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About Twice

T w i c e  ( a c q u i r e d  b y  e b ay  i n  2 0 1 5 )  w a s  a n  o n l i n e  r e T a i l e r 

o f  s e c o n d h a n d  c l o T h i n g  f o r  w o m e n  a n d  m e n .

Twice operated a large ecommerce website with hundreds of thousands of 

monthly visitors and tens of thousands of secondhand items listed each month 

in inventory. The large volume of items and high traffic posed two big issues for 

Twice: avoiding changes that would effect revenue and making it important to 

keep inventory moving.

Founded 2012

Acquired 2015

Location San Francisco, California

Industry Ecommerce, apparel, retail

Website liketwice.com

Twice identified two key insights:

1 Checkout determined inventory sales. If users abandoned carts or took 

too long, inventory spoiled. Old inventory did not sell as well as new.

2 Bad checkout was a design issue. As good as engineering and operations 

became, if the checkout design and experience lagged behind, it could 

block improvements meant to boost revenue per customer.
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Why ecommerce checkouts fail

c a r T  a b a n d o n m e n T  i s n ’ T  a  n e w  p r o b l e m .  n e a r ly  7 0 % 

o f  s h o p p i n g  c a r T s  a r e  a b a n d o n e d  b y  p o T e n T i a l  b u y e r s 

o n l i n e . 1

It’s easy to dismiss cart abandonment to shoppers who were just browsing. After 

all, how often have you entered a store just looking? But once we remove that 

reason, we get a more interesting picture:

r e a s o n s  f o r  c a r T  a b a n d o n e m e n T 2

Extra costs too high (like shipping) 61%

Had to create an account 35%

Too long or complicated to checkout 27%

Hard to see all costs upfront 24%

Website had errors 22%

Untrustworthy 18%

Other reasons 39%

Total responses given 1,044

A majority of reasons why users abandon their cart in the table above stem from 

1 Baymard Institute. http://baymard.com/lists/cart-abandonment-rate. Retrieved January 1, 2017.

2 Baymard Institute.

2
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design and user interface issues. Luckily for us, these are issues we can control 

and fix through intelligent design and interface decisions.

In the following case study, we show the process and results for how an 

ecommerce shopping cart for Twice was redesigned to increase revenue per 

customer by 16% and improve checkout conversion by 10%.

The existing shopping cart on Twice’s website functioned well and was not 

considered unusable by any means. And while the cart appeared to be “good 

enough” for a fast-growing startup, once tested against different design 

variations, it became apparent that the cart was not as powerful as originally 

thought — and money was being lost.
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Starting a new design project

w h e n  T w i c e  r e d e s i g n e d  T h e i r  s h o p p i n g  c a r T  T h e y  w e r e 

n o T  s T a r T i n g  f r o m  s c r a T c h  o r  f i x i n g  a  b r o k e n  f e a T u r e .

In fact, Twice’s shopping cart functioned well. The company was fast growing and 

month-on-month sales grew at an appetizing pace for investors, who helped the 

company grow into a multi-million dollar startup within a few years.

This led to a common problem found inside product teams: if it isn’t broke don’t 

fix it. The shopping cart was the linchpin for how Twice collected payment and any 

changes to it were either deemed risky or troublesome.

But as Twice began optimizing each part of their business to increase growth and 

revenue — operations, customer service, human capital, engineering, and product 

— they realized that design was a key comportment to improve, too, as it was the 

point through which all customers interfaced with the business.

As a startup, Twice challenged itself to improve their user experience. Twice 

followed an organized approach of data-driven design:

1 Define an experiment. Twice determined that the shopping cart was a key 

factor in ensuring users completed a purchase. The experiment would be 

to redesign how checkout worked. This involved redesigning the shopping 

cart on the site. Twice would consider the experiment a success if there 

was significant increases in the following metrics: adding items to the cart, 

3
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completing checkout, average revenue per order, and revenue per visitor.

2 Create design variations. Instead of running too many simultaneous 

experiments, Twice opted for a leaner user experience test. Twice would 

create a number of design variations internally and decide which one they 

would select to run publicly against the control group of users seeing the 

old checkout process.

3 End experiment and analyze results. Twice picked a winning design based 

on its performance and not on direct customer or internal feedback. 

A numbers-based approach to design worked well in this case, as the 

checkout process was directly tied to revenue growth for the company.



Twice’s original approach was a common one: dedicate a full page 

to the checkout experience. This is a standard recommendation for 

traditional cart design.

c o n T r o l  g r o u p

T h e  e x i s T i n g  d e s i g n



“Teaser” or mini carts are often found in the top right corner 

of shopping websites and hint at a larger dedicated checkout 

page. This variation suffered from exposing too little actionable  

information.

d e s i g n  V a r i a T i o n  1

T e a s e r  c a r T



The most radical departure in testing was the full visor design. 

The visor cart — a first for Twice and most retailers — attempts 

to expand and hide as needed by the customer. This designed 

suffered from a lack of sufficient information.

d e s i g n  V a r i a T i o n  2

L a r g e  V i s o r



Variations of the visor that were tested failed to include enough 

actionable information (Variations 1 and 2). In the winning 

variation, everything was condensed into the visor. High 

information-density yielded the most profits.

d e s i g n  V a r i a T i o n  3

L a r g e  V i s o r  c o m p L e T e
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Understanding the results

T h e  w i n n i n g  d e s i g n  V a r i a T i o n  3  p r o V e d  T h a T  T w o 

c o m m o n ly  h e l d  b e l i e f s  a b o u T  “ g o o d ”  d e s i g n  w e r e  p r o V e n 

w r o n g  i n  T h e  c a r T  e x p e r i e n c e .

“ u s e r s  n e e d  s e p a r a T e - p a g e  c a r T s  T o  f o c u s  a n d  c h e c k o u T ”

Quite the opposite: Twice found that focus doesn’t mean taking users away to 

a special or dedicated page. The poorest performing cart experiences in the 

experiments were the ones which hid navigation and other elements to create a 

“focused” and “error-proof” checkout experience (Variation 2 and Control). Users 

found this disorientating and frustrating, as it didn’t mimic how they browsed, 

added, and removed items from their cart. They also did not find “incremental” 

carts (Variation 1) useful because those didn’t allow for full checkout. This proves 

that even if large companies (like Amazon) pursue one design approach, it does 

not mean it will translate to another company without testing. 

Shopping carts should be dense in information. It is up to good design to 

determine how to provide focus and ease-of-use without comprising information 

density. Users prefer one checkout experience available everywhere that doesn’t 

disrupt their flow. 

“ u s e r s  p r e f e r  s i m p l i c i T y ”

Where most designs fail (like Variation 2) is in execution. Simplicity does not mean 

showing less. Simplicity means making the necessary steps and information as 

quick and actionable as possible. A simple UI does not have less on it, it actually 

4
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has more on it but makes execution of tasks quicker. Simplicity is not a measure 

of how a thing looks or works, but how little mental effort it takes to use or 

understand. Simple things can be processed quickly with little stress.

In the winning Variation 3, simplicity was achieved in four ways:

1 Steps to checkout were reduced from many pages and inputs to 

consolidated view. If users ever made a repeat purchase, their steps to 

checkout would effectively be reduced to 1-2 clicks depending on saved 

information. A quick scan and approval is all that was necessary.

2 In-page modals gave users clarity when they wanted it. Progressive reveal 

is a key strategy to take complex, multi-step tasks and collapse them into 

easy to segment steps. Users could mentally “finish” different aspects of 

checkout through modals and pop-ups. Modals provide an interface to give 

users compartmentalized tasks that in isolation are done quickly.

3 Recall was kept to a minimum by providing information in the most 

obvious places. Having to recall information between steps causes the 

most strain with users. Showing all information on the main visor view 

meant users never had to remember any piece of information. Inside 

discrete modal steps like “shipping” and “payment,” the visor cart made 

sure to provide contextual information (like shipping speed and estimated 

costs) right next to the relevant inputs so users has piece of mind during 

checkout. Customer service teams know customer stress points the best, 

and a good interface works to prevent those.

4 The non-disruptive design of the visor never obstructed what users were 

working on. A failure of pop-up, overlay, or teaser carts (like Variation 1) 

is that they cover up the page the user is using. The winning visor design, 

instead pushes the page down but doesn’t cover it, so users don’t have 

anything blocked.



By providing the most common customer questions around 

shipping (gathered from real support tickets), customers would 

not need to recall information about shipping during checkout. 

Common buttons like “sign in” were repeated in case a user forgot 

to sign in at another point.

k e y  c a r T  i n s i g h T

r e d u c e  r e c a L L



Once users were done with checkout, the visor provided  a recap 

of the order and could be easily dismissed so users could continue 

shopping. For repeat customers, a new order could take as little as 

1-2 clicks to complete, so it was important to move the visor back 

up as easily as possible.

k e y  c a r T  i n s i g h T

g e T  o u T  o f  T h e  w ay



Instead of a long set of steps, the winning cart design took what 

were different checkout paths — payment methods, shipping 

addresses, shipping options, gift certificates, and more — and 

broke them into smaller steps.

k e y  c a r T  i n s i g h T

c o m p a r T m e n T a L i z e  c o m p L e x  T a s k s



17 Rising expansion Case Study
A shopping cart that sells

Results

T h e  V i s o r  c a r T  d e s i g n  w a s  a  r e s o u n d i n g  s u c c e s s .  a n 

u n e x p e c T e d  1 6 %  i n c r e a s e  i n  r e V e n u e  p e r  V i s i T o r  a n d  a 

1 0 %  i n c r e a s e  i n  c o n V e r s i o n  m e a n T  T h a T  b e T T e r  d e s i g n 

T r a n s l a T e d  d i r e c T ly  T o  b e T T e r  p r o f i T s .

5

e x p e r i m e n T  r e s u l T s  8 - d ay  r u n  T i m e

115,000 participants Original Redesigned visor

Customers who added items 

to their cart 7.60% 8.00% 5.26% increase

Completed checkout 2.34% 2.57% 9.83% increase

Average order size (items) 3.65 3.65
Average revenue per order $6.24 $6.49 4.01% increase

Revenue per visitor $161.64 $186.97 15.67% increase
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N O A H  R E A D Y - C A M P B E L L

“Our checkout UX is 
basically 5 years in 
the future now.”

CEO at Twice
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C H A R L E S  C U S H I N G

“Betting a dollar 
Amazon copies the 
design.”

COO at Twice
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Conclusion

g o o d  d e s i g n  i s  g o o d  b u s i n e s s .

As key revenue drivers, shopping carts often need special attention and care in 

the realm of product improvements. But their special status should not lead to 

them being ignored, overly-protected, or untouched.

With thoughtful, and multi-variation tests, shopping cart design can significantly 

improve to the point of moving large amounts of revenue and profit for an 

organization. The key is to test and be open to variations that go against 

commonly held ideas and implementations. What worked for someone may not 

work for you.

Shopping cart design — as researched and discussed — still offers much potential 

for design and product disruption for companies of any size and industry.

6
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