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Right now, grocers are still trying to sort out what 
role e-commerce will play in future operations. 
Despite the clouds of uncertainty, there are a few 
well-established facts:

• Commerce is converging. 
It’s becoming one comprehensive experience. More and more consumers are relying on 
the internet. Browsing, clicking/selecting, picking-up, and purchasing products must be a 
seamless task that’s executed on multiple channels.

• Grocers can’t ignore commerce convergence. 
Having a solid e-commerce foundation is beneficial for grocers, even if it’s not yet profit-
able for everyone. In a few years, having that foundation won’t just be beneficial, it will be 
fundamental to survival. 

• There are risks (and costs) grocers must confront. 
When it comes to expanding a grocery enterprise into e-commerce, it will be important to 
control costs and minimize risks, especially during the early consumer adoption stage. 

Grocers who consider these three facts will have additional questions. Consumers are showing 
more and more interest in using mobile and web platforms to perform or preview their purchas-
es, but the vast majority of grocery shopping is still done by more traditional means. How quickly 
will the commerce convergence happen? 

Bringing in new technologies can also be expensive, and the terrain is ever-evolving. So what are 
the risks and costs on the horizon? 

Finally, what would an effective e-commerce technology stack look like, and how will you keep 
your cost sustainable?
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Dangers in the Desert of Technology Adoption Rates 
Pamela N. Danziger recently reported in Forbes, “The Food Marketing Institute estimates online 
grocery sales will reach some $100 billion by 2025, or about 20% of the grocery retail market, 
though today only about 2% to 4.3% of industry sales originate online.” 

If you jump in too early, 
you might end up with an 
unsustainable framework—
but if you wait too long, you 
may lose market share.

Technology adoption life cycle: Grocery is still hovering somewhere in the early stages for e-commerce operations. By 2025, the 
adoption rate may increase significantly, bringing the industry into the “early majority” phase. Retailers need to be thinking about 
how they navigate the next five years or they risk entering a saturated market by ending up on the late side of the bell curve.

In the grand scheme of things, half a decade isn’t a particularly long time, but it’s far enough away 
that some grocers may be hesitant to go all-in with online grocery too early. Their caution isn’t 
unwarranted, but they shouldn’t completely neglect the shift either. 

The industry is still learning what works and what doesn’t when it comes to digital commerce 
in the grocery space. Major players are already making moves to capture market share, through 
acquisitions and technological innovation. Amazon owns nearly 
one-fifth of the market for online retail grocery, and Walmart owns 
about one tenth. Target and Kroger won’t be far behind. 

All of these large-scale retailers have deep financial war chests 
that allow them to acquire or build an extensive e-commerce 
infrastructure. But the price of being an early entrant to the e-com-
merce arena can be high in technical debt too. It’s likely mistakes 
will be made along the way. 

Converged commerce frameworks need to be more than function-
al; they need to be profitable. If you jump in too early, you might 
end up with an unsustainable framework—but if you wait too long, 
you may lose market share. 

What should local and regional grocers do to navigate the potentially perilous path ahead?



Copyright© ECRS   •   www.ecrs.com   •   800.211.1172 The Foundation for e-Commerce Success    •   p. 3

Click-and-Collect: The Gateway to e-Commerce
As more and more consumers acclimate to the concept of buying products online and picking 
them up in store, more and more retailers will adopt the technology needed to facilitate it. Click-
and-collect functionality requires less immediate time, energy, and 
capital than trying to develop a full-on grocery delivery platform from 
the get-go. It also lays the foundation to incorporate delivery later, when 
the time is right. Retailers should move forward now, but they should do 
so deliberately, with a focus on maintaining control and minimizing cost 
of a digital commerce framework. 

The best option is to bring in a dedicated technology partner that can 
handle your electronic back end holistically while leaving you in control 
of your operations—and your data. 

While grocery delivery services are on the rise and will continue to 
evolve in the retail grocery space, moving into delivery is a more com-
plex endeavor that brings on more risk. It may be too early for most 
grocers to put a heavy emphasis on such a service. It’s important for 
a retailer to build out digital functionality where appropriate and show 
restraint where it is not. 

Maintaining Control of Your Own Operation  
Why not just take a hands-off approach? Why not just bring someone else in to run the whole 
e-commerce thing? These questions may be asked by grocers who aren’t presently technology-
focused or who feel they lack the resources to get the job done on their own.

There’s no shortage of third parties who are eager for 
grocers to invite them into their stores to control their 
e-commerce operations. They’ll promise to handle 
everything from web orders, to picking, and even 
delivery—but should grocers sign on with any of them?

Consider this horror story: One grocer signed on 
with a popular internet instant grocery delivery 
service. The CIO was curious to see how well 
their arrangement with this third party was 
working, so he decided to place a delivery order 
for his home. When the delivery contractor (who 
did not know the customer was the actual CIO) 
arrived at the executive’s house, he informed the 
CIO that it would have been more economical 
to place an order through the same service, but 
instead select from a local big box discount store. 
The big box discounter uses this same service 
and the contractor has no stake in the grocer.

Retailers should move 
forward now, but 
they should do so 
deliberately, with a focus 
on maintaining control 
and minimizing cost 
of a digital commerce 
framework.



Copyright© ECRS   •   www.ecrs.com   •   800.211.1172 The Foundation for e-Commerce Success    •   p. 4

ECRS develops solutions for local and regional retailers  
with 5 e-rules in mind.
When deciding how to implement a digital commerce technology stack and deciding what that technology stack will look 
like, you should K.I.S.S.—Keep It Simple and Seamless.

As commerce converges, it makes sense to choose a starting point that will provide a strong foundation for future 
innovations without breaking the bank. It’s imperative for you to maintain control of both the transaction experience and 
ownership of your data—and it’s imperative you’re able to do so for a low, fixed cost. ECRS’ CATAPULT® and WebCart™ 
make it possible.

ECRS e-Rule #1: Don’t let others control your transactional experience. 
If you invite a third party service in to control your internet transactional experience, you’re putting others, those who are 
less invested in your success, in control of your future. You’re bringing more risk than needed into the equation. If you 
aren’t in total end-to-end control of the transaction, what are you putting at risk?

• Your transactional experience: You strive day-to-day to give customers a unique, rewarding experience that earns 
their loyalty and keeps them coming back. How your discounts fire, or even how you greet each and every customer 
are key differentiators. It’s what makes you unique—but not if someone else controls it.

• Your store branding: You can’t be certain that your store image is well-represented on platforms you don’t control.

• Customer relationships: You can’t predict how a third party might interact with your customers during a transaction.

• Your store data: Your data is valuable intel that could be easily repurposed to a competitor’s advantage.

• Advertising opportunities: You’ll miss out on additional opportunities to advertise or upsell if you don’t control the 
platform.

• Freedom to change your system: Shoppers grow accustomed to things, whether that be products or processes that 
they expect in your store. Once accustomed, they’ll become averse to changes. If you let a third party take control of 
the transactional experience, transitioning away may prove difficult in the future. 

It’s imperative for a retailer to maintain control.
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ECRS e-Rule #2: Don’t let others control your transactional data.
Could third party grocery delivery become a threat to grocery stores? Instacart makes money not 
just from delivery fees charged to customers, but premiums charged on items. Those missed 
profits could add up quickly, but the real cost is data.

When grocers have brought Instacart into their stores, they’ve given 
Instacart access to sensitive store data. The retailers haven’t retained 
exclusive ownership of that data. It’s hypothetical, but one must ask: 
“is there anything stopping Instacart from cutting out their own middle 
men (grocery stores) and going direct-to-consumer?”

Ocado already does it in the UK. Kroger bought a stake in them.

Well-known strategist, Brittain Ladd, writing in Forbes, recently asked 
if grocers have considered the danger: What if Instacart is a Trojan 
Horse?

“I strongly advise the grocery industry to crush all assump-
tions that Instacart will look and operate the same way three 
to five years from now. In fact, the mantra I live by is ‘Crush All 
Assumptions’ about business in general. Case in point: How 
many grocery executives thought Amazon would acquire Whole 
Foods? What prevents Instacart from changing its business 
model? Nothing.”

ECRS e-Rule #3: Look for e-commerce technology with a low 
fixed cost.  
Avoid solutions and services that have either a variable transactional cost or too high of a fixed 
cost.

Moving into a new business arena usually means more expenses, even if there’s a promise of 
profits later on. When it comes to enterprise expenses, no one likes surprises. Even after you’ve 
identified potential technology providers, you’ll need to look at their pricing structures before you 
sign on with anyone.

A technology vendor may hit all of the aforementioned criteria for 
e-commerce, but still cost too much to work with. As your enterprise 
grows, so too might the cost to maintain an e-commerce framework. 
Other technology vendors might charge a premium per transaction, or 
even per item—loading you, or your customers, with additional costs 
that can’t be reliably calculated on a timescale. 

If a pricing structure isn’t sustainable or if it cuts too deeply into your 
bottom line, you’ll risk losing ground to competitors. You want to find 
a technology partner who offers you a flat, fixed cost that you can 
anticipate (and afford) on an extended timeline. 

Using this simple approach will allow you to scale up around your fixed cost, allowing you to 
shrink your overall cost as your e-commerce operation starts to gain traction.

As your enterprise grows, 
so too might the cost to 
maintain an e-commerce 
framework.

https://www.bloomberg.com/news/articles/2018-05-17/ocado-cracks-u-s-grocery-market-with-landmark-kroger-contract
https://www.forbes.com/sites/brittainladd/2018/07/01/__trashed-2/#44ec862e4d17
https://www.forbes.com/sites/brittainladd/2018/07/01/__trashed-2/#44ec862e4d17
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ECRS e-Rule #4: Only deploy e-commerce and loyalty solutions 
that make your consumer’s life easier, not more complex.  
Your online shoppers are seeking an experience consistent with what they’ve come to expect 
from an in-store experience. Loyalty points, discounts, digital coupons, and promotions should all 
work the same across the board, meaning that a customer can just as easily do their shopping 
from the web to save time and retrieve their groceries when it is most convenient to them.

Setting things up should simple—ECRS’ solution, CATAPULT WebCart™, doesn’t need to be “in-
tegrated” with anything because WebCart is already a part of the larger CATAPULT® retail point 
of sale platform. It works seamlessly with the rest of the system, in real time. WebCart auto-
matically configures itself, based on the item data within CATAPULT’s item management sys-
tem. Through CATAPULT, WebCart delivers a smooth, simplified transactional experience that’s 
reliable and consistent. 

ECRS e-Rule #5 - Leverage Unified Transaction Logic™ to have 
a seamless user experience. 
Local and regional grocers should be busting down their reliance on unnecessary third parties 
(silos) and they should avoid taking on additional silos. Many grocers feel trapped, relying on a 
multitude of third party vendors who will shift blame and avoid responsibility at the first sign of 
technical trouble. Silos make an enterprise less agile, which means less adaptable to emerging 
opportunities.

Retailers who secure a single reliable technology partner 
and commit to eliminating silos will maximize profit op-
portunity, speed, agility, and self-sufficiency. 

CATAPULT relies on a single transaction logic that is 
shared at every retail touchpoint, across the enterprise—
WebCart included. No matter how complex a transaction 
is, Unified Transaction Logic will work in real time, where, 
when, and how customers want to transact.

a software-based system 
of reasoning that connects 
transaction touchpoints across 
an enterprise, allowing users to 
perform the same transaction, 
no matter how complex, 
where, how, and when 
customers want to transact

UNIFIED TRANSACTION LOGIC™ (n):
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Cut the Costs, the Middlemen, and the Middleware with WebCart™
The people who comprise ECRS have always believed that the key to empowering retailers is to cut complexities and 
costs out of store processes, from store front to back end to supply chain. That’s why we developed WebCart as a seam-
less click-and-collect solution that pulls item data and transactional logic from the same system that the rest of the store 
enterprise is running on. 

Webcart was developed as a part of the CATAPULT unified commerce platform, so it’s not a costly or time-consuming task 
to power it up, for ECRS or for the retailer. ECRS charges the retailer a low, flat, fixed cost per store, rather than per transac-
tion or item sold. WebCart leaves the retailer in command of their online shopping operations while allowing them to build 
out further digital capabilities at their own pace.

Customers can also easily view their past transactions online, even if they took place in the store.  This unified experience 
just makes life easier for the consumer. 

“Store pickup and delivery are a small part of our business today, but we know it will be big 
part in the future. The CATAPULT WebCart system keeps our transactional cost down, allow-

ing us the ability to scale the business as demand for this service steadily increases.”  

Jeff Rice  
Owner at Jackson Whole Grocer  •  Jackson, WY
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About ECRS
ECRS is an industry-leading retail solutions provider harnessing technology to future-proof today’s retailers and prepare 
them for tomorrow’s opportunities. ECRS’ revolutionary CATAPULT® system is the market’s only truly unified point of sale 
platform. With CATAPULT, the point of sale, self checkout, web-store, inventory, customer loyalty, back office, e-commerce, 
and enterprise management all share a single transactional business logic. We call this Unified Transaction Logic™, 
empowering our retailers to prosper by providing actionable business intelligence across the enterprise. Unifying hardware, 
software, and services, ECRS offers a friction-free, cost-saving solution that will increase customer engagement and 
improve the consumer experience.

ECRS is committed to perpetual development, expanding value through constant innovation. To that end, CATAPULT is 
fully-customizable. Optional plug-and-play modules work seamlessly with core applications, offering retailers freedom 
and flexibility in designing their point of sale platform. Retailers can easily expand platform functionality as their business 
grows. Exhaustive research, intelligent design, and rigorous pre-market testing ensure that ECRS products integrate 
smoothly into existing retail environments.

ECRS’ technology solutions are backed by a knowledgeable, accessible, and award-winning US-based support team that is 
dedicated to retail success. On the 2019 RIS Leaderboard, ECRS was ranked #1 for grocery vendors for the sixth year in a 
row, #1 for midsize retailers, and ranked in the top 5 for quality of support for the tenth year in a row. 

ECRS is proud to be building a community of retailers and share in their success.

Systems that ECRS Innovates

Traditional Point of Sale
Self-Checkout Systems
Click & Collect 2.0
Mobile POS
Accelerated Checkout®
Back Office Management
Reporting & Analytics
Customer Loyalty & Marketing

Enterprise Headquarters Management
Inventory & Warehouse Management
Supplier & EDI Integration
Gift Card Systems
Membership Management
Fuel Pump Integration
Pharmacy System Integration
Onboarding & Support Services

https://www.ecrs.com/retail-pos/
https://www.ecrs.com/retail-pos/point-of-sale/
https://www.ecrs.com/retail-pos/hardware/self-checkout/
https://www.ecrs.com/retail-pos/e-commerce/
https://www.ecrs.com/retail-pos/inventory-and-supply-chain/
https://www.ecrs.com/retail-pos/loyalty-and-marketing/
https://www.ecrs.com/retail-pos/back-office-management/
https://www.ecrs.com/retail-pos/e-commerce/
https://www.ecrs.com/retail-pos/enterprise-management/
https://www.ecrs.com/retail-pos/unified-transaction-logic/
https://www.ecrs.com/retail-pos/onboarding-and-support/
https://www.ecrs.com/retail-pos/point-of-sale/
https://www.ecrs.com/retail-pos/hardware/self-checkout/
https://www.ecrs.com/retail-pos/e-commerce/
https://www.ecrs.com/retail-pos/hardware/
https://www.ecrs.com/retail-pos/hardware/accelerated-checkout/
https://www.ecrs.com/retail-pos/back-office-management/
https://www.ecrs.com/retail-pos/reporting-and-analytics/
https://www.ecrs.com/retail-pos/loyalty-and-marketing/
https://www.ecrs.com/retail-pos/enterprise-management/
https://www.ecrs.com/retail-pos/inventory-and-supply-chain/
https://www.ecrs.com/retail-pos/inventory-and-supply-chain/
https://www.ecrs.com/retail-pos/loyalty-and-marketing/#gift-cards
https://www.ecrs.com/retail-pos/loyalty-and-marketing/
https://www.ecrs.com/industries/convenience/
http://Pharmacy System Integration
https://www.ecrs.com/retail-pos/onboarding-and-support/
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