Choosing an ecommerce marketing agency can feel like a shortcut to growth. The right partner can help you
attract better-fit customers, improve your website and make more of your marketing budget. The wrong one can

leave you with impressive-looking reports but little improvement in profit.

That distinction matters for a small business. Ecommerce is harder than it looks: you are competing with
established retailers, marketplaces and brands that may have bigger budgets, while customers can compare prices,
reviews and delivery options in seconds. Meanwhile, tight margins mean that extra traffic or sales do not

automatically translate into a healthier business.

So, when you assess an agency, look beyond its sales pitch. Check whether it understands your commercial reality,
can explain how it will measure success and is willing to be transparent about what is and is not working. This

guide offers a practical agency vetting checklist to help you make a better-informed decision.

Start with what your business needs

Before contacting agencies, write down the business problem you want to solve. “We need more marketing” is too
broad to guide a useful conversation. Are you struggling to bring the right people to your site? Are visitors adding
products to their basket but not buying? Do repeat purchases need attention? Is the business growing sales but

not contribution to profit?

Your answer affects the kind of help you need. For example, more paid advertising may not solve a weak product
page, an unclear returns policy or poor delivery information. Likewise, a site conversion problem cannot always be

fixed by sending more people to it.

Set out your starting point, constraints and priorities. Include the products or categories you want to grow, the
customers you want to reach, the channels you already use and any seasonal or operational limits. Be frank about
stock availability, fulfilment capacity and margins. An agency cannot make sound recommendations if it is working

with an incomplete picture.

Look for ecommerce understanding, not just channel expertise

Knowing how to run a search or social campaign is not the same as understanding ecommerce. A capable partner
should be interested in the whole customer journey: how people discover your products, evaluate them, buy,

receive their order and decide whether to return.

Ask how the agency would get to know your business before recommending activity. It should want to
understand your product range, typical order value, repeat purchase patterns, profit margins, customer feedback

and fulfilment. It should also be able to discuss the trade-offs between growth, acquisition cost and profitability.

Competition is relentless, and price transparency makes it easy for customers to compare alternatives. If a
prospective agency talks only about increasing reach, clicks or sales volume, ask how it will account for the cost of
generating those outcomes. A rising sales total can disguise discounting, expensive acquisition or a shift towards

lower-margin products.

Ask which ecommerce KPIs will guide decisions

Before agreeing to work together, establish what success means and which ecommerce KPIs will be used to

assess progress. The right measures depend on your business model and objectives, but they should connect



marketing activity to commercial outcomes.

Business question Measures to discuss Why it matters Are we attracting relevant visitors? Qualified traffic, channel
mix, new customer performance Traffic growth is useful only when it comes from people likely to buy. Are visitors
buying? Conversion rate, basket value, checkout completion These measures can help identify friction between
product discovery and purchase. Is marketing commercially sustainable? Acquisition cost, revenue and
contribution after marketing costs Revenue alone does not show whether sales are profitable. Are customers
coming back? Repeat purchase rate and customer value over time Repeat behaviour can change how much you

can reasonably spend to acquire a customer.

Do not expect every KPI to improve at once. Ask which measures are leading indicators, which are outcomes and
how the agency will distinguish correlation from a genuine marketing effect. For instance, an increase in revenue

may have several causes, including seasonality, promotions, stock changes or activity outside the agency’s remit.

Use an agency vetting checklist

When you speak with prospective partners, use the same questions for each. That makes answers easier to

compare and helps you notice where a confident presentation lacks detail.

* How will you learn about our business? Look for questions about customers, margins, products, operations

and existing performance.

* What would you want to inspect first? A thoughtful answer should explain what information is needed

before making firm recommendations.
* How will you decide what to prioritise? Ask how the agency weighs potential impact, cost, effort and risk.

* How will you measure performance? Expect a clear connection between activity, agreed KPIs and business
objectives.

¢ What information will we be able to see? Clarify access to accounts, data and reports, and how often
results will be reviewed.

* How will you handle something that is not working? Look for a process for diagnosing issues, explaining

changes and learning from results.
¢ What do you need from us? Understand the time, information and decisions your team will need to provide.

* What is outside your remit? A straightforward answer helps prevent mismatched expectations later.

Ask for relevant examples of past work, but interpret them carefully. A case study from a different business model,
product category or level of brand awareness may not predict your results. Ask what the agency contributed, how
performance was measured and what other factors influenced the outcome. Be wary of guarantees that ignore the

variables an agency cannot control, such as stock, pricing or fulfilment.

Check marketing reporting transparency

Marketing reporting transparency is essential if you are paying someone else to make decisions with your
budget. You should be able to see what has been done, what it cost, what happened and what the agency

recommends next.



Ask for a sample report or a walk-through of how results are discussed. A useful report should make the figures
understandable, explain changes in context and identify the next action. It should not rely on a wall of acronyms or

highlight only metrics that look positive.

Clarify who owns your advertising accounts, analytics data and creative assets. Make sure you can access relevant
platforms and understand what happens to that access and information if the relationship ends. You should not

have to depend on a supplier to provide basic visibility into your own marketing activity.

Agree how often you will meet, who your main contact will be and how urgent issues will be handled. For a small
business, communication is not a courtesy; it is part of making timely decisions about spend, stock and

promotions.

Consider the full conversion experience

Marketing can bring shoppers to your site, but the details around the purchase can decide whether they complete
an order. Reviews and delivery are conversion drivers, not afterthoughts. Customers often look for reassurance

that a product is trustworthy, suits their needs and will arrive when expected.

Ask whether the agency will consider how product information, customer reviews, delivery costs, delivery times,
returns and checkout clarity affect performance. The agency may not be responsible for every part of your website
or operations, but it should be able to flag relevant friction and explain when a marketing change alone is unlikely

to solve it.

Reviews can help customers assess quality and reduce uncertainty. Make sure any use of customer feedback is
honest and compliant with the rules that apply to your business. Delivery promises should be accurate and
achievable. Promoting a fast delivery option that your operation cannot consistently meet risks damaging trust

after the click has done its job.

Be realistic about budget and profitability

A smaller budget makes prioritisation more important, not less. Ask a prospective agency how it would approach
your constraints and what assumptions its recommendations depend on. You do not need a promise of immediate
growth; you need a clear explanation of where effort may have the greatest potential and how you will judge

whether it is working.



Discuss profitability openly. If you sell products with different margins, measuring performance only at total
revenue level can hide which activity is helping the business. Consider how discounting, returns, shipping costs
and repeat purchases affect the value of a sale. The agency may not have access to every internal cost, so agree

what data you can share and what conclusions can reasonably be drawn from it.

Be cautious if a proposal treats every additional sale as equally valuable or assumes more spend is always the
answer. A good partner should be comfortable discussing uncertainty, limitations and the possibility that the next

best step is to fix a customer journey issue rather than increase activity.

Agree expectations before you begin

Before signing, make sure you understand the scope of the work, how decisions are approved, how performance
will be reviewed and how either side can raise concerns. Read the agreement carefully, especially the terms

covering account access, ownership, notice and any costs or responsibilities not included in the stated work.

Set a regular review against your agreed KPIs. Use it to discuss not just what changed, but why, what the evidence
supports and what should happen next. If results are behind expectations, ask for a diagnosis rather than

accepting either a vague reassurance or a quick switch in tactics without explanation.

Choosing with confidence

The best ecommerce marketing agency for your small business is not necessarily the one with the slickest
presentation or the longest list of services. It is the partner that understands the realities of your operation,

connects marketing to profitability and communicates clearly when results are mixed as well as when they are

strong.

Use your agency vetting checklist to compare how each agency thinks, not just what it promises. Agree
meaningful ecommerce KPIs, insist on marketing reporting transparency and include the customer experience
—especially reviews and delivery—in the conversation. With clear expectations and honest access to the numbers,

you will be in a much stronger position to decide whether an agency can help your business grow sustainably.

If you want readers to share the article, an AddToAny product page optimisation tips sharing widget can be placed

alongside the post or at its end, subject to your site’s privacy and consent practices.
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