The $0 to $1M Ecommerce Blueprint
Workbook (2026)

A Step-by-Step Action Guide for Building a Million-Dollar Brand



How to Use This Workbook

D Important: Watch this video first. (Video also available at mattc.com/blueprint)

Then, read through each section, complete the checklists, fill in the action items as you go,
and record your reflections at the end. This is your personal roadmap — treat it like a
business plan, not casual reading.


https://www.youtube.com/watch?v=JWcnan1JpRE

Introduction: What This Blueprint Will
Give You

Building an ecommerce business is nhot as complicated — or as expensive — as most people think.
You are one product away from building a business that replaces your 9-to-5 income. You are one
business exit away from changing your financial life forever.

This workbook distills the exact step-by-step system used to grow a brand from $0 to $2.5 million in
Year 1and $16 million in Year 2 — with a single product, a single funnel, and a single traffic source.

The model is simple:

One Product One Store One Traffic Source
Proven, differentiated, and Shopify, optimized to Facebook/Meta ads (or
premium convert free short-form video)

(JJ Follow every step in order. Do not skip ahead.



Step 1: Picking a Product

Overview

The product is the foundation of everything. A great product makes every other step easier. A bad
product makes every other step irrelevant.

Three criteria must ALL be true for your product to qualify:

—0— —0——0—

Proven Demand Personal Knowledge Unique Angle

It already sells well It's something you know, You offer something the
use, or care about market doesn't yet have



Criterion 1: Proven Demand

Use Amazon as your research tool. Amazon represents roughly half of all U.S. ecommerce sales — it
is the most reliable demand signal available.

How to evaluate demand:

1 Open any product page on Amazon 2 Scroll to the Product Details section
3 Find the Best Sellers Rank (BSR) — use 4 Use afree Amazon sales estimator to
only the first (broadest) category listed convert that rank into estimated monthly

unit sales and revenue

(D Your demand threshold: The product should generate at least $2 million per year in
estimated sales on Amazon. This ensures there is enough market demand for you to
capture a meaningful share.



("4 Checklist: Researching Demand

%

%

Go to Google and search "Amazon Best Sellers"

Open the Amazon Best Sellers page and browse top-level categories

Open categories that relate to your personal interests or experience

Scan the top 100 products in at least 3-5 categories

Record the product name, BSR, category, and price for each opportunity

Use a free Amazon sales estimator to find monthly revenue for each product

Filter your list to only products earning $2M+/year

Build a shortlist of 15-20 product opportunities

Key Action Item: Do not proceed until you have at least 15 product ideas on your list. More
options now means more flexibility later.



Criterion 2: Personal Knowledge

You will spend years selling this product. Sell something you use, believe in, and can speak to with

real authority.

Your Unfair Advantage

Selling something you love gives you an unfair
competitive advantage — you understand the
customer better than any competitor who is
justin it for the money.

Rule: Only sell what you would buy yourself.



("4 Checklist: Applying the Personal
Knowledge Filter

—>  Review your 15-20 product list

% Highlight every product you personally use or have used

% Highlight every product tied to your hobbies, work, health, or lifestyle
% Remove any product you wouldn't buy or don't believe in

% Narrow your list to your top 5-7 opportunities

(D Key Action Item: Write one sentence next to each remaining product explaining why you
personally care about it. If you can't write that sentence, remove it from the list.



Criterion 3: Unique Angle

You cannot win by selling the same thing as everyone else. Competing on price is a race to the
bottom. The goal is a premium product at a premium price — and that requires differentiation.

The best source of differentiation is hidden in plain sight: customer reviews.
How to find your unique angle:

1 Open the top-selling products in your chosen category

2 Read reviews starting with 5-star (what do people love and why?)

3  Work down through 4, 3, 2, and 1-star reviews

4 Look for patterns: repeated complaints, unmet needs, underserved buyers

5 That gap is your opportunity



("4 Checklist: Finding Your Unique
Angle

%

%

Identify your top 2-3 product opportunities from your shortlist

Find the top 5 best-selling products in each category on Amazon

Read at least 30-50 reviews per product (across all star ratings)

Create a simple document noting: what customers love, what they complain about, and who

is buying it

Identify at least one clear gap or unmet need in the market

Define your unique differentiator in one sentence: "My product is the only [product type] that
[unique attribute] for [target customer]."

(D Key Action Item: Choose your final product. Write down your unique differentiator and
commit to it before moving to Step 2.

My Product:

My Unique

Differentiator:



Step 2: Finding a Supplier

Overview

You are not building a dropshipping business. You are building a brand — and that distinction is

worth millions.

Dropshipping Business Branded Ecommerce Business

Typically sells for 1.5x-3x annual profits Sells for 3x-5x profits or more

Same effort. Significantly more value.

To own a brand, you need a supplier who will manufacture a version of your product under your
brand name, with your unique modification built in.



Where to Find Suppliers

Supplements, Skincare & Food
Products

Use a domestic contract manufacturer. Search
for "[your product type] private label
manufacturer" on Google.




How to Evaluate Suppliers

Once you find potential suppliers on Alibaba, contact at least 3-5 of them. Tell them what you want
to make and ask:

e Can you produce this product with [your modification]?
e What is the cost per unit (at minimum order)?
e What is the minimum order quantity (MOQ)?

¢ What is the lead time from order to delivery?

(@ Profit margin rule of thumb: You must be able to sell the product for 4-5x your cost.
Calculate it this way:

(Cost per unit + $1 shipping estimate) x 4 = Minimum viable selling price

If the math doesn't work, move to the next product on your list.



("4 Checklist: Finding and Vetting Suppliers

Search Alibaba for your product (or search for domestic contract manufacturers if applicable)
Contact at least 3-5 suppliers

Get quotes, MOQ, and lead time from each

Verify the math works against current Amazon/market pricing

Order samples from your top 2 suppliers

9
9
9
9 Run the 4x margin calculation for each supplier quote
9
9
9

Evaluate sample quality in hand — not just photos

9 Choose your preferred supplier

Before Ordering Inventory:

e Create a brand name (use ChatGPT or a similar Al tool to brainstorm)
e Create a starting logo (use ChatGPT or Canva)
e Purchase a.com domain for your brand name

[ Key Action Item: Order your minimum viable inventory quantity. Your goal is to test with the fewest units possible
before committing to a large order.

My Supplier:

My Brand Name:

My Domain:

My Cost Per Unit: ___ Target Selling Price: Margin Multiple:




Step 3: Automating Your Operations

Overview

This business should be runnable from a laptop, anywhere in the world. The key to that is removing
yourself from the physical work — storing, packing, and shipping inventory — entirely.

The system: Manufacturer - 3PL (Fulfillment Center) - Customer. You never touch the

product.

i e

Manufacturi Order 3PL
ng Fulfillment

This automated flow means you can run a global ecommerce business from anywhere — without
ever handling a single package.



Setting Up Fulfillment (3PL)

A third-party logistics provider (3PL) stores your inventory, packs orders, and ships to customers
automatically. You pay them per order fulfilled.

Options to consider:

e Search Google for "[your product type] ecommerce fulfillment" to find local or national 3PLs

e Amazon FBA (Fulfillment by Amazon) — can fulfill orders from your Shopify store as well as
Amazon

e Ask your 3PL what order management apps their other clients use — this makes integration far
simpler

The automated flow:

1 You place a manufacturing order - inventory ships to your 3PL
2 Customer orders from your Shopify/Amazon store

3  Order is automatically sent to your 3PL

4 3PL packs and ships the order

5  Customer receives automated tracking notifications

© You monitor inventory levels and reorder when stock runs low



Setting Up Customer Service

The majority of ecommerce customer service is shipping-related. Automate it wherever possible,
then hire a part-time remote customer service rep from platforms like Upwork.com once volume

justifies it.
{ ) O
& 2
Automate First Hire When Ready

Set up automated shipping notifications and FAQ  Once volume justifies it, hire a part-time remote
responses to handle the majority of inquiries customer service rep from platforms like
without human intervention. Upwork.com.



("4 Checklist: Operations Setup

%

%

Research and shortlist 2-3 3PL providers

Get quotes and compare pricing per order fulfilled

Choose your 3PL and confirm they can receive inventory from your manufacturer

Identify which Shopify app your 3PL uses to receive orders automatically

Set up Shopify store (see Step 4)

Connect Shopify to your 3PL order management system

Set up automated shipping notification emails/texts for customers

Determine your inventory reorder threshold — the level at which you place your next
manufacturing order

(D Key Action Item: Confirm that the entire order flow — from customer purchase to delivery
— works automatically before spending money on advertising.
My 3PL Partner:

My Reorder Threshold (units):




Step 4: Launching Your Product

Overview

Your launch has one goal: get your first 20+ reviews. Everything else — scaling, profitability,
advertising at full spend — comes after that.

Do not worry about making money yet. Worry about social proof.

20+ 80%

Reviews Required Time on Product Page

Before scaling to paid ads Spend most of your setup time here



Building Your Shopify Store

Your Shopify store is your primary sales channel and brand home base.

The most important page on your store is the product page. Spend 80% of your setup time here.
The homepage, about page, and everything else is secondary.

What a great product page includes:

e A compelling product title with the primary benefit

¢ 5-10 high-quality product images (use a service like ProductPhotography.com + Al tools like
ChatGPT or Nano Banana by Google for additional images)

¢ Benefits of the product (outcomes the customer gets)
e Specific features (detailed specs — be precise)

e Text reviews with star ratings

¢ 10+ photo reviews

e Atleast 2 video reviews

e A guarantee (30 days is standard)

[ How to benchmark your product page: Search Google for "top direct-to-consumer

brands" or "top Shopify brands." Study their product pages. Your goal is to match or
exceed their quality.



Adding Bundles and Upsells

CRITICAL — DO THIS BEFORE LAUNCH

Before you run any ads, install upsell infrastructure. This directly determines whether your ads are
profitable.

(D Rule: Never let a customer buy just one unit. Always offer a multi-unit discount (e.g., buy 3,
buy 6) on your product page.

Upsell tools for Shopify:

Aftersell, Zipify One Click Upsell

The upsell formula:

Offer more of what the customer already bought at an even better discount. Simple, effective, and

proven.
Without Upsells With Upsells
Average order value: $15-$30 Average order value: $80+

That difference determines whether your ads break even or make you rich.



Getting Your First Reviews

Sources for early reviews:

1 Friends and family — 2 Post on your personal 3 Offer a launch discount
give them a product or a social media to early buyers in
heavy discount in exchange for a review

exchange for an honest
review

(D Your launch goal: 20+ reviews on your Shopify product page — including text, photos, and
at least 2 videos.

Do not move to Step 5 (paid ads at scale) until you have this.



("4 Checklist: Product Launch

% Set up Shopify store and choose a theme

% Connect Shopify to your 3PL fulfillment system

% Add your product with all required page elements (see list above)

% Add multi-unit bundle pricing (3-pack, 6-pack, etc.)

% Install an upsell app (Aftersell or Zipify)

% Set up your post-purchase upsell offer

—> Do atest order end-to-end to confirm everything works

% Reach out to friends, family, and your personal network for initial orders
% Post on your personal social media about your new product

% Collect your first 20+ reviews (text + photo + video)

% Add all reviews to your product page

[ Key Action Item: Do not spend serious money on ads until you have at least 20 reviews. Reviews
are your conversion engine. Without them, ad spend is wasted.

Reviews collected: [ 20target



Step 5: Scaling Sales

Overview
With a great product page, bundling, and upsells in place, you are ready to scale. The primary

scaling channel is Facebook/Meta ads.

Meta (Facebook + Instagram) is the largest advertising channel for ecommerce — even for
brands doing hundreds of millions of dollars per year. Start here.

= @

Facebook Instagram

Reach billions of users with targeted product ads Visual-first platform ideal for product discovery,

across the Facebook feed and marketplace. Stories ads, and Reels placements.



Building Your Ad Creative

The fastest way to learn what works is to study what's already working for others.
How to research competitor ads:

1 Open Facebook Ad Library (adslibrary.com)

2  Search for brands in your category

3 Filter for ads that have been running the longest — those are the ones making money

4 Analyze: What format is it? What's the hook? What benefits are mentioned? How does it end?

5 Model their structure for your own ads — with your own original content

A proven video ad template:

1 2 3
Hook Body Close
First 3 seconds: Something 3-5 key benefits of the A short call-to-action screen
unexpected or bold that product (specific, outcome- with your product and a
stops the scroll focused) reason to buy today

(D Create 3-5 video ads to start. Do not wait until they're perfect — launch them.



Setting Up Your First Facebook
Campaign

Campaign structure:

One Campaign Two Ad Sets

Keep it simple — one campaign to start One for video ads, one for image ads
No Specific Targeting Budget

Target by country only (e.g., United States) $20-$50 per day per ad set

[ Let Facebook's algorithm find your customers. Do not over-engineer targeting when you're
starting out.



What to Do Once Ads Are Running

Your job is now three things — and only these three things:

Create More and Get More Reviews Improve Bundles and

Better Ads Add them to your product Upsells

Volume and iteration wins page to improve Increase average order
conversion rate value (AOV)

[  When you reach the point where revenue from ads exceeds ad spend, increase your
budget. Keep scaling.



("4 Checklist: Scaling With Facebook Ads

% Open Facebook Ad Library and research 5-10 competitor brands

% Document 3-5 ad templates from competitors (format, hook, benefits, CTA)
% Create 3-5 original video ads using a proven template

—> Create 3-5 static image ads

% Set up a Facebook Business Manager account (if not already done)

% Install the Meta Pixel on your Shopify store

\%

Create one campaign with two ad sets (video and image)

Set daily budget at $20-$50 per ad set

Launch your campaign

Review results daily — look at cost per purchase, ROAS, and add-to-cart rate

NN 2N N

Pause underperforming ads; create new versions based on what's working

N

Continue building reviews and adding them to your product page

% Monitor and improve your upsell acceptance rate

[ Key Action Item: Once one ad is profitable, double down on it. Create 5 variations of what's working before
experimenting with entirely new formats.



Bonus: Free Traffic With Short-Form
Video

If you are on a tight budget — or want to supplement paid ads — there is a 100% free scaling
channel: short-form video content.

Platforms:

TikTok, YouTube Shorts, Instagram Reels

The process:

1 Follow the top accounts in your niche on each platform

2  Study their most-viewed videos — what's the hook? What's the structure? How do they end?
3 Model their format with your own original content

4 Post 3-5 pieces of content per day for your brand

B Iterate every day — each video should be better than the last

[ The bonus: Any piece of organic content that performs well is pre-validated for use as a
paid ad. If it works for free, it will almost certainly work as a Facebook ad.



("4 Checklist: Free Organic Traffic

%

%

Create business accounts on TikTok, Instagram, and YouTube

Follow 10+ top accounts in your product niche on each platform

Analyze the structure of their top-performing videos

Create your first 5 short-form videos

Post consistently — minimum 3 videos per day

Track views and engagement; double down on formats that perform

When a video performs organically, test it as a paid ad



Frequently Asked Questions

What does it cost to start?

Your biggest upfront cost is inventory —
typically around $5,000, though it may be
more or less depending on your product.
The other major cost is advertising. Plan
for $2,000-$3,000 in ad spend as a
conservative starting budget. Free organic
content (Step 5 Bonus) can reduce or
eliminate this cost.

When will | start making money?

Be prepared to make nothing for the first
full year. Every dollar of early revenue
should go back into inventory and
advertising. Do not quit your day job until
your business consistently generates more
than your current salary. This is a real
business, not a get-rich-quick scheme.
The investment is real. So is the upside.

What if | live outside the USA?

This model works from any country. You
can sell into any major market regardless
of where you are located.

What is a realistic outcome?

With the right product, the right brand
differentiation, and disciplined execution of
this system, building a business worth
$1M-$10M+ is achievable within 3-5 years.
The businesses that succeed are the ones
that don't quit.



Reflection Section

Use this space to capture your key takeaways and commit to your next actions.

@

Key Takeaways

What are the 3 most important things you
learned from this blueprint?

First Steps

What will you specifically do in the next 7 days
to move forward?

(¢]

K

A

Biggest Obstacle

What is the single biggest thing standing
between you and starting?

1%

Product Commitment

Write down your product, differentiator, launch
date, and Year 1 goal.



My Biggest Takeaways From This
Blueprint

What are the 3 most important things you learned?

—0— —0— —0—

Takeaway #1 Takeaway #2 Takeaway #3




Takeaway #1— Notes

Use this space to expand on your first key takeaway. What specifically did you learn, and how will it
change how you approach building your business?




Takeaway #2 — Notes

Use this space to expand on your second key takeaway. What specifically did you learn, and how
will it change how you approach building your business?




Takeaway #3 — Notes

Use this space to expand on your third key takeaway. What specifically did you learn, and how will it
change how you approach building your business?




The Biggest Obstacle Stopping Me
Right Now

What is the single biggest thing standing between you and starting?




My Obstacle — More Detail

Use this space to describe your obstacle in full detail. The more specific you are, the easier it will be
to find a solution.




How Will |l Overcome It?

How will | overcome it?




Overcoming My Obstacle — Action
Plan

Break down how you will overcome your obstacle into specific, actionable steps. Be concrete and
set a timeline for each.

Step Action By When

1

2




Overcoming My Obstacle — Reflection

After writing out your plan, reflect on the following questions:

Is this obstacle real or Who has overcome a What is the cost of
perceived? similar obstacle NOT overcoming it?
before?




My Committed First Steps (Next 7
Days)

What will | specifically do in the next 7 days to move forward?

Day Action Done?

1 []

2 []




My Product Commitment

Once you've completed your research, write this down as a commitment to yourself.

| am building a brand around: My unique differentiator is:

My target launch date is: My goal for Year 1is:




Notes & Additional Insights

Use this space for anything else you want to capture — ideas, questions, research notes, or
inspiration.




Notes — Page 2




Notes — Page 3




Notes — Page 4




Notes — Page 5




Notes — Page 6




Notes — Page 7




About This Workbook

This workbook was by Matt Clark (mattc.com).

For more in-depth training, strategies, and advice on scaling your business from $0 to $IM and $TM
to $10M+, subscribe to Matt Clark's The Scaling Journal newsletter at mattc.com/newsletter.



https://mattc.com/

