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CHAPTER 1 
 

FOREWORD 
 

Over the past five years, e-commerce has experienced a level of dynamism unlike 

that of almost any other industry. Companies have had to constantly adapt—whether 

to new technologies, changing market conditions, or unexpected global events. From 

the introduction of legal regulations such as the GDPR, the Omnibus Directive, and 

the Accessibility Directive, to profound social and economic upheavals: E-commerce 

has been and continues to be a mirror of our times. 

The pandemic has acted as a catalyst for digitalization, fundamentally changing 

consumer buying behavior and increasing pressure on retailers to invest in digital 

channels. At the same time, supply chains have been severely disrupted, further 

exacerbating the challenges facing e-commerce owners. The war in Ukraine, 

inflation, and the so-called e-commerce crisis have presented the industry with new 

challenges: retailers must restructure, streamline processes, and simultaneously 

respond flexibly to market dynamics. 

Technological innovations are opening up new opportunities. Microservices, headless 

commerce, and composable commerce have emerged as key architectures, while 

artificial intelligence (AI) serves as another driver of technological progress—whether 

in the areas of personalization, process automation, or data analysis. 

There have never been so many opportunities in e-commerce, but at the same time, 

the events mentioned above are forcing companies to rethink their strategies. 

Replatforming—that is, switching to a new e-commerce platform—is often 

unavoidable in this context. But when does such a switch make sense? What should 

you consider, and what alternatives are available? 
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This book is intended for e-commerce owners—that is, those who control the 

e-commerce platform—as well as managers, developers, and agencies. It serves as a 

guide, a toolkit, and a source of inspiration for addressing the following questions: 

▪  When does it make sense to switch platforms, and what alternatives are available? 

▪  How do you choose the right e-commerce platform and the right partner? 

▪  What preparatory work is needed to ensure a successful replatforming? 

▪  What should be taken into account during the design and implementation phases? 

▪  How can you best prepare for the go-live? 

 

The aim of this book is not only to provide a guide, but also to explain the background 

and context of the most important decisions. The success of the project depends not 

only on choosing the right technology, but also on a well-thought-out strategy and 

clear implementation. 

I wish you every success on your journey toward a new and future-proof e-commerce 

system! 

Karol Schoensee 
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CHAPTER 2 
 

DECISION-MAKING PHASE 
 

The decision-making phase is one of the most critical stages in the e-commerce 

replatforming process. It lays the foundation for the project’s success, as this is where 

strategic and operational decisions are made that will shape the entire course of the 

project going forward. The first step is to identify clear indicators for a replatforming 

and determine whether optimizations to the existing store are sufficient or whether a 

complete switch makes more sense. 

A key component of the decision-making phase is defining the goals and expectations 

for the new platform. This forms the basis for developing the functional requirements, 

which ensure that the new system aligns optimally with business processes. This phase 

also establishes the technological foundation—for example, whether the new 

platform should be a monolithic system, headless, or a SaaS solution. 

In addition, careful consideration must be given to which e-commerce platform is the 

best fit for the company’s specific needs. Criteria such as functionality, flexibility, cost, 

and the ecosystem play a decisive role here. Another question that arises is whether 

the technical implementation should be carried out by an external agency or an 

in-house team—a decision that significantly influences not only the budget but also 

the course of the project. 

The decision-making phase is supported by the development of a business case that 

demonstrates the project’s economic viability. Finally, a summary highlights the do’s 

and don’ts to help avoid mistakes and lay the groundwork for a successful project 

launch. 
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2.1  Signs of a Replatforming 

The following section describes signs that may indicate that your online store needs to 

be migrated to a new platform. 

Complaints from customers and users of the online store are a particularly clear 

indication that improvements are needed. These often relate to issues such as slow 

loading times, technical errors, or the lack of modern features. Today, online store 

users expect basic features as standard—from a fast and intuitive product search, 

through filtering and sorting options, to a seamless checkout with a variety of 

payment and shipping options. Features such as the storage of credit card data (in 

compliance with PCI-DSS) are now taken for granted. If these expectations are not 

met, dissatisfied users will leave the store without making a purchase. While some 

customers voice their frustration, for example via email or in the support chat, many 

decide to quietly switch to the competition. Complaints should therefore always be 

taken seriously, as they are often just the tip of the iceberg. 

On the cost side as well, employee complaints can provide important signals that 

action is needed. Content managers often complain about time-consuming processes 

for maintaining or creating content, especially when this requires developer skills or 

even deployments. They expect easy handling of reusable content modules and 

seamless internationalization that does not require manual work. 

Product data managers need effective tools to update catalogs efficiently—especially 

for online stores with several thousand items (SKUs) and multilingual descriptions. Bulk 

attribute updates, such as simultaneously updating material specifications for many 

products, are essential in this context. A lack of automation in this area not only 

causes unnecessary costs but can also lead to incorrect or incomplete product 

information, which in turn means potential lost revenue. 

For online marketers, flexibility and autonomy are essential. Campaigns and 

discounts, such as coupon codes, should be easy to set up in the admin panel without 

requiring developer intervention. In addition, tracking tools like Google Tag Manager 

must be easy to configure, and third-party pixels (e.g., for Facebook or Google Ads) 

must be able to be integrated quickly. 

Employees in accounting and fulfillment also need well-coordinated processes. The 

automated import of order data into the ERP or accounting software must reliably 
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include all relevant information, including billing and shipping addresses, item 

numbers, shipping and payment methods, as well as discounts and taxes. 

In addition to the obvious signs, there are also subtle trends that could necessitate a 

replatforming. One example of this is a continuously rising TCO coupled with 

stagnating revenue. The TCO includes, among other things, hosting and licensing 

fees, as well as costs for in-house developers or agencies. If the store’s contribution 

margin declines as a result over an extended period, profitability may be at risk. 

Other signs that action is needed include scalability issues or the use of outdated 

technologies. An online store that goes down during periods of heavy traffic, such as 

Black Friday, stands to lose a significant amount of revenue. It becomes similarly 

problematic when expanding into new countries or languages requires a great deal of 

effort. 

Another critical indicator is the end of life (EOL) of software or libraries used in the 

online store. This can not only cause technical problems but also have legal 

consequences. Article 32 of the GDPR requires that technically adequate safeguards 

(“state of the art”) be implemented to ensure an appropriate level of security. If 

systems are not updated in a timely manner, there is a risk of data protection 

breaches and associated penalties. 

 
✓  CHECKLIST: SIGNS THAT A REPLATFORMING IS NEEDED 

▪  Complaints from external stakeholders (e.g., customers, suppliers, agencies, etc.) were 
noted. If isolated complaints were received, the external stakeholders were asked about 
any complaints, for example, through a survey. 

▪  Complaints from internal stakeholders (employees) were noted. If isolated complaints were 
received, internal stakeholders were asked about any complaints, for example through a 
survey. 

▪  The e-commerce owner evaluates the current platform for cost-effectiveness (e.g., the 
ratio of TCO to revenue) over a given period, as well as its scalability and any EOL 
deadlines. 
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2.2  Define goals and expectations 

Once signs of a potential replatforming have been identified, the e-commerce owner 

should carefully consider the goals and expectations for the new platform. These 

goals can be defined from various perspectives: 

Cost Optimization 

A key objective is often to reduce the TCO of the online store. This can be achieved by 

switching to software with lower licensing fees or even to an open-source system. 

Similarly, choosing a more cost-effective agency or using SaaS systems, which entail 

lower maintenance and hosting costs, can save money. However, switching costs, such 

as onboarding a new agency, should not be overlooked. Automation, for example 

through more efficient PIM or ERP integrations, can also reduce manual effort and 

potential errors, thereby lowering operating costs in the long term. 

Scalability and flexibility 

An e-commerce platform should support growth and allow for the integration of new 

markets or features with manageable effort. Can the system launch new products, 

shipping destinations, or languages without extensive development work? Can the 

platform handle unexpectedly high traffic, such as that generated by marketing 

campaigns? Does it have a marketplace for extensions and offer a wide range of 

developers and agencies? These questions should be clearly answered. A new system 

must be able to address customer and employee complaints through improved 

features while ensuring scalability. 

Increase in revenue 

Another common goal of replatforming is to increase revenue. This can be achieved 

through faster loading times, improved usability, or SEO optimizations—such as 

adding more indexed elements and optimizing meta tags. A higher conversion 

rate—especially on mobile devices—also contributes to this. Technologies such as 

PWA can help create a mobile app-like experience, with features such as offline 

mode, push notifications, and fast page loading. 

Setting SMART Goals 

It is important to clearly define expectations for the new platform. The concept of 

SMART goals can help with this: 
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▪  Specific: The goal should be clearly and unambiguously defined. Example: 
Reducing monthly license fees. 

▪  Measurable: Progress toward achieving goals should be trackable using specific 
metrics (KPI), such as Google Analytics or analytics data from the e-commerce 
admin panel. 

▪  Appealing: The goal should be motivating, for example by solving problems faced 
by customers or employees. 

▪  Relevant: It must be consistent with the company’s strategy, such as supporting a 
planned market expansion. 

▪  Time-bound: The goal should be tied to a clear timeframe. 

The following are some SMART goals that are often mentioned in the context of a 

replatforming initiative: 

▪  Cost optimization: 

▪  Monthly TCO, including hosting, software licenses, and agency fees, is on average 
20% lower within six months of the replatforming 

▪  Scalability and flexibility 

▪  The number of email customer support inquiries has decreased by 40% since the 
platform migration 

▪  After the replatforming, it takes 20 minutes less to create a new blog post 

▪  Launching a new product takes 10 minutes less 

▪  Increase in revenue 

▪  The conversion rate in Google Analytics improved by 20 percentage points within 
six months of the platform migration 

▪  The visibility index in the SEO Crawling Tool has improved by 10 percentage points 
within six months of the platform migration 

Before defining SMART goals, it is important to first identify the relevant KPIs for 

measurement. The following section lists several KPIs that are frequently used in 

practice. 
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Financial KPIs (measuring revenue, profitability, and growth) 

KPIs DESCRIPTION SOURCE 

Conversion Rate Percentage of visitors 
who make a purchase 

Analytics 

Average Order Value 
(AOV) 

Average cart value Analytics 

Customer Lifetime 
Value (CLV) 

Lifetime value of a 
customer 

ERP, CRM, BI 

Customer Acquisition 
Cost (CAC) 

Cost of acquiring a new 
customer 

Marketing Tools0 

High Margin Difference between sales 
and cost of goods sold 

ERP or BI 

Revenue Total revenue 
(breakdown by 
region/channel) 

Analytics, ERP, BI 

Shopping Cart 
Abandonment Rate 

Percentage of 
abandoned purchases 

Analytics 

 

Technical KPIs (measuring technical stability, performance, and user experience) 

KPIs DESCRIPTION SOURCE 

Page Load Time Time it takes for a page 
to load completely 

Website Performance 
Monitoring1 

Time to First Byte 
(TTFB) 

Server response time Website Uptime 
Monitoring2 

Server Uptime Store Hours Website Uptime 
Monitoring 

Error Rate Percentage of technical 
errors (e.g., JavaScript 
errors) 

Error Monitoring3 
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Mobile Performance 
Score 

Mobile load time / UX Website Performance 
Monitoring 

API Response Time API Response Time Website Uptime 
Monitoring 

SEO Page Speed Score 
(e.g., Lighthouse) 

Technical SEO Score SEO Crawling 4 

 

User-centric KPIs (measuring user experience) 

KPIs DESCRIPTION SOURCE 

Net Promoter Score 
(NPS) 

Recommendations from 
customers 

Survey Tool5 

Bounce Rate Visitors who leave after 
viewing just one page 

Analytics 

Pages per Session Most-visited pages Analytics 

Average Session 
Duration 

Time spent on the page Analytics 

Repeat Purchase Rate Percentage of repeat 
customers 

CRM, BI 

Support Tickets / 
Complaints 

Inquiries & Complaints Survey Tool 

 

Process-related KPIs (measuring the performance of logistics processes) 

KPIs DESCRIPTION SOURCE 

Order Fulfillment Time Time from order to 
shipment 

ERP 

Return rate Return Rate ERP 
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Strategic KPIs (Measuring the Quality of E-commerce Software) 

KPIs DESCRIPTION SOURCE 

Time to market for new 
features 

Development time for 
new releases 

Project Management 
Tool 6 

Development effort 
(velocity, story points) 

Hours or budget required 
to deliver features 

Project Management 
Tool 

Number of bugs by 
release 

Stability of the new 
platform 

Project Management 
Tool, Error Monitoring 

 

 
✓  CHECKLIST: DEFINE GOALS 

▪  The aspects of revenue growth, cost optimization, and scalability and flexibility were 
examined in order to define objectives. 

▪  Relevant KPIs for defining goals were identified in the respective source systems. 

▪  The goals were defined using the SMART method. 
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2.3  Alternatives to Replatforming 

Depending on the goals to be achieved and the issues that need to be addressed, 

replatforming isn't always the only solution. Today's e-commerce landscape offers a 

wide range of partners and software solutions tailored to specific challenges. 

For example, a new theme or a redesigned storefront can help reduce loading times, 

improve SEO performance, and provide users with a more enjoyable UX. Many 

popular e-commerce platforms have app stores or marketplaces for extensions 

where ready-made themes are available. These can often be adapted to the 

corporate identity without significant development effort. For niche e-commerce 

systems or custom-built solutions, however, individual solutions are often required, 

which must be implemented by external service providers or internal developers. Such 

measures, however, merely constitute a front-end relaunch and do not represent a 

complete replatforming, as the back-end remains unchanged. 

There are also numerous approaches to performance optimization. A Content 
Delivery Network (CDN) can help deliver static content such as HTML, CSS, 

JavaScript, product images, or videos more quickly by distributing it across a global 

network. Users then receive the content from geographically nearby servers, which 

shortens load times and improves SEO performance. In addition, caching services 

can be used to cache frequently accessed content on a server. This reduces server 

requests, speeds up loading times, and lowers costs through more efficient resource 

utilization. 

Some providers, such as Cloudflare7, combine CDN and caching solutions with 

additional features. These include the automatic conversion of images to modern 

formats such as WEBP or AVIF, as well as measures to protect against DDoS attacks. 

There are numerous tools available to improve conversion rates (CRO) and UX. A 

chatbot can help users with their questions quickly and easily. With the help of 

artificial intelligence, many inquiries can be handled automatically. However, for more 

complex issues or legal requirements—such as those involving the sale of 

pharmaceuticals—it makes sense to rely on human staff. Another useful tool is an 

external search engine that delivers better results than a store’s standard search. 

This can, for example, account for synonyms and typos or offer relevant search 

suggestions. 
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In addition, recommendation engines can be used to generate personalized product 

recommendations. These analyze user behavior and suggest relevant products—for 

example, the “other customers also bought” section in the shopping cart. A 

personalization engine takes it a step further by tailoring content and offers based 

on user data. For example, a pet food store could display personalized content for 

dog or cat owners on its homepage. Chatbots, recommendation, search, and 

personalization engines can often be easily embedded into the storefront using 

JavaScript. 

There is also room for improvement at checkout. Express checkout solutions like 

Amazon Pay or PayPal Express streamline the ordering process by automatically 

filling in payment and address information. Wallet solutions like Apple Pay or Google 

Pay offer similar benefits. 

When it comes to customer retention, tools such as marketing automation tools can 

be used to send personalized emails, text messages, or push notifications. For 

example, newsletters featuring relevant promotions can be created automatically. 

Rewards programs and loyalty point systems can also be used to encourage users to 

make repeat purchases and build long-term loyalty to the store. 

An external CMS can also be a valuable addition—especially as requirements for 

content organization and editorial processes grow. Especially for internationally 

oriented online stores, a dedicated CMS allows content to be organized and delivered 

specifically by language, region, or target audience. For large teams with multiple 

editors, a CMS also offers clear advantages: content can be managed on a 

role-based basis, for example with separate responsibilities for editing, review, and 

approval. Through defined workflows, one editor can prepare content, another can 

review it, and finally publish it—supported by preview functions and scheduled 

publishing, for example as part of planned marketing campaigns. Modern headless 

CMSs can be flexibly integrated into existing shop infrastructures via API without 

requiring deep backend modifications. A good CMS is also intuitive to use and allows 

content creation without programming knowledge, sometimes even with predefined 

templates. 

Finally, PIM (Product Information Management) software offers comprehensive 

support for managing and maintaining product data. It enables efficient bulk updates, 
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supports internationalization, and optimizes data delivery to various sales channels. 

This helps reduce costs and shorten time-to-market. 

These alternatives to replatforming demonstrate that it is often possible to address 

specific issues in a targeted manner without completely overhauling the entire store. 

Which solution is ultimately the right one depends on the individual requirements and 

goals of the e-commerce owner. 

 
✓  CHECKLIST: ALTERNATIVES TO REPLATFORMING 

▪  We assessed whether SEO performance, user experience, or load times could be improved 
by implementing a new storefront (or theme). 

▪  We evaluated whether loading times could be improved by implementing a CDN or caching 
server. 

▪  We evaluated whether a chatbot or a search, recommendation, or personalization engine 
could improve the conversion rate and user experience. 

▪  We evaluated whether an express checkout provider could improve the conversion rate at 
checkout. 

▪  We evaluated whether customer loyalty could be improved using a marketing automation 
tool. 

▪  We examined whether an external CMS could facilitate faster content publication and 
support internationalization, 

▪  An assessment was conducted to determine whether a PIM could improve product data 
quality. 
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2.4  Define functional requirements 

Defining functional requirements is one of the most strategically important steps in a 

replatforming project. They serve as the central starting point for planning and 

executing the project and play a decisive role in its success. If the functional 

requirements are formulated incorrectly or incompletely, the project can fail before it 

has even truly begun. This results in the inefficient use of resources such as time, 

budget, and manpower. It is therefore essential to focus specifically on drafting 

precise and well-thought-out requirements. 

If the company lacks sufficient experience or resources for this process, an external 

consultant can be brought in. Experts with experience in e-commerce can not only 

help structure the process but also contribute valuable insights from other projects. 

The first step in defining functional requirements is to work closely with the project’s 

stakeholders and partners. These stakeholders have already made their presence felt 

in the previous chapter and signaled the need for replatforming. These discussions 

should include all relevant stakeholders, including: 

▪  External partners: Current agencies, marketing service providers, ERP partners, 
or suppliers. 

▪  Internal teams: Store administrators, product data managers, content managers, 
and other employees who regularly use the platform. 

▪  Customers: Feedback, surveys, and reviews can provide valuable insights into the 
weaknesses of the current system. 

It is extremely helpful at this stage to compare the findings with the current state 

analysis of the existing system. By analyzing the current platform and consulting with 

relevant stakeholders, one can determine, 

▪  which features are already frequently used and are therefore important for the 
new e-commerce platform 

▪  which features are less useful and therefore should not be included in the functional 
requirements, and finally 

▪  which features are still missing. 

In any case, the objectives defined in the previous chapter should be incorporated into 

the requirements. Essentially, the functional requirements are derived from 

discussions with stakeholders, the defined objectives, and the current state analysis of 

the existing system. 
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In addition, the author of the functional requirements should draw on the target 

audience analyses, the Business Model Canvas, and the competitive analyses 

presented in the following chapters. Inspiration can also be gained by using AI tools, 

which can serve as a sounding board for new ideas or for validating requirements. 

In addition to defining the right requirements, it is equally important to formulate 

them correctly. These should be written in a standardized format, meaning that 

requirements should be recorded in a consistent and systematic manner, such as in 

tabular or structured text form. Grouping them by functional areas—such as product 

data management, CMS, pricing and discounts, administration, or 

integrations—provides additional clarity. 

It can also be helpful to use user stories at this stage. This is a practical method for 

formulating requirements: Example: “As a customer, I want to be able to filter 

products by price, color, and brand so I can find the items that are relevant to me 

more quickly.” More on this in later chapters regarding the Product Backlog. 

It is important here to categorize requirements into "must-haves" and 
"nice-to-haves": Must-haves are essential for the project's operation, while 

nice-to-haves describe desirable but not strictly necessary features. Must-haves must 

therefore be an integral part of every component of the first release. The concept of 

the “Minimum Viable Product” (MVP) is a useful framework here: An MVP for an 

e-commerce replatforming project includes the core functions needed to launch the 

platform and ensure the shop’s basic operations. It is a lean version of the platform 
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that covers the most important “must-have” requirements but omits less urgent or 

complex features, which will be delivered in future releases. The concepts of MVP, as 

well as must-haves and nice-to-haves, are described in more detail in the section on 

the product backlog. 

Finally, the requirements should be written clearly, unambiguously, and precisely to 

avoid misunderstandings. 

A bad example: The product detail page should be SEO-friendly 

A good example: The product detail page includes self-referencing canonical tags, 

hreflang tags, structured data in schema.org markup (including all standard fields 

such as SKU, name, price, availability, etc.), alt tags for images, open graph tags, and 

meta descriptions and titles. 

Another bad example: There is an intuitive search 

Here’s another good example: The header section includes a search bar that displays 

a dropdown menu with products and categories as results. Based on the search term, 

the system displays products (including price, name, and image), categories, related 

search terms, and content pages. Pressing the Enter key takes the user to a search 

results page with sorting and filtering options. 

The author of the functional requirements should understand that this is not a 

one-time task, but an iterative process. They should be regularly reviewed and 

expanded throughout the project to ensure that they align with current insights and 

needs. This iterative approach allows for strategic adjustments to be made without 

jeopardizing project progress. 
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✓  CHECKLIST: DEFINING FUNCTIONAL REQUIREMENTS 

▪  Requirements were gathered from all relevant stakeholders (internal, external, and 
customers). 

▪  A comparison was conducted with the current e-commerce platform, and a critical 
assessment was made of which features are missing, which features will be adopted, and 
which features can be phased out. 

▪  The functional requirements support the achievement of the defined objectives and take 
into account insights gained from stakeholder, competitive, and target audience analyses. 

▪  The requirements are formulated precisely and unambiguously, and ideally categorized 
into "must-haves" and "nice-to-haves." 
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2.5  Choosing the new e-commerce platform 

Once an e-commerce owner has decided to replatform and defined their 

requirements, they can begin to consider which e-commerce platform to choose. 

Before selecting a technology or e-commerce system, the foundation—in the form of 

the infrastructure and architecture—should be defined. The following section 

describes the common architectural approaches as well as their advantages and 

disadvantages. 

The right technical foundation 

Front-end architecture: Coupled or headless? 

In a headless approach, the storefront is decoupled from the backend (the 

e-commerce business logic). Communication between the two takes place via APIs. 

Any user interaction in the frontend—such as adding a product to the cart, logging 

into the customer account, proceeding to checkout, etc.—triggers communication 

with the backend via API. An e-commerce system that uses, for example, Magento 2 

as its backend could use a completely different storefront (e.g., based on React or 

Vue.js) that retrieves data via the Magento API. 

This approach offers several advantages. The front end can be developed 

independently of the back end, meaning that deployments to update the front end 

can be performed separately from back-end deployments. This accelerates 

innovation, as design changes or new features can be implemented in the front end 

without requiring back-end deployments. Additionally, the e-commerce backend can 

provide content for various channels via API (e.g., website, mobile app, IoT), allowing 

the e-commerce owner to respond more flexibly to customer and market needs. 

However, a headless storefront also carries certain risks and has some drawbacks. 

For one thing, the development effort is generally higher, as two separate systems 

must be managed and maintained. The additional resources and expertise required 

for API development and front-end technologies lead to higher costs. Furthermore, 

the close API communication between the frontend and backend increases technical 

complexity. Inefficient API integration can prolong loading times and negatively 

impact SEO performance. 

In a coupled approach, the frontend is closely integrated with the backend, typically 

via PHP functions, JavaScript, and AJAX calls. Changes to the frontend often require 
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adjustments to the backend as well, and there is usually a shared deployment. This is 

also the classic Magento 2 approach, in which the standard frontend is directly 

connected to the Magento backend (e.g., for product display). 

In the classic coupled approach, there are often out-of-the-box solutions (such as 

extensions) available for common e-commerce systems, in which the frontend and 

backend work together seamlessly. Compared to headless solutions, implementation 

is faster and technical requirements are lower. As a result, project costs are generally 

lower. 

However, the coupled frontend offers less flexibility, as changes to the frontend are 

heavily dependent on the backend. In addition, modern frontend technologies, such 

as modern JavaScript libraries, are more difficult to integrate into a coupled frontend, 

and due to the backend dependency, scalability can reach its limits as the business 

grows. 

In summary, both coupled and headless front-end architectures have their place, and 

the choice of which approach is better depends entirely on the e-commerce owner’s 

business model. Larger and more complex (omnichannel) business models with 

multiple channels (e.g., e-commerce storefront as a website, iOS app, Android app, 

etc.) and larger project budgets will tend to favor a headless approach. In contrast, 

smaller retailers with a less complex business model are generally very well and 

cost-effectively served by a coupled approach. 

Backend Architecture: A Monolith, Microservices, or Something in Between 
(Composable Commerce)? 

In the microservices approach, the e-commerce application is divided into smaller, 

independent services, each of which handles a specific task, such as the product 

catalog, inventory management, or payment processing. Communication between 

these microservices and the rest of the e-commerce applications typically takes place 

via APIs. An example in the context of Magento 2 would be to develop a standalone 

microservice application for checkout that is connected to the Magento system via 

API. 

The biggest advantage of this approach is its high scalability: each service can be 

further developed or customized independently. This also provides tremendous 

flexibility, as new services can be added easily without disrupting existing 
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components. Furthermore, the separate services ensure greater reliability, as a 

failure in one service does not affect the entire system. 

However, the microservices approach also has its drawbacks. It often involves higher 

costs, as it requires additional resources for development, infrastructure, monitoring, 

and debugging. Complexity also increases, as coordinating API communication 

between services is challenging. Finally, hosting and infrastructure costs can be 

significantly higher due to the large number of services. 

A monolithic system, on the other hand, integrates all functions—from the front end 

and back end to the database—into a tightly coupled codebase. In a standard 

Magento 2 installation, for example, core functions such as search, filtering, product 

management, and checkout are combined into a single system. 

The monolith is characterized by ease of development and management, as only a 

single codebase needs to be maintained. Extensions and customizations can often be 

integrated with relatively little effort, enabling a faster time-to-market. Monolithic 

systems are less resource-intensive and incur lower hosting and infrastructure costs 

than microservices. 

However, the monolithic architecture also has its weaknesses: flexibility is limited, 

which makes major customizations and expansions time-consuming and expensive. 

As traffic increases or requirements expand, scalability can quickly reach its limits. 

Additionally, the accumulation of technical debt—especially with extensive 

customizations—leads to higher maintenance and update costs. 

A composable commerce approach strikes a balance between microservices and 

monolithic architectures. It involves combining specialized systems in a modular way 

to create a customized solution. For example, in Magento 2, product management 

could be supplemented by a PIM system such as Akeneo, content management could 

be handled by a CMS such as Storyblok, and the native search could be replaced by a 

search tool such as Algolia. 

The advantage of this approach lies in the "best-of-breed" principle, which maximizes 

the performance of each function by integrating specialized systems. This offers 

greater flexibility and future-proofing, as individual components can be replaced as 

needed without affecting the entire system. 
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However, composable commerce introduces increased complexity, as integrating and 

coordinating the various systems is challenging. Added to this are higher costs, both 

from initial investments in development and licensing and from ongoing maintenance 

and upkeep of the integrations. Additionally, administrative overhead arises from 

working with different vendors. From a technical standpoint, dependencies and 

compatibilities between the systems must be carefully considered. 

The choice of backend architecture therefore depends on the project’s requirements. 

While a monolithic architecture offers manageable complexity and lower costs, its 

flexibility and scalability are limited. Microservices allow for high adaptability and 

scalability, but come with higher costs and greater coordination efforts. Composable 

Commerce offers a balanced approach by combining the advantages of a monolith 

with specialized systems, but it is more complex and often more costly. Choosing the 

right architecture ultimately comes down to balancing flexibility, cost, and technical 

feasibility. 

The deployment model: SaaS or on-premises, or perhaps something in between 
(PaaS)? 

In the SaaS model, the e-commerce software is provided and fully hosted by an 

external provider. The provider supplies the entire infrastructure, including regular 

software updates. Access is granted in exchange for a monthly or annual fee. A 

prominent example of a SaaS e-commerce solution is Shopify. Here, the e-commerce 

owner has the option to customize the provided features, though without direct 

access to the source code. Customizations to the business logic require either the use 

of extensions or an external application that is integrated as a microservice via API. 

The main advantage of SaaS is its low technical complexity. E-commerce owners do 

not have to worry about hosting, server management, or updates, as these tasks are 

handled entirely by the provider. As a result, implementation is quick, and usage costs 

can be calculated transparently, enabling clear cost control. 

However, SaaS offers only limited flexibility, as the e-commerce owner cannot make 

direct changes to the code. There is also a dependency on the provider, since new 

features and updates are made available only by the provider. Data sovereignty also 

remains an issue, as all data is stored on the provider’s servers. 

With an on-premises solution, the e-commerce software is hosted on the business’s 

own servers or with a cloud provider such as Amazon Web Services, Google Cloud, or 
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Azure. In this case, the e-commerce business owner bears full responsibility for 

configuring, managing, and maintaining the infrastructure, including updates, 

backups, and data security. Well-known examples of on-premise solutions include the 

open-source versions of Shopware 6 and Magento 2. 

The main advantage of on-premises solutions is the complete control over the 

infrastructure. Customizations can be made on an individual basis, and there is no 

reliance on an external provider. This allows for maximum flexibility, especially for 

e-commerce systems with specific requirements. 

However, a drawback is the high initial cost of purchasing and setting up servers, as 

well as the ongoing costs of operation and maintenance. On-premises solutions also 

require specialized IT staff to manage the infrastructure. With cloud providers 

offering pay-as-you-go models, hosting costs can be difficult to calculate. Managing 

traffic spikes—such as those during seasonal peaks like Black Friday—can also be 

challenging if automatic scaling isn’t in place. 

The Paas model offers a middle ground between SaaS and on-premise solutions. 

Here, the provider offers a platform on which the e-commerce owner can install and 

manage their own software. The underlying technical infrastructure—including 

servers, databases, and caching—is provided by the provider. However, the 

e-commerce owner has access to the source code and can customize the business 

logic as needed. A well-known example of PaaS is Adobe Commerce Cloud, the 

licensed version of Magento 2. 

PaaS offers more flexibility than SaaS, as e-commerce owners can customize the 

business logic. At the same time, it eliminates the need to set up and manage the 

infrastructure, which reduces the technical overhead compared to on-premises 

solutions. 

However, the costs associated with PaaS are generally higher than those for SaaS, 

primarily due to licensing fees and the potential need for developer resources to 

handle customizations. In addition, a certain degree of dependency on the provider 

may arise, particularly when scaling the infrastructure. 

In summary, SaaS offers low administrative overhead and a fast time-to-market, but 

is less flexible. On-premise solutions, on the other hand, offer maximum control and 

flexibility but require significant investment and specialized IT expertise. PaaS 
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combines elements of both models, striking a good balance between flexibility and 

reduced infrastructure costs, albeit at a higher price. 

 

A SaaS solution, along with a coupled frontend and a monolithic architecture, is 

particularly well-suited for smaller projects. These are often characterized by a 

smaller budget, lower revenue, manageable requirements, and a simple business 

model—a typical scenario for startups. In contrast, larger retailers who are already 

economically successful and wish to scale or expand their business tend to favor a 

microservices or headless architecture. Such approaches offer the necessary 

flexibility and scalability to handle complex requirements and a sophisticated business 

model. 

The key question when choosing an architecture and deployment model is: Do I adapt 
my business to the software, or do I adapt the software to my business? 

To make the right decision, it is essential to carefully analyze the specific requirements 

and goals of the project and compare them with the respective strengths and 

weaknesses of the various approaches. Only then can the technological foundation be 
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selected that meets both the current needs and the long-term growth plans of the 

e-commerce owner. This is exactly what is described in the next section. 

Criteria for Choosing the Right E-Commerce Platform 

Choosing the right e-commerce system depends largely on which technological 
foundation best aligns with the e-commerce owner’s goals and requirements. It is 

important to determine whether a SaaS, on-premise, microservices, composable 

commerce, monolithic, coupled, or headless architecture best supports the strategic 

and operational requirements. The chosen architecture should align perfectly with the 

company’s planned IT strategy. 

Another equally important factor is the system’s ability to meet your specific 

functional requirements. Platforms with extensive out-of-the-box features are often 

well-suited for business models with standardized requirements. For more complex or 

specific requirements, however, customizations or the use of third-party extensions 

are necessary to achieve the desired result. 

In addition to technical considerations, other factors also play an important role. The 

availability of agencies and developers with experience in the respective platform is 

essential to ensure smooth implementation and maintenance. A broad network of 

partners ensures that the e-commerce owner can easily switch between agencies or 

bring in additional developers as needed. In addition, the maturity of the 
ecosystem—such as the number of extensions, discussion posts on Stack Overflow, or 

GitHub activity—provides an indication of how well the platform is supported. 

Platforms with an established community and a long-standing market presence 

typically offer faster solutions for bugs or the introduction of new features. 

Another important consideration is the platform’s future-proofing. E-commerce 

owners should check whether the provider releases regular updates and 

communicates a clear roadmap for future development. The transparency and 
predictability of costs—such as license fees, fees for extensions, and ongoing 

operating costs—are also key decision-making criteria. 

Finally, the company’s in-house expertise plays an important role. If the e-commerce 

owner has an internal IT team with experience in the technology stack of the new 

e-commerce platform, this can accelerate implementation and increase the system’s 

adaptability. This internal expertise also strengthens long-term independence from 

external service providers and ensures greater control over the project. 
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✓  CHECKLIST FOR CHOOSING A NEW E-COMMERCE PLATFORM 

▪  The e-commerce owner and decision-makers are familiar with the architectural paradigms 
for frontend (coupled vs. headless), backend (monolithic, composable, microservices), and 
deployment (on-premises, Paas, and SaaS). 

▪  The advantages and disadvantages of the various architectural paradigms were compared 
in terms of their ability to achieve the defined goals. 

▪  We verified whether the new e-commerce platform met the functional requirements. 

▪  “Soft” factors were evaluated, such as the platform’s long-term viability (are there major 
investors or companies behind the software?), the size and maturity of the ecosystem 
(number of extensions and available agencies), and in-house expertise. 
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2.6  External Agency vs. In-House Team 

The decision of whether to have an external agency or an internal development team 

handle the technical implementation of an e-commerce replatforming project is a 

strategically important step. Each option has advantages and disadvantages that 

affect project duration, costs, and long-term flexibility. In some cases, a hybrid 

approach may also be advisable to combine the best of both worlds. 

Option 1: External agency 

Working with a specialized agency offers many advantages. Agencies often have 

extensive experience with specific software solutions or modern architectures such as 

microservices, headless, or composable commerce. They typically offer a broader 

range of services that goes beyond pure development to cover areas such as testing, 

design, and online marketing, thereby creating synergies. Thanks to their resources, 

agencies can scale quickly and drive implementation forward at a rapid pace. 

However, working with an agency also presents challenges. Communicating with 

external developers can be more difficult, and there is often less transparency 

throughout the project if the agency’s project management team is in charge. In 

addition, costs can be difficult to plan for in the long term: daily rates may be adjusted 

after a certain period, and cost overruns are not uncommon. Another risk is 

dependence on the agency. If the collaboration ends, valuable expertise that was not 

built up within your own team may be lost. 

Option 2: In-house development 

An in-house development team offers clear advantages, particularly when it comes to 

project oversight and management. In-house employees are more familiar with the 

company’s processes and goals and can seamlessly integrate them into the 

implementation. Communication is more direct, which is especially beneficial when 

urgent adjustments or problem-solving are required. Another advantage is long-term 

cost control, as only personnel costs are incurred and daily rates do not come into 

play. At the same time, the project builds valuable technical expertise internally, 

thereby avoiding future dependencies. 

However, in-house development also presents challenges. The team may not be 

scalable in the short term, as new employees must be hired and trained. On the other 

hand, existing resources may be tied up by the project, which can hinder other 
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initiatives within the company. In some cases, this can extend the development time, 

especially if the team has little experience with the new technology. Since the 

company lacks experience with the new e-commerce technology, it is difficult to 

accurately assess the capabilities of the in-house developers. 

Option 3: Hybrid Model 

The hybrid model combines the advantages of both approaches. Under this model, 

an agency handles the initial implementation through to go-live, while the internal 

team takes care of maintenance and further development. This model is particularly 

efficient when responsibilities are clearly defined. Workflows such as deployment 

processes, code reviews, and testing must be carefully coordinated to function 

smoothly. Knowledge transfer plays a central role here: The agency should provide 

documentation and train the internal team accordingly. 

This model allows the company to leverage the agency’s expertise to ensure a rapid 

launch of the MVP, while also securing long-term independence by building internal 

expertise. 

 
✓  CHECKLIST: EXTERNAL AGENCY OR IN-HOUSE TEAM 

▪  The company assessed whether sufficient expertise and resources were available for the 
project (developers, designers, testers, system administrators, project managers, etc.). 

▪  If an external agency is being considered for the project, the pros and cons of working 
together will be weighed. 

▪  It was clarified whether the external agency would essentially carry out the project on its 
own or whether there would be collaboration, for example, at the developer level. 
Responsibilities were clearly defined. 

 

 

E-commerce Replatforming  |  Karol Schoensee    Page 30 



creativestyle    E-commerce Replatforming 

2.7  Choosing the Right Agency 

Choosing the right agency is a crucial step, because it should not only handle the 

technical implementation but also serve as a long-term partner with the expertise and 

flexibility to support the project’s goals. Here are the key factors to consider when 

selecting the right agency: 

Communication is a key factor in any project. A common language and, where 
applicable, geographical proximity can greatly facilitate meetings, coordination, 

and collaboration. A face-to-face meeting on-site can be particularly helpful during 

critical phases (e.g., the project go-live) or when dealing with complex requirements. 

You should first verify whether the agency has solid experience with the desired 
platform (e.g., Magento 2, Shopware 6, Shopify, etc.) and the desired architectural 

approach (e.g., headless commerce, microservices, or on-premise). In addition, the 

agency should specialize in the relevant business model (B2B, B2C, D2C, 

dropshipping). Certifications or partnerships with the platform can serve as proof of 

their expertise. 

References and reviews from past clients can be particularly helpful. They provide 

insight into the agency’s working methods, its reliability, and its ability to successfully 

complete projects. If the agency does good work, it will provide one or more client 

contacts so you can learn more about their collaboration. You should definitely take 

advantage of this opportunity. A live demo or a presentation of a similar project by 

the potential contractor can help build trust and determine the “gut feeling.” 

You should also check the team size and the availability of specialized developers, 

perhaps by visiting the agency’s website. It is important to assess the developers’ 

expertise in various technologies to ensure that there are enough experts available for 

your platform and requirements. 

Many agencies offer a wide range of services that go beyond mere development. 

These include design, SEO/marketing, UX consulting, testing, and A/B testing. 

Depending on the project requirements, it makes sense to choose an agency with a 

comprehensive range of services in order to leverage synergies. 

The agency’s working methods and project management model should be a good fit for the company. 

Whether it’s SCRUM, Waterfall, or a hybrid approach—the agency should have clear 

processes in place. The choice of communication tools is also crucial: Will they use 
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Slack, email, or joint sprint reviews? Does the client receive their own access to the 

project management tool (e.g., JIRA) to track the status? Transparency and regular 

updates are essential for the project’s success. 

The agency’s pricing model should align with the client’s budget and spending policy. 

Common models include time-and-materials (T&M), fixed-price, or agile fixed-price. 

With fixed-price proposals, it is important to pay attention to the level of detail: Are all 

requirements (see the previous chapter on your own requirements) covered in detail, 

or are there unclear areas that could lead to additional billing? Comparing quotes and 

asking specific questions can help if individual items seem disproportionate. 

The contract should clearly define responsibilities and deadlines. If the contract is 

disproportionately favorable to the contractor, it should be scrutinized. You should 

also examine how the agency plans to handle support and maintenance after the 
go-live. Are there multiple service packages and developer quotas? Does it offer 

support with Service Level Agreements (SLAs)? Is there roadmap consulting for future 

developments? It is also important to determine whether the original team will 

continue to provide support or if a new team will take over. 

Personal chemistry plays a role that should not be underestimated, and it is 

extremely helpful to get to know the team—and especially the project 

manager—during the initial phase. A live demo or a presentation of another client 

project can help you assess the agency’s working methods and quality. Mutual rapport 

and trust foster productive collaboration. 

 
✓  CHECKLIST FOR CHOOSING AN AGENCY 

▪  The agency has proven expertise and experience (e.g., in the form of client references) with 
the desired e-commerce platform. 

▪  The agency has a sufficiently large team and offers additional services that will create 
synergies for the project (e.g., design, testing, online marketing, hosting, etc.). 

▪  The pricing model and project management approach are fair and transparent. The 
proposal and contract reflect the assumptions made during the preliminary discussions. In 
particular, the proposal was reviewed in light of the defined functional requirements. 
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2.8  Making a decision based on a business case 

The previous sections described how to choose the right e-commerce platform. They 

also provide e-commerce owners with guidance on whether the project should be 

implemented in-house by their own team or by an external service provider. This 

section discusses whether the project should be carried out and whether it is 

cost-effective. Creating a business case can help answer this question. It typically 

includes a comparison of the expected benefits and the costs incurred by the project. 

It is helpful to develop multiple scenarios to cover conservative, realistic, and 

optimistic cases. Two examples of business cases are outlined below. 

Business Case A: The e-commerce owner wants to work with an external agency on a 

project to improve the storefront’s loading times and UX. The potential partner and 

the e-commerce owner therefore expect an improvement in the conversion rate. In 

addition to the fixed price for implementing the project, there are annual license fees 

for the e-commerce software. 

 

KPI CONSERVATIVE REALISTIC OPTIMISTIC 

Current revenue €10,000,000.00 €10,000,000.00 €10,000,000.00 

Number of 
orders 

35000 35000 35000 

Number of users 1300000 1300000 1300000 

Current shopping 
cart total 

€307.69 €307.69 €307.69 

Current 
Conversion Rate 

2.50% 2.50% 2.50% 

Improvement in 
conversion rate 
(percentage 
points) 

5.00% 10.00% 15.00% 

Improved 
conversion rate 

2.63% 2.75% 2.88% 
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Increased 
revenue in EUR 

€10,500,000.00 €11,000,000.00 €11,500,000.00 

Increase in 
revenue in EUR 

€500,000.00 €1,000,000.00 €1,500,000.00 

Project costs 
(fixed price) 

€190,000.00 €190,000.00 €190,000.00 

Annual license 
fees 

€10,000.00 €10,000.00 €10,000.00 

Return on 
Investment 

1,5 4 6,5 

 

The e-commerce owner tracks the above KPIs in their analytics tool. For each of the 

three scenarios, conservative (5%), realistic (10%), and optimistic (15%) assumptions 

are made regarding the improvement in the conversion rate. The e-commerce owner 

calculates that revenue will increase by approximately €500,000.00, 

€1,000,000.00, and €1,500,000.00, respectively. Each scenario results in a positive 

return on investment, meaning the e-commerce replatforming should be profitable. 

Business Case B: The owner of a B2B e-commerce store wants to implement a new 

e-commerce platform using their own developers and integrate it with a PIM, CRM, 

and CMS to automate processes and reduce manual effort. The e-commerce owner 

expects this to result in a reduction in personnel costs. The relevant 

employees—including content managers, marketers, product data managers, 

customer support staff, and field sales representatives—will be able to work faster 

and with fewer errors, allowing them to use their time for other tasks. 

KPI CONSERVATIVE REALISTIC OPTIMISTIC 

Current Labor 
Costs for 
E-Commerce 

€1,500,000.00 €1,500,000.00 €1,500,000.00 

Reduction in 
personnel costs 
(%) 

10.00% 20.00% 30.00% 
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Reduced 
personnel costs 
in € 

€150,000.00 €300,000.00 €450,000.00 

Project costs 
(personnel costs 
for in-house 
developers) 

€250,000.00 €250,000.00 €250,000.00 

Return on 
Investment 

-0,4 0,2 0,8 

 

In the conservative scenario, the return on investment is negative, while in the realistic 

and optimistic scenarios, the return on investment is positive. There is therefore a risk 

that the project will not be worthwhile. 

In the two examples above, it is important to note that only one-time and isolated 

project costs are taken into account. However, the e-commerce owner should instead 

consider the total cost of ownership (TCO), including hosting, maintenance, and 

support, over several years. 

 
✓  CHECKLIST FOR CALCULATING A BUSINESS CASE 

▪  There are plenty of KPIs and sources available for calculating a business case. 

▪  The business case considers at least three scenarios: conservative (worst-case), realistic, 
and optimistic (best-case). 

▪  The business case is based on realistic assumptions. These assumptions have been 
validated by external parties or third-party sources. The business case has not been 
“painted in a favorable light.” 
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2.9  Dos and Don'ts During the Decision-Making 
Process 

During the decision-making phase of a replatforming project, there are a few key dos 

and don’ts that can determine its success even before the project officially begins. 

E-commerce owners should not be blinded by trends like headless or microservices if 

they do not align with actual requirements and goals—technology should always be a 

means to an end. Many smaller retailers with a simple business model do not need 

complex architecture that incurs significant costs. Instead, one should carefully 

evaluate the platform and consider its maturity and scale. A strong community, 

numerous extensions, and a mature agency ecosystem—such as those found with 

Magento 2 or Shopware—can offer decisive advantages. 

In addition, e-commerce owners should avoid choosing an agency based solely on 
the lowest bid or hourly rate. Quality comes at a price, and choosing the wrong 

agency can end up costing more in the long run or lead to additional budget 

allocations. Instead, you should focus on finding the right expertise and a solid team 

with clearly defined roles for your project. Tip: If the agency calculates a business case 

on its own, this demonstrates confidence in its own capabilities. 

The various partners in the project should also be chosen carefully. Involving too 
many agencies or teams leads to increased coordination and communication, which 

in turn can quickly result in coordination issues and delayed decisions. A broad service 

portfolio from agencies will help avoid such challenges by creating synergies and 

reducing unnecessary meeting time. 

Finally, e-commerce owners should not “dress up” the business case to justify the 

project—unrealistic assumptions can jeopardize profitability down the line. It is better 

to rely on transparency and data-driven insights from analytics tools to make a 

decision that is sustainable in the long term. 
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CHAPTER 3 
 

ANALYSIS 
 

The analysis phase often consumes the most resources in an e-commerce 

replatforming project. During this phase, the current state of the existing platform is 

thoroughly examined to identify opportunities and requirements. The focus is not only 

on the technological foundations but also on the functional aspects of the storefront, 

the admin area, and the entire system landscape. Only with a clear and detailed 

analysis can well-founded and fact-based decisions be made regarding the future 

platform. 

A key focus of this phase is the analysis of business aspects. Revenue, conversion 

rates, and customer feedback provide valuable insights into the e-commerce system’s 

economic performance and help identify opportunities for optimization. In addition, a 

stakeholder analysis examines which internal and external stakeholders are affected 

by the platform and what interests and expectations they bring to the table. 

It is also crucial to analyze competitors and target audiences in order to position the 

replatforming effort correctly. A detailed target audience analysis reveals customers’ 

needs and purchasing motivations, while a competitor analysis helps identify 

opportunities for differentiation and best practices. 

In addition, the Business Model Canvas is used to gain a comprehensive understanding 

of the e-commerce business model and to develop concrete strategic approaches. 

The analysis phase concludes with an overview of the most important dos and don’ts 

to avoid common mistakes and ensure that the analysis delivers sound results that can 

serve as a solid foundation for the subsequent project phases. 
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3.1  Analysis of the Current Situation 

Analyzing the current state of the existing e-commerce system is one of the most 

important—and arguably most challenging—tasks in a replatforming project. This 

process should take both technological and business aspects into account and include 

a functional analysis of the storefront and the admin area. In addition, the system 

landscape should be described. Since the current state analysis requires both a very 

good, comprehensive understanding of the current e-commerce system and a solid 

basic understanding of e-commerce IT in general, this step consumes a significant 

amount of time and staff resources. At the same time, the analysis of the current state 

lays the foundation for defining the requirements for the new e-commerce system. 

Technological aspects 

When it comes to technological aspects, KPIs related to technical performance are 

tracked, such as load times, time-to-first-byte, First Contentful Paint, page file size, 

uptime, etc. In addition, the e-commerce owner should ask qualitative questions 

about the current technology, such as how often store updates are released, how the 

hosting works, and whether it is scalable as traffic, products, and languages grow. It 

should also be verified whether a certain level of security is guaranteed. This last point 

should also be examined from a GDPR perspective, as the e-commerce owner could 

face legal issues in the worst-case scenario.  Furthermore, from an SEO perspective, 

“Web Vitals” (e.g., Cumulative Layout Shift, Largest Contentful Paint, First Input 

Delay) are becoming increasingly important.12 
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On the webpagetest.org website, you can run tests for page load times and Web Vitals 
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