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Current Stats

Source: Bank of America, U.S. Department of Commerce, Shaw Spring Research





Fragmented Industry Requires a Comprehensive Strategy

80% of grocery shopping occurs outside of Walmart & Amazon

96% of customers who haven’t tried online grocery would pick a store they already shop from

Source: Google & Bain Study



Instacart Led Online Grocery 

with 57% Share in April





• New features: "Fast and Flexible" and 

"Order Ahead“

• Added shoppers quickly as demand grew

• Increased investment in customer service

• Better purchasing data for brands

• New self-service advertising platform

• Expanded partnerships – including Walmart

Instacart is Responding & 

Innovating



Consumers Will Decide Who Wins in Online Grocery

2 out of 3 consumers don’t think about ordering until 

the day they run out of a product

Deliver as Fast as Possible

55% of customers will switch to a competing retailer if 

it offers faster delivery

To save a trip to the store, 

customers need to be able to get 

all of the items on their list 

delivered from one place 

Get All the Items on My List

Source: Capgemini



How do you 

prioritize

retailers for your 

e-commerce programs? PURE-PLAY OMNI-CHANNEL MARKETPLACES

“We’re going to focus on our top 100 skus

on just Amazon for now. 80% of our 

ecommerce sales come from those 100 skus

anyway.”



1 2 3 4
IDENTIFY ALL 

RETAILER PARTNERS 

FOR E-COMMERCE

This should include 

collaboration with all internal 

stakeholders from sales, 

brand, etc… to determine 

strategy. It should also include 

meetings with retail partners 

to discuss investment changes

Omnichannel Expansion

DETERMINE YOUR 

PRODUCT PORTFOLIO 

STRATEGY

CREATE 

DIFFERENTIATED 

CONTENT

BUILD 

DEPLOYMENT & 

ANALYTIC PLAN

This phase involves analysis of 

the product portfolio to 

determine which products 

should get the most 

investment, which should be 

workhorses, and which should 

get base level investments

Each retailer has unique 

content requirements to 

differentiate their platforms 

for their competitors. This 

phase involves working with 

creative teams to do retailer-

specific variations to your 

product data.

Not only does the creative 

need to be customized, but 

each retailer also has different 

specifications for deployment. 

Remember “syndication” 

doesn’t really exist. 

Collaborate with PIM experts 

now.
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Omnichannel Expansion

CREATE 

DIFFERENTIATED 

CONTENT

Each retailer has unique 

content requirements to 

differentiate their platforms 

for their competitors. This 

phase involves working with 

creative teams to do retailer-

specific variations to your 

product data.

This Includes Creating Content 

Tailored for Instacart!



The Iron Triangle of Agile Project 

Management

TimeResources

Scope

Quality



Expanding scope, without sacrificing time & quality 

is the key to winning at e-commerce.

Time

Resources

Scope

Quality



If Content 

Wasn’t 

Constrained 

by 

Resourcing

You Could 

Focus on 

Demand & 

Opportunity



Where Do You Start? 

NAIL THE BASICS



In store activations don’t 

always translate online.

The digital shelf 

changes everything.



To win on 

the digital 

shelf, you 
must 

be found 
and be

on top



To

drive conversion
you must have 

great, complete 
content



To beat the 

competition, 
you must be

fast



The Table Stakes of E-Comm
• Are you listed?

• Are you in stock? 

(this one is particularly 

challenging for 

marketplaces)

• Are your prices 

competitive?

• Is your content 

complete?



Mobile Heroes Yes but restricted Yes Yes Yes No Yes

Image Count 7-15 “unlimited” (14-18)
5-6 enhanced images 

(for some categories)
9 8 12

Title 200 200 (moving to 70) Autogenerated by Instacart 100
150 (Titles only accepted 

through API)
60

Product Description 

Characters
100-2,000 4,000 No Max Given

400 (suggested, but not a 

max)
3-5 SENTENCES 400 WORD 

Bullets
255/each (first 1000 

characters are indexed)
150/each No

5-7 bullets (150 character 

recommendation)

10 words each

Some categories > 10
75 each

Hidden Keywords Yes Yes No No No Yes

Other Fields

A+ (Amazon), 

Newly spotted: “Additional 

Information” Fields (for 

some categories)

Shelf Descriptions Label Insights Attributes

Optimization Hacks
Most complex, most 

semantically advanced

Specific word order 

important – especially in 

title. API for all categories

Leverage paid platform 

to test organic 

improvements

Exact match is key
Careful as image 

reqs are very different

Keyword proximity 

to front of title is key

Winning Search and Content Strategies Start

With Understanding the Capabilities



Mobile Heroes Yes

Image Count
5-6 enhanced images 

(for some categories)

Title Autogenerated by Instacart

Product Description 

Characters
No Max Given

Bullets No

Hidden Keywords No

Other Fields

Optimization Hacks

Leverage paid platform 

to test organic 

improvements

Winning Search and Content Strategies Start

With Understanding the Capabilities

Note: Retailer and Marketplace Content 

Requirements Change Almost Daily and Require 

Frequent Monitoring.



Get Found#1



How Many Slots on This “Shelf” Do You Own?

Let’s Compare Page 1 of the Digital Shelf to the Physical Shelf…

Search is How We Discover Products Today.



How Much of the Orange Area Do You Own?

If the Top Six Results Online are the New “Eye Level…”



Three Types of Search Placements

PAID PLACEMENTS MANUAL PLACEMENTS

Intervention from the retailers that 

overrides organic rankings to 

feature chosen products

ORGANIC PLACEMENTS

Paid advertising services available 

from many of the retailers

Algorithmic-driven rankings. Most 

consumers seek organic listings 

first



Top Rows = 

Prime Shelf 

Space

70% of conversions 

from search take place 

in the first row.*

Ensure Your Products are 

Displayed Where Customers are Looking

*Source: Instacart



How to Use Keyword Data 

to Inform Content Creation



Keywords help you 

understand what 

customers want from your 

category

bottled water

sparkling water

distilled water

flavored water

spring water

distilled water gallon

mineral water

bottled water 24 pack

lime sparkling water

distilled water gallons case/6

bottled water 24 count

distilled water 1 gallon

spring water gallon

flavored sparkling water

flavored water packets

bottled water 40 count

“water”



Where Can You Get Keywords?

Instacart Ads Search Suggest Providers Like OneSpace



Classify Keywords to 

Create the Picture

PACK SIZE

TYPE

distilled water
spring water

mineral water
flavored water
sparkling water

FORM

bottled water 
flavored water packets

bottled water 24 pack 
distilled water gallon 
spring water 24 count



Map the Keywords to Your Product Portfolio

Mini Water 

Bottle 8 

Pack

$5.00
Free Pickup

• Mini Water Bottle

• 8 Pack Small Bottled Water

• Water for Kids



Get Clicked#2



Mobile Heroes Win the Click

• Instacart discourages heroes, but some types are still currently being 

accepted. 

• Test and learn with the self-service ad platform. 



Hero Testing 
Proved Lift in 
CTR & 
Conversion

+2.6% +24% +3.6%

Source: University of Cambridge: ecommerce.inclusivedesigntoolkit.com



ecommerce.inclusivedesigntoolkit.com



What Makes a Good Hero?

1. Captures Attention

2. Improves Confidencevs.



What Makes a Good Hero?

1. Captures Attention

2. Improves Confidencevs.



What Makes a Good Hero?

1. Captures Attention

2. Improves Confidencevs.



Hero Images – One Size Doesn’t Fit All

Who is the brand? What is it? What variety is it? How much of it is there?



Hero Styles 
To Test



Mobile 

Heroes

No – although 

some slight 

alterations for 

flavor might be 

accepted.

Yes (although 

saying it will be 

limiting 

cambridge)

Yes (although 

saying it will be 

limiting 

cambridge)

Yes, but 

discouraged 
No Yes

Not Every Retailer 

Handles Heroes the Same

…But Modified Pack Shots Are Typically OK Everywhere



Get Purchased#3



The Importance of Complete Content

67%

of shoppers 

consider product 

images 

“very important” 

when making a 

buying decision

of shoppers that 

say that detailed 

product 

content is the No. 

1 reason they 

click “Buy”

of shoppers buy 

from a different 

company than 

expected because 

of information 

they found online

Source: “Retail Dive - 50% of retailers list mobile shopping as a top priority.” 

73% 34%



73% OF SHOPPERS…
say detailed product content

is the #1 reason they click “Buy”

317644

Top

Performers

Bottom

Performers

3.14.6
Bullet

Count

26
Image

Count

Description

Length



Merchandise With 
Enhanced Image Carousels

• Instacart’s guidelines 

specify pack shot types 

only

• But enhanced images are 

being seen more 

frequently on the 

platform



1

Start With 

Search Data

2 3 4

Image Carousel Process

Create a Plan 

for Each 

Retailer

Decide Which 

Images to 

Create

Strive for 

Great Design



Decide Which 

Images to 

Include

• Start with tangible product attributes

• Highlight important info not obvious from pack 

shot

• Reinforce the pack size/count

• Include a recipe, craft idea, or alternative use

• Answer common questions

• Reiterate the key benefits

• Call out special ordering options

• Adjust for seasonal needs

#3



Take inspiration from the 

content already created. 

Brand websites, social 

channels, and assets from 

your DAM

Honor the Brand

Strive for Great Design#4



Be Legible#4



Build a retailer capability grid

OR

TMI: Too Much Information? Not Enough Information?

#4 Be Legible



Tell a Visually Interesting Story#4



Tell a Visually Interesting Story#4



Be Fast#4



Triggers

“Foreseen and Unforeseen Events 
That Should Initiate a Change 
to Your E-Commerce Content on One 
or More Retailers”



Beat Your Competitors By Responding to Triggers 

First!

• New Size
• New Color
• Distribution Change
• Packaging Change
• Product Renovation

External Triggers

Internal Triggers

• Change in Pack Configuration
• Requested Content Update 

Requested Image Change
• New Look Image Removal
• Discontinue SKU

• Ranking Drop
• Share of Page 1 Drop
• Image Type Added
• Image Qty Changed
• New Module Available
• Navigation Attribute 

Added

• Character Count Increase
• Hidden Keywords Added
• New Keyword Discovered
• Keyword Lost Volume
• New Trending Keyword



Publish Frequent Updates via a CSP

CSP API Connection*

Manual Submission*

*Salsify is the preferred method of syndication for Instacart. However, a 

relatively new form is available for manual submission. Brands can also 

specify to Instacart to use a content syndication partner as their source 

of truth instead of looking to content from a specific retailer. Some 

smaller retailers continue to override CSP content.   



To

win search 
and 

be found
you must be 

on top.



To

drive conversion
you must have 

great content



To

do both
you must be

fast



Questions or Want to Learn More?

Visit our website: ONESPACE.COM

Hit me up on LinkedIN

or email me: amanda.wolff@onespace.com


