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Drawing from our 17 years of implementing complex 
e-commerce solutions, including B2B portals with 100,000+
pages and real-time manufacturing integrations, we've
created this strategic checklist to guide you through the
critical phases of your e-commerce project.



The foundation phase is crucial for project success. Here,
you'll define what success looks like for your organization
and create a clear vision of your e-commerce future. This
phase prevents costly mid-project changes by ensuring all
stakeholders share the same vision and understanding of
project goals. 
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Phase 1: Strategic Foundation 

Define Clear Business Objectives 
Document primary business goals 
Set measurable success criteria 
Define 3-5 year growth expectations 

Analyze Current State 
Map existing business processes 
Document pain points 
Identify efficiency opportunities 
Review current system limitations 

Define Future State Requirements 
Outline required business processes 
List must-have functionalities 
Define integration requirements 
Document scalability needs



Selecting the right platform is about more than features
and costs. This phase helps you evaluate platforms based
on your specific business needs, future growth plans, and
technical requirements. Our experience shows that careful
platform selection prevents costly re-platforming in the
future. 
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Phase 2: Platform Evaluation 

Create Requirements Document
- Business requirements 
- Technical requirements 
- Integration needs 
- Performance expectations 

Evaluate Platform Options 
- Compare platform capabilities 
- Assess total cost of ownership 
- Review scalability options 
- Check integration possibilities 

Select Implementation Partner
Verify platform expertise 
Review similar project experience 
Check reference implementations 
Evaluate team capabilities 



Success in e-commerce implementation relies heavily on
thorough planning. This phase creates the roadmap for
your project, defining clear milestones, responsibilities, and
resource requirements. Good planning reduces risks and
ensures efficient resource utilization. 
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Phase 3: Project Planning 

 Define Project Scope 
Document clear deliverables 
Set project boundaries 
List excluded items 
Define success criteria 

Create Project Timeline 
Set major milestones 
Define phase gates 
Plan resource allocation 
Include buffer time 

Plan Resources
Internal team requirements 
External expertise needed 
Training requirements 
Support structure



Before technical implementation begins, proper
preparation is essential. This phase focuses on ensuring
your data, processes, and teams are ready for the
transformation ahead. Our experience shows that well-
prepared data and documented processes significantly
reduce implementation time. 
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Phase 4: 
Implementation Preparation 

 Data Readiness 
Product data preparation 
Customer data cleaning 
Content preparation 
Integration data mapping 

Process Documentation 
Business process flows 
Integration requirements 
Custom feature specifications 
Testing scenarios 



Quality assurance is not just about testing functionality.
This phase ensures your e-commerce solution meets
business requirements, performs under load, and provides
a seamless user experience. Thorough testing prevents
costly post-launch issues. 
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Phase 5: Quality Assurance 

Define Testing Strategy 
Unit testing approach 
Integration testing plan 
User acceptance testing 
Performance testing 

Create Test Cases 
Functional test scenarios 
Integration test cases 
Performance test criteria 
Security test requirements 



A successful launch requires more than technical
readiness. This phase prepares your organization for the
transition, ensuring your team is trained, support processes
are in place, and contingency plans are ready. Proper
launch preparation minimizes business disruption. 
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Phase 6: Launch Preparation 

Create Launch Plan
Go-live checklist 
Rollback procedure 
Support structure 
Communication plan 

Plan Training 
User training schedule 
Admin training requirements 
Documentation needs 
Support process training 



The launch is not the end of the journey. This phase focuses
on monitoring, optimizing, and evolving your e-commerce
solution to meet changing business needs. Our experience
shows that continuous improvement is key to long-term
success.
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Phase 7: Post-Launch 

Monitor Performance
System performance 
Business KPIs 
User adoption 
Integration stability 

Plan Optimization
 Performance optimization 
Feature enhancements 
Process improvements 
User feedback integration 
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Ready to explore which 
e-commerce platform best
fits your organization's
needs?
Contact us for expert guidance in planning your e-
commerce project. 
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