


E-Commerce: How to conquer the international market with a cross-border strategy

a) Analyse the markets

b) Know your local buyer persona

c) Adapt to each culture and market

d) Connect your product with local audiences

e) Choose partners wisely

f) Optimise the shopping experience

g) Build customer loyalty

h) Adapt logistics

i) Comply with local laws

j) Utilise all communication channels

k) Differentiate yourself from the competition
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Cross-border e-commerce (CBEC) is the online marketing of products 
beyond their native market. Cross-border e-commerce is not only 
limited to the online shop itself, but encompasses various processes 
such as marketing, payment methods, logistics, invoicing, law and 
taxation, and more. 

In this guide we will explain what the fundamental pillars of an 
e-commerce internationalisation strategy are, using information taken 
from the cross-border round table held in June 2022. This was led 
by Jordi Esquerigüela, CEO of JEVNET; Daniel Viniegra, Chief Global 
Expansion Officer at Go Global Ecommerce; Jeroen Leenders, Global 
Sales & Partnerships Director at Salesupply; Maria Rey, Senior Partner 
Manager Iberia at Skeepers; and Ricardo Sifri, Sales Team Leader at 
Scalapay in Spain.

Since the start of the COVID-19 pandemic, overall e-commerce 
sales figures have increased dramatically, reaching 4.2 trillion in 
international online e-commerce; 10% of total global sales.

In 2021 that growth increased to 27%, indicating that this trend 
will continue to rise over the next few years, and therefore the 
internationalisation of e-commerce will become a necessity for 
many businesses.

What is cross-border 
e-commerce?

What is the importance 
of internationalisation in 
e-commerce?
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E-Commerce: How to conquer the international market with a cross-border strategy

This is probably the most important step. Analysing the markets you 
want to target and checking that your product is viable in the local 
culture is a key starting point for an internationalisation strategy.

For example, if you have an e-commerce company that sells heating 
systems, you should first consider which countries it will be feasible 
to sell your products in, as selling heating systems in Germany is 
very different to selling them in a country such as the United Arab 
Emirates.

a) Analyse the markets

How do you develop an 
e-commerce internationalisation 
strategy?03

Cross Border B2C E-Commerce Market Size, by Region, 2018 - 2030 
(USD Billion)

Fuente: Polaris Market Research Analysis
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Take care to analyse and get to grips with the complexities of each 
country you are going to operate your business in. Cultural aspects 
have more influence on product purchases and consumption than 
you may think.

Factors such as language, socio-cultural context and the climate in 
each region can also be determining factors when focusing on an 
internationalisation strategy for your business. 

A common mistake companies make when they decide to go international is 
to replicate the same strategy they followed for their own country’s market.

This rarely works and in the long-run can damage your internationalisation strategy.

The first step when operating in a market other than our own is to 
thoroughly research our potential consumers, as the buyer persona 
in the new country will almost certainly have very different and distinctive 
features to the buyer persona in our native market.

Jordi Esquerigüela
CEO& Founder

Maria Rey
Senior Partner 
Manager Iberia

“The customer must be at the centre of the 
strategy. We cannot do anything without 
knowing who the customer is.”

“We have to rely on local profiles to build 
brand awareness. That is, nano and micro 
profiles that are similar to us and who 
have very niche and very loyal audiences.”

c) Adapt to each culture and market

b) Know your local buyer persona
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E-Commerce: How to conquer the international market with a cross-border strategy

When approaching a cross-border strategy, it should be 
acknowledged that, in most cases, a business is unable to handle all 
the processes and aspects of e-commerce that apply to each country.

For this reason, it is very important to research which partners 
are relevant for your business in each local market. Among the 
most important partners to consider in cross-border strategy are: 
marketing and PR agencies, logistics and fulfilment, e-commerce 
technology, consultants, payment methods and tax specialists.

How do you know who will make a good partner?
Identify those who are already recognised by the local public – this 
will instil confidence in new audiences.

e) Choose partners wisely

When a brand launches in a new country and it is not yet known, 
people need to be talking about it.

In order for this to happen, influencer marketing is a great tool. 
Locate profiles in the countries where you would like to introduce 
your brand, and try to establish collaborations with those that have a 
loyal following and are in line with the product you are offering.

d) Connect your product with local audiences

5



When the customer is at the crucial stage of the buying process, we 
must ensure that they have a positive experience.

That is why, once again, we must thoroughly research consumer 
behaviour in each market, and adapt ourselves accordingly to their 
needs. This way, they will have a shopping experience that feels 
as if they are shopping locally, even if that is not actually the case. 
Elements such as language, currency, geo-pricing and adapted 
payment methods are key ways to achieve a local user experience 
that translates. 

Examples:

Your product has a high ticket price and you are selling in a 
country with medium/low purchasing power.
In this scenario, make sure your pricing strategy is adapted to the 
purchasing power of that country. This is called geo-pricing.

f) Optimise the shopping experience

Daniel Viniegra
Chief Global 
Expansion Officer

“We live in an increasingly connected world, 
where working with partners at different 
levels is essential.”
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E-Commerce: How to conquer the international market with a cross-border strategy

Do you know who your best ally is when internationalising your brand?

Your own customers.

You’re an American company but you want to start selling in the EU.
You can give consumers the option to pay in Euros.

You’re a Spanish company selling in Latin American countries.
Make sure that the Spanish language is adapted appropriately for 
each country. Spanish varies greatly across the globe: the Spanish 
spoken in Spain is significantly different to the way it is spoken in 
countries on the American continent.

Your potential consumers are mostly young people.
Give them the option of making a transaction using more 
innovative payment methods such as Bizum, PayPal, etc.

g) Build customer loyalty

Ricardo Sifri
Sales Team Leader 
Spain

“Customers need to be offered a method 
of payment that is recognised locally and 
which has been designed with their needs 
and profiles in mind.”
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In a world where consumers increasingly demand immediacy for 
online shopping, we must ensure that we can continue to provide 
a good service to our customers as we expand our business.

For instance, if you have a company based in Europe and want to 
start selling in Latin America, you will need to find a way to adjust 
the delivery times of your products and still be able to offer an 
optimal service to the consumer.

Don’t be afraid to consult them directly on how they like things to be 
done. Ask your consumers how they would like the product to be and 
the way in which they would like to consume it. You can use review 
platforms, conduct surveys or polls, as well as many other options.

h) Adapt logistics

Jeroen Leenders
Global Sales
& Partnerships

“Today, bad logistics translate to bad ratings 
and bad publicity.”
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E-Commerce: How to conquer the international market with a cross-border strategy

One of the most basic – but no less important – parts of 
internationalising a business is having to adapt to the legal and 
fiscal aspects of the markets we want to sell in.

In addition to seeking good advice, you must seek out the 
necessary tools and platforms that will help you to manage this 
aspect of e-commerce.

Did you know that WeChat is the most popular social network in 
China? And that in India a greater part of the population prefers 
Twitter over Instagram?

These are aspects that you should also take into account when 
drawing up an internationalisation plan, as it gives you an idea as to 
which channels you can target in order to make your brand known.

i) Comply with local laws

j) Utilise all communication channels

Daniel Viniegra
Chief Global 
Expansion Officer

“Complying with local laws in each country 
is vital in order to avoid huge fines that can 
jeopardise a company’s economic stability.”

Jordi Esquerigüela
CEO& Founder

“We have to rely on new communication 
channels to reach all audiences.”
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In today’s market, most e-commerce companies face the challenge 
of trying to survive among big players such as Amazon.

The main tool that e-commerce today has at its disposal – so 
as to avoid succumbing to the competition – is its potential for 
differentiation.

So, find what makes your business different, by bringing value to 
consumers, and explore it further.

k) Differentiate yourself from the competition

Maria Rey
Senior Partner 
Manager Iberia

 “Positioning our e-commerce business is key, 
and to do that we have to create unique events 
such as live shopping, as well as making sure our 
customers are happy with us and that they are 
talking about us.”
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Start your e-commerce internationalisation 
strategy NOW with 

Jevnet and Go Global Ecommerce!

www.jevnet.es www.goglobalecommerce.com

Contact Contact

https://www.jevnet.es/
https://www.goglobalecommerce.com/en
https://www.jevnet.es/contacto/
https://www.goglobalecommerce.com/en/contact

