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TO RE, OR 
NOT TO RE
A guide to pain-free 
replatforming



The mere thought of it can make 
the most astute and successful 
retailer blanch. No mystery there: 
digitally speaking, replatforming 
is the heaviest of heavy lifts, a 
Herculean effort that can devour 
time and devastate budgets with 
no guarantee of success.

Still, there’s an inevitability to 
replatforming. Change is the great 
unifying constant in retail. Products 
change. Consumer tastes change. 
Business priorities change. And all 
that change must be reflected in the 
digital assets retailers and brands 
deploy—their platforms must evolve 
to incorporate the constant fluxes 
that are integral to their trade.

Your team will make you or break you. Do you have the 
requisite in-house talent? Possibly—but unlikely. Integrating 
an optimal team from internal staff and the right ecommerce 
partner therefore is paramount. Its members must be able to 
simultaneously build the new platform while simultaneously 
accommodating all BAU constraints. Competence isn’t cheap, 
but it will save you an enormous amount of time and money in 
the long run. Look for ecommerce partners with a reputation 
for innovation and a deep bench—qualified personnel who 
can address every replatforming need from digital strategy and 
architecture to web development, web merchandising, digital 
operations, data analysis, and customer service.

So given that replatforming is a 
matter of “when” rather than “if,” 
how do you identify that optimal 
moment for action? And what’s the 
best approach? There are a multitude 
of routes to replatforming, and many 
lead to expensive dead ends. Also, 
who will do the work? Do you task 
the effort to in-house staff, or should 
you seek out a partner with deep and 
specialized skills?

All ecommerce platforms are 
customized systems, so replatforming 
is bespoke as well. Still, some 
methodologies can be applied 
uniformly. This point-by-point guide 
will help you cut a path through 
the replatforming thicket, ultimately 
leading to a successful—and cost-
effective—conclusion.

Organize 
Your Team
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Determine all your desired end points. 
Replatforming will necessarily encompass multiple 
objectives with differing priorities. Typical goals 
on the tactical technical side might include 
improved conversion rate, bounce rate, and page 
speed, while broader strategic business goals 
like increased revenues, optimized branding, and 
moving your unique selling proposition, or USP, 
from offline to online will also be top of mind. 

First up: a candid—even ruthless—in-house 
analysis. Dive deep into the deficiencies of your 
current platform. Is ROI maximized? Does the 
platform allow easy changes? Can it keep pace 
with competitors?

Then research (and query) your customers. 
What do they want—both from online shopping 
generally, and your website specifically? Who is 
happy/unhappy with your platform? Why? Does 
it make more sense to aggressively cultivate a 
particular segment of your customer base with the 
possibility of disconnecting from other shoppers, 
or should you take a broader approach?

Validate 
Internally  
and 
Externally

Establish 
Goals
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Establish budget, time, and skills 
constraints and determine what is possible 
within those parameters. Fully apprise 
all team members of the game plan and 
invest the necessary effort to ensure 
everyone is on board and fully committed. 
Don’t cavalierly brush off staff concerns. 
Investigate them—and if they have merit, 
adjust the plan accordingly.

Choosing the right technology for your business 
is central to any replatforming goal. Whether it’s 
a headless or traditional approach, any solution 
must dovetail with your company’s specific needs, 
your baseline capabilities, and the desires and 
expectations of your customers. Make new (but 
vetted) technologies the foundation of your project. 
Replatform for tomorrow—not today. 

Set 
Expectations 
and Achieve 
Buy-In

Lead with 
Best-in-Class 
Technologies
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Vet the 
Proposed 
Platform

Who  
Leads?

Once the requirements of the new 
platform are determined, stress- 
test it. Does it work for your specific 
business? Can it really meet 
established goals? Can it scale?  
Is it popular with strategic third 
parties? Can it integrate across 
channels, including marketplaces 
and social commerce? 

Make the chain of command clear—
starting from the top. What was the 
rationale for leader designation, and 
did results support that decision? 
Ideally, the lead group will incorporate 
a senior executive stakeholder, a 
client-side project manager, and 
a cross-functional team. In any case, 
this is no time for magical thinking or 
self-delusion. If reality doesn’t dovetail 
with expectations at this stage, 
it’s not failure; it’s merely extended 
development. But if expectations aren’t 
met post-launch, failure—possibly 
catastrophic failure—can result.
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Ensure all your data is properly moved so 
customer service is unaffected.

Online shoppers are fickle, and customers 
who encounter glitches during switch-over may 
be alienated and lost forever. Invest as needed 
to ensure that the switch-over is rapid and 
error-free.

Even though developers know that all 
replatforming projects are challenging, the 
complexities and interdependencies of any given 
project can be underestimated. Overoptimism 
can lead to poor execution and delays.

Whether they originate from the client or the 
development team, abrupt changes to the 
project can result in delays, skyrocketing costs, 
collapsing morale, and poor outcomes. Do your 
utmost to minimize add-ons.

Can the traffic follow you to the new platform? 
Confirm that it does.

Verify that the new platform provides a single 
view of customers, orders, and stock across 
all channels.

Ensure that the third-party partners you work 
with have experience and are prepared for the 
chosen platform.

DATA MIGRATION LOSS OF BUSINESS DURING SWITCH-OVER

UNEXPECTED COMPLICATIONS

UNANTICIPATED ADDITIONS

SEO

INTEGRATION

THIRD-PARTY INTEGRATIONS

Evaluate 
Project 
Risks

Establish 
Metrics for 
Success

While risks are inherent in any 
replatforming project, they can be 
minimized. Consider the following 
issues as development proceeds:

Any replatforming effort implies 
a simple and overriding question: 
Did it work? But an ecommerce 
platform’s efficacy can be measured 
in various ways, from bounce rate to 
conversion rate to ease of navigation 
to revenues. Confirm all success 
evaluation measurements with the 
client and team prior to launch to 
avoid confusion, misunderstandings, 
and disputes.
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To Repeat:  
The Customer 
Comes First—
and Last, and 
Everywhere 
In Between

Yes, customer-centric commerce is a cliché, but the 
bedrock goal of any replatforming project is the generation 
of more sales and revenues. That means you need to work 
from the consumer’s POV rather than your own. Personal 
biases about site aesthetics and functionality have a way of 
creeping into any digital project. And because developers 
are technologists, they can sometimes create platforms that 
are elegant from an engineering perspective but confusing 
for the average consumer. Stay close to your customer by 
considering the following:

Did you build what they really desired? Or did 
you create, however unwittingly, what you felt 
they needed? Further, were you successful in 
connecting the digital strategy with the overall 
business strategy? 

Don’t make it hard for your customers to give 
you their money. Provide multiple avenues for 
payment, from credit and debit cards to various 
digital options such as PayPal and Google Pay.

A loyal customer is an invaluable asset for any 
ecommerce enterprise. To build loyalty, show 
your customers that you appreciate them. 
Your platform should enable ongoing customer 
appreciation initiatives, including VIP coupons, 
personalized shopping experiences, and 
reward programs.

In the end, replatforming should be considered 
routine for any ecommerce enterprise: something 
that’s undertaken as changing technologies 
and market conditions warrant. It may be 
challenging—but with proper perspective and 
preparation, it needn’t be onerous or painful.

A great ecommerce journey is a smooth 
ecommerce journey—one that leads intuitively 
from the landing page to the buy button. Simplify. 
Clarify. Provide abundant signposts. Keep your 
shoppers moving forward—and happy.

It’s a fact: Mobile dominates ecommerce. 
Your platform should engage interest on a laptop 
or tablet, of course, but it must positively dazzle 
on a smartphone.

DID YOU DELIVER WHAT THEY WANTED? EASY PAYMENT 

LOYALTY GENERATES LOYALTY

EASE OF JOURNEY

OPTIMISED CHANNELS
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About 
Astound

Ready to start a conversation?

EXPERIENCE
Customer Research & Insights

Vertical Strategy & Solutions
Solution Design & Definition

Digital Commerce Transformation

DESIGN
Strategy & Ideation
User Experience Design
Visual Design
Branding & Content Development
Prototyping, Testing & Optimization

DEMAND
Growth Strategies

Data & Platform Integration
Performance Media & Marketing

Optimization & Analytics
Relationship Management

Sales Enablement

TECHNOLOGY
Development
Platform Enablement
System Optimization 
Technology Planning
Technology Support

ASTOUND COMMERCE Astound Commerce is your 
mission-critical partner in digital commerce, maximizing 
the brand and business value of every consumer 
touchpoint. With a strong global presence, 20 years’ 
experience, and a team of 1,300 deeply passionate 
experts in the areas of experience, design, demand, 
and technology, we’ve had the opportunity to partner 
with visionary brands such as L’Oréal, Boohoo, Halfords, 
FLOR, TOMS, and Crocs.

Born in Silicon Valley during the digital revolution, 
we know how to align business values with the latest 
technologies, personalized digital experiences, and the 
demands of mobile and socially connected consumers. 
We create unique and compelling experiences for 
customers across all channels and drive sustained 
business growth for our clients.

 3,000+  20+          1,300+
 Successful Projects                  Years of Experience                  Ecommerce Specialists

One goal: 
Add business value

Learn more: astoundcommerce.com
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Your  
Mission-Critical 
Partner in Digital 
Commerce

astoundcommerce.com
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