ueeOp
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Emplifi Shop Clerk bots also track and maintain persistent customer 
data and aggregate it cross-platform. This allows your support agents to 
know what a customer asked on Instagram and what they asked on your 
website, for example. 

This is a meaningful advantage, especially for larger organizations. As one 
brand leader reflected in the Forrester Consulting study, Cashing in on 
Social Commerce:

“I would love to have AI-powered 
bots on our websites that are 

linked into all of our social and 
linked into our big care community 
as well. Because if I’ve complained 
about something on [social media 
platform], by the time I get to care, 

I want them to know everything 
that I’ve been talking about.”

— Global Head Of Social Marketing,  
Telecom equipment

https://empli.fi/ueeOk
https://empli.fi/ueeOk
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Most media is either declining in effectiveness, increasing in cost,  
or both. Consumers increasingly trust individuals with whom they 
have an affinity. 

Both of these are true, and in combination, they explain the soaring 
use of influencer marketing by most brands. 

In fact, Salesforce found that 93% of brands are currently using 
influencer marketing, or plan to do so.  

But the challenge for influencer marketing is not doing it;  
it’s measuring it. 

Influencer marketing math can be muddy

There are influencers that are great at driving awareness and 
conversations, but not as successful at driving last-touch 
conversions. Today, discerning the difference is quite challenging. 

If you find the presumed right influencer(s) and they create 
content on social media that drives clicks to your website, the 
conversion and attribution analysis of that funnel is often  
murky, at best. 
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S T E P  6 
Integrate social commerce 
with influencer marketing

https://www.salesforce.com/form/conf/state-of-marketing/
https://www.salesforce.com/form/conf/state-of-marketing/
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This not only creates issues with knowing which influencers to work with 
long-term, but in any sort of commission or affiliate model, it can surface 
some revenue share uncertainty as well. 

Social commerce solves this problem and makes influencer marketing 
a powerful, closed-loop system. The influencers’ advocacy AND the 
customers’ subsequent purchase take place in the same application, 
solving all the metrics and results fogginess that too often clouds 
influencer efforts, at present. 

Emplifi Shop 360 Analytics not only lets you measure your own social 
commerce results cross-platform, but simultaneously provides granular 
visibility into the results generated by influencers. 

This universal tracking capability means influencer marketing attribution 
is truly possible. Customers can engage and buy on any or all social 
commerce stores you and your influencers utilize, and reporting will 
provide the data you need to refine your activities over time. 
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“If you dislike change, 
you’re going to dislike 
irrelevance even more.”
Eric Shinseki 
United States Army Chief of Staff
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What’s next?

Social commerce is here, and it’s already 
producing ROI for brands. 

Among all the opportunities the Internet 
presents to you and your company, social 
commerce may be the best option for growth. 
Why?

1. Consumers love social commerce, and are 
already using it

2. Social commerce addresses a universal 
brand problem with conversion rates

3. Social platforms themselves are desperate 
for social commerce to drive results

You’d be hard-pressed to find an alternative 
path where global revenues are projected to 
increase 28% per year for the next five years, 
as is the case with social commerce. 

But, profitable social commerce is neither pre-
ordained nor inevitable. Today, there are real 
challenges with operations, customer support, 
and analytics. Fortunately, all of these can be 
addressed today, with solutions from Emplifi.

23

The six steps to winning social commerce

Step 1: Understand why consumers love social commerce

Step 2: Understand why brands love social commerce

Step 3: Recognize that social commerce works and is growing fast

Step 4: Address your social commerce operations challenges

Step 5: Deliver best-in-class social commerce customer experiences

Step 6: Integrate social commerce with influencer marketing
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Now that you’ve discovered the six steps to winning with social 
commerce, I encourage you to put together an 18-month timeline for 
your own success. It doesn’t have to be massively precise, as there will 
be unexpected twists and turns along your journey (see right).

If you put this 18-month timeline together, and keep it updated along the 
way, it will serve as a good roadmap to keep your momentum high and 
your eyes on the ultimate objective of profitable social commerce.

I’m excited to see your progress! I’d love it if you’d drop me a line and  
tell me how it’s going now and then? @jaybaer in social media, or  
jay@jaybaer.com via email. 

 ~ Jay Baer

Here are the ingredients I want  
you to include in your timeline:

When? (by quarter)  
Note each quarter, for the next six quarters.  

Q1 2022, Q2 2022, etc. 

Where? (by platform) 
In which social commerce destinations  
do you plan to be active, by quarter?

What? (by product line) 
What categories/assortments or similar do you want  

to sell, by platform and by quarter? How will you handle  
inventory management, upload of new products, etc?

Who? (by platform) 
Who is going to provide customer support, by platform, and by  
quarter? What will be used to delight customers? A chatbot?  
Other options? When will you implement new technologies?

How? (overall, and by platform) 
What metrics will you use to measure your success?  

How will you evaluate social commerce across platforms?  
By quarter, when will you adopt different tracking mechanisms?

Why? (overall, and by platform) 
What is your projected revenue, profit,  
and ROI per-platform and per quarter?

https://twitter.com/jaybaer
mailto:jay%40jaybaer.com?subject=
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About Emplifi

Emplifi is the leading unified CX platform that brings marketing, care and, 
commerce together to help businesses close the customer experience 
gap. More than 7,000 brands, such as Delta Air Lines, Ford Motor 
Company and McDonald’s, rely on Emplifi to provide their customers with 
outstanding  experiences at every touchpoint.

For more information, visit emplifi.io

© 2020-2022 Emplifi Inc. All rights reserved. Emplifi™ and Empathy, 
amplified™ are registered trademarks of Astute, Inc. All product names and 
logos are trademarks or registered trademarks of their respective owners.

https://empli.fi/ueeif

