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About Vaimo VAIMO

Vaimo is one of the world’s most respected experts in digital commerce and customer experiences. For us, experience is everything. It is at the

heart of all we do, and we are leading the way in delivering on it in these fields:

Digital Commerce
Content Management
Data Management

Insights & Activation

As a full-service digital experience agency, we deliver consulting, design, development, support, and analytics services within all four fields.

We are a global partner with a local presence, focused on cultivating close, long-term relationships with our clients. We work with brands,
retailers, manufacturers, and organizations all over the world and have over 600 employees based in offices in more than 15 markets across
EMEA, APAC, and North America.

650+ 400+

Digital experience Projects
experts delivered

Our purpose 20+ 15+

Creating outstanding experiences that accelerate client success, Offices globally Markets globally

driven by highly engaged teams.

Our mission

Vaimo is a full-service digital experience agency helping brands,
retailers, and manufacturers worldwide drive success in digital
commerce and customer experiences.

Our vision

To become the world’s most respected solution partner delivering

outstanding digital customer experiences.




Building a digital
strategy roadmap

This guide will help you create and develop your own digital strategy roadmap. It includes tips,
recommendations, and best practices from leading digital commerce agencies. These are our

partners who helped make this guide possible.

Akeneo - Product information management
Akeneo is a global leader in Product Experience Management (PXM) and Product Information
Management (PIM) solutions that help merchants and brands deliver a compelling customer

experience across all sales channels.

commercetools - Leading commerce solution built on MACH
commercetools is the world’s leading commerce solution built on modern MACH principles,
allowing you to work with, not around, your commerce solution to tailor experiences to the

exact needs of your business and its customers.

Contentful - Leading composable content platform
The Contentful® Composable Content Platform brings the building blocks of content together
to create once and reuse for any digital experience. The API-first platform integrates easily with

data sources and new functionality as digital experiences and technology evolve.

Dotdigital - Building tools to help marketers connect with their customers

For over 20 years, Dotdigital has been working with brands to improve their marketing and
engagement. The platform has continued to innovate to meet the demands of the data-driven
world, whose brands and consumers expect seamless, relevant, instantaneous connections

wherever they are, whenever.

Klevu - Al-powered discovery suite
Founded in 2013, Klevu'’s proprietary search & product discovery technology drives traffic,

conversion, and loyalty for ecommerce websites while reducing bounce rates.

VueStorefront - Frontend as a service for headless commerce
Vue Storefront is not only the biggest and the fastest growing frontend for ecommerce, but it’s

also a whole ecosystem of frontend services that can work together or independently.
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Digital strategy ana

client success

Vaimo works with retailers, brands and
manufacturers all over the world to help them
accelerate their growth in the digital space.
A key part of achieving success is knowing
where you are going as a business and why you
embarked on your chosen journey. Defining
your company’s needs and digital strategy
sometimes feels overwhelming. Most project
teams spend their days working through a long
list of backlog items without a clear idea of what
digital activities will ultimately drive success for
their business and help them achieve their KPIs

and overall goals.

At Vaimo, we help our clients build and develop
their digital strategies in digital commerce,
content management, data management,
and insights and activation, tailoring technical
solutions to suit each business’s specific needs.
We focus on aligning our teams with clients
on their goals and success criteria to form a
successful long-term partnership. One of our
most important goals is client satisfaction.
To this end, we've developed a client success
program to ensure we work with them to

achieve growth and success.

Key aspects of client success:

Regular, meaningful engagement between teams (Vaimo’s team is dedicated to a specific

client and client team)—weekly updates, quarterly strategic check-ins, demos and retros

Clear, aligned ways of working

Alignment on short, mid, and long-term goals with a client

The roadmap is defined and shared between the client and Vaimo

Goals and roadmaps are shared with teams in Vaimo and on the client side

Client scoreboards are shared with key performance metrics and goals

Nick Branco
Strategy & Growth

Consultant at Vaimo UK

Nick is passionate about
helping companies get

the best out of their online
businesses. With hands-on

experience in all aspects of

digital, he can combine the

vision of success with the

actionable tactics required.

We'll break down each stage in the upcoming chapters, showing you how to create your digital

strategy roadmap. We'll include tips, recommendations, and best practices from our partners,
commercetools, Dotdigital, Klevu, Vue Storefront, Contentful and Akeneo, to help guide you
throughout the process.

Setting goals

Business goals are often already in place and relate to revenue or market share targets. The key part is understanding which digital areas and
activities support these targets. In larger teams, a democratic approach is recommended, where other teams, like strategy, content, experience,
UX, and IT, contribute towards setting appropriate goals to achieve the desired outcome.

This process begins with visualizing the celebration after achieving your biggest goal. In this exercise, team members think about what needs to
be achieved to reach this goal. A simple voting process and collection of findings can produce clear patterns and ideas on where to start setting

goals.



Goals should follow the simple SMART rules:

Specific, measurable, achievable, realistic and time-bound

Goals should clearly state the baseline or current statistics, the future objective, and when you expect to achieve them

Look at goals from short-term, mid-term, and long-term perspectives

Short-term goals (quarterly):

Grow customer base from 20,000 in Q1 to 22,000 in Q2

Successfully implement the new Content Management System on time and within budget

Grow your brand product mix from a 25% contribution to 50% by the end of the financial year

Improve content creation cycle from 7 days to 2 days by the end of Q2

Increase content publishing from 2 articles a week to 4 articles a week by the end of Q1

Improve content engagement e.g., time spent on a page, pages per session, likes and shares

Increase page views and visitors

Mid-term goals (annual)

Increase B2B revenue contribution to total revenue from
30% in June to 50% in the next 12 months

Successfully launch a new Ecommerce platform on time
and within budget

Improve Customer Experience Net Promoter Score from 7

to 9 by the end of the year

Long-term goals (2-5 years)

Grow own brand product mix from 25% contribution to 50% by
the end of 4 years

Introduce product customizations on the site for customers to
personalize their products

Introduce a Product Information Management tool

There’s no rule regarding the number of goals, but avoid setting too few and making the strategy vague. On the other hand, you should avoid

setting too many goals and obscuring the focus on crucial goals. Once your short-term, mid-term, and long-term goals are defined, make sure

they are shared and kept visible.

Goal-setting is also about defining the process, communication, and ways of working that will ultimately facilitate success and growth. At Vaimo,

we work hard to serve each client’s individual needs. We review goals with our clients every quarter and monitor progress to identify what areas

need attention and when to focus on them.

Do: Create a digital content strategy

As a part of your overall digital strategy, it's important to also create a
specific digital content strategy. A digital content strategy describes
how a company produces high-quality content for their target
audiences and personas in a repeatable, reusable way that produces
consistent experiences throughout the buyer journey and across
digital channels. It helps define workflows, inform the content model,
and unify content operations across the business for more efficient
content creation and distribution.

Your digital content strategy is the thread that weaves together a

vast amount of content into a unified plan. It breaks down silos and

connects different types of content — blog posts, video content,
webinars, infographics, landing pages, online tutorials, social media
platforms, ecommerce sites, podcasts, mobile, voice, loT, digital
billboards, etc. — to produce seamless user experiences.

Most companies have some components of a digital strategy already
in place. Ask yourself a few of the following questions to identify and
unify the strategies your organization already has, fill in any gaps, and
produce a digital content strategy that serves your needs and takes

advantage of modern technologies.




What are our high-level goals?

What existing content do we have, and is that content doing what we need?

What content processes and workflows do we currently have in place, and are they effective?

What tools exist that will help us build a tech stack to deliver on our priorities? Do these tools integrate with our existing technology

investments?

How will this digital content strategy facilitate new ways of working for our digital teams and allow them each to spend time on the most

valuable initiatives?

Don’t: Start building a tech stack that won’t serve your future
needs

If you try to “freestyle” this part of the process and start making big technology purchases without a digital content strategy in place, you may
find that you end up with a tool that won't get you where you need to go in six months, let alone in the next 3-5 years.

Future proof your investment by choosing a composable content platform that fits into your overall digital strategy and is able to deliver to any
digital channel and can integrate easily with the tools you want to use.

Identify what tools you have, which ones you want to add or replace, and what your timeline for change looks like.

Adriana Soliz
Manager, Customer Success at

Contentful

Defining KPIs

To celebrate success, you must define success early on. One of the best ways to do this is by ensuring stakeholders define and understand your
digital strategy roadmap through Key Performance Indicators (KPIs).

What is a KPI? Frequency and duration

A KPI is a metric with a target integral to your business’s It'simportant to know how often to track KPIs. The evaluation frequency
success. Every company has goals and objectives, which reveals new opportunities and even finds different ways to achieve your
usually touch on financial performance, customer satisfaction, goals. The following frequencies are used when tracking KPls:
operational efficiencies, etc. KPIs track the efficacy of goals . Live (tracked continuously)
and ensure that the roadmap’s planned activities move the . Daily
right areas of a project forward. . Weekly

Monthly

Quarterly

Bi-annually

The duration of your KPls is just as important as the frequency of tracking them. It's important to set short-term and long-term KPlIs. Locating
your immediate targets and envisioning the road ahead gives a complete strategy overview.

Start with long-term KPIs and work backward to define the short-term targets. Once you set your short-term KPIs, you will notice that they give
rapid feedback on your performance and time to course correct. Leave room to reevaluate KPI targets and be realistic about performance and

what you feel is achievable going forward.



Setting KPlIs

As one of the foundational aspects of your digital strategy roadmap, KPIs propel your business forward. But first, ensure you have clearly defined
what the KPIs are. Usually, they are known and well-used metrics attached to customer experience and financial performance. They can also be
based on time and cost savings if they are integral to your business.

Here are some examples:

. Revenue

. Conversion rate

. Customer lifetime value

. Net Promoter Score (NPS)

. Customer satisfaction

. Average order value

. Time on the site

. Customer service ticket rate of resolution

Next, set a baseline. This means capturing the metric as-is or in its current state. From there, you can set your short-term and long-term targets.
In some instances, ambitious targets can be used to motivate teams to push further. Finally, attaching a timeline to your targets and KPls is
critical.

A good approach is to use the following and fill in the blanks:

Increase/ Decrease (KPI) from X (baseline) to Y (target) by Z (date) = Increase turnover from £1M to £2M in the next 12 months.

To YTD |YTD |YTD (YTD
Focus Area M e / Metric From |(Base) By Fr Data Source Q1 Q2 | Q3 | Q4 Road Features/ Epics drivers
Experience CSAT rating Quarterly CRM/CDP Tool Customer Engagement & Loyalty
Experience Net Promoter Score Quarterly CRM/CDP Tool Customer Engagement & Loyalty
Experience Reviews (avg rating) Quarterly Reviews Tool Customer Engagement & Loyalty
Experience No. of Reviews Quarterly Reviews Tool Customer Engagement & Loyalty
Experience Pages per visit Monthly Google Analytics Customer Engagement & Loyalty
Experience Page Speed (Mobile) Monthly PageSpeed Insights Performance
Experience Page Speed (Desktop) Monthly PageSpeed Insights Performance
Experience Time on site Monthly Google Analytics Customer Engagement & Loyalty
Financial Revenue Monthly Commerce System Conversion Optimisation
Financial Conversion Rate (Mobile) Monthly Google Analytics Conversion Optimisation
Financial Conversion Rate (Desktop) Monthly Google Analytics Conversion Optimisation
Financial Traffic (Returning %) Monthly Google Analytics Acquistion; Retention
Financial Community Size- Email (DB) Monthly Email Marketing Tool Acquistion; Retention
Financial Average Order Value (AOV) Monthly Google Analytics Conversion Optimisation
Financial Bounce Rate Monthly Google Analytics UX Optimisation; Content Optimisation
Financial Customer Acquisition Cost (CAC) Monthly Ads Dashboards Acquistion
Financial Shopping Cart Abandonment Rate (SCAR) Monthly Google Analytics Conversion Optimisation
Financial Customer Lifetime Value (CLV) Monthly CRM/CDP Tool Customer Experience; Retention
Financial Revenue per visitor Monthly Google Analytics Conversion Optimisation
Financial Search Exits Monthly Google Analytics Conversion Optimisation
Financial Promo Code Usage Monthly Commerce System Promotions

Accountability

All KPIs should have an owner responsible for monitoring KPIs and achieving the targets set. KPIs need continuous grooming and assessment.
KPls can also be associated with an individual’'s performance. This can directly and positively impact your targets and business goals.

Finally, it's important to remember that KPIs can fail. Some common reasons for this are KPIs lacking specificity and not being defined properly.
KPIs can also fail when it is unclear how to measure them. Ensuring access to the data you need and determining the data source upfront is
critical for alignment. Lastly, make sure your KPIs are achievable. Looking at short-term and long-term targets at the right frequency will help

you understand if you are on the right path.



Do: Keep your digital Don’t: Overcomplicate your
strategy roadmap flexible digital strategy roadmap

One of the most important things you can do when creating your While having a clear and comprehensive digital strategy is important,
digital strategy roadmap is to keep it flexible. While it's important it's equally important to avoid overcomplicating your roadmap. A
to have aplanin place, the digital landscape is constantly changing, roadmap that is too complex can be difficult to understand and
and you need to be able to adapt to these changes quickly. communicate, and it may lead to confusion and delays.

Instead of creating a rigid plan that is difficult to change, focus on Instead, focus on creating a roadmap that is clear, concise, and
creating a flexible and adaptable roadmap. This means breaking easy to understand. This means avoiding technical jargon and using
your plan into smaller, more manageable pieces that can be language that is accessible to everyone. It also means prioritizing
adjusted as needed. It also means being open to new ideas and your goals and objectives and focusing on the most important steps

approaches and pivoting when necessary. you need to take to achieve them.

Frank Brooks
Head of EMEA Marketing
at Dotdigital

Activities & projects

The next step in developing your digital strategy roadmap is identifying and planning activities and projects to achieve your goals and targets.
At Vaimo, we engage with clients at different stages of their roadmap development. As a result, we've developed two tailored scenarios to meet

our clients’ varying needs and ensure any work already completed in this area is considered.

Scenario 1 - No clear backlog or idea of what projects and
activities are required

In this approach, we work with the client to find gaps and opportunities. These are discussed and planned with the vision, goals, and success
factors in mind. A critical aspect of succeeding in your strategy is ensuring sufficient projects and activities support your overarching business
and website goals.

In this scenario, we use tools such as our Digital Readiness Assessment and the Customer Experience Rating to review key areas of the

business, people, processes, and website experience.

01 CRM & Customer Service 08 Search 15 Assortment & Pricing
02 Social & Messaging 09 Browse 16 Payments

03 Search & Marketing 10 Omnichannel Experience 17 Digital Marketing

04 Personalisation 11 Mobile Experience 18  Fulfilment

05 Commerce 12 Desktop Experience 19  Product Information
06 Content 13 Sales Channels 20 System & Tools

07 Purchase Journey 14 Customer Data 21 Digital Team Capabilities


https://www.vaimo.com/digital-readiness-assessment/
https://www.vaimo.com/services/consulting/customer-experience-rating/
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Upon completing the assessments, we
understand your business and website's
strengths, weaknesses, and opportunities.
We then advise which activities and projects
to implement versus those requiring

validation before implementation.

Scenario 2 - The client has an idea of what key projects and
activities are required

In our second scenario, the client will give us an idea of the key activities and projects to be implemented. We then help them validate those
activities against their goals and success factors and prioritize them based on a cost-benefit analysis. Following the analysis, we can start to
prioritize activities and projects.

Validating and prioritizing activities is no small feat. We start by identifying activities that require validation. This could be through testing, data
analysis, or market research. Once an activity or project is validated, it will become an activity to implement. At any point, you might have a list of
activities you're busy validating through testing and data analysis (while implementing the backlog items from your implement list).

Once activities and projects are defined, you will need a straightforward way of prioritizing them so that you implement the high-impact
activities and projects first. At Vaimo, we use a planning board to do this. The planning board is based on cost vs. benefit analysis and considers
predetermined factors that have been weighed in importance.

For example, benefit factors might include increased revenue, customer value, and strategic value, and cost factors might be implementation
effort, operational cost, and risk.

We define these factors and weigh them according to their importance. Once this is done, we score each activity based on its impact on the

factors. The outcome is a score for each activity that the impact on the overall goals can rank.

It'simportant to align your activities with the KPIs you originally set out so that your projects directly impact your targets. Additionally, monitoring
your KPIs and their progress will help you prioritize your activities and projects continuously. KPls are often difficult to measure at an activity and

project level, and we usually recommend setting and measuring these against your goals and success factors.

Benefit Cost
Title Increase Revenue | Customer Value Strategic Value Implementation Effort | Operational Costs Risk Score
Paypal - Payment Option ) 4 4 il 1 2 106
New Stores (6) & Multi Currency &) 5 4 2 1 4 96
Pre Order / Early Access B 4 4 & 2 2 90
Virtual Fit Assistant / Fit Finder & 4 & & 1 2 90
Wishlist / Save for later 2 3 2 1 1 1 90
On Site Search 3 5 4 3 2 4 88
CRM 3 5 4 3 4 3 84
Loyalty 3 5 4 3 3 4 84
Notify when out of stock 4 4 4 3 2 4 84
Online Live Chat 3 5 4 2 4 4 84




Do: Focus on the users - end shoppers and business users

Start by identifying the pain points in your current systems and processes. Collaborate with your team to understand which tasks are time-
consuming and look for opportunities to streamline these processes. Next, consider integrating Al-powered tools into your product discovery
systems, such as natural language processing for on-site search, dynamic product recommendations, and personalized marketing campaigns.

Ensure that these tools are user-friendly and accessible, even for those with limited technical expertise.

Don’t: Neglect a holistic integration of Al solutions

Al-driven features shouldn’t be treated as isolated entities. Instead, they must be seamlessly integrated into the overall user experience,
complementing and enhancing each other. By doing so, we can drive customer engagement, improve team efficiency, and ultimately, boost
revenue. Using this approach also helps you add new services when innovations disrupt the market. For example, making it easy to quickly add
an ecommerce Al chatbot that is already trained on your ecommerce data and integrated with your search and merchandising.

Rachel Tonner
VP Marketing at Klevu

A thematic
high-level plan

While not critical in the overall process, this plan gives a great high-level view of the investments required by an epic or theme and a quality
overview of the key projects to be undertaken monthly. This view helps senior management and C-suite executives to better understand where
investments are made and the desired impact and ROL.

Firstly, you need to identify the emerging themes in your activity planning. These are the themes that your roadmap will be based on. We see

some common themes emerge across many of our clients, some of which are described below:

Improve on-site performance . Lead form optimization

Optimize search and SEO . Grow omnichannel capability
Enhance personalization . Increase automation and efficiencies
Enhance customer experience . Mobile optimization

User experience and content optimization

Checkout optimization

Themes are groupings of similar activities, projects, or initiatives. Ideally, your themes should describe some type of customer or business
value, for example, “improve on-site performance.”

“Evergreen lanes”

While planning roadmaps, we identified a few areas requiring monthly  the lights on work and roadmap development work, but this varies
attention. The first is security updates, platform upgrades, and bug  depending on the client and business needs.
fixes. It'simportant to allocate time and budget towards thisareaevery  The second lane we recommend planning for monthly is performance.

month. Generally, we recommend a 30/70 split between keeping  Performanceisimpacted as more functionality gets added to websites
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and content is updated. We all know that conversion and performance
are interrelated—if performance is degraded, conversion is also
negatively impacted.

The final lane is analytics and reporting. Similar to performance, as
your website functionality grows, so does your need to measure and
track data to understand its effects. We recommend keeping some
time and budget allocated towards improving data visibility and
automated reporting, so you can actively track and monitor your data
and progress.

The number of activities and projects behind each theme will
determine the level of investment you will need in those areas. You

need to allocate high-level budgets (in hours) towards each theme and

ensure that you have a reasonable allocation of the budget towards
the maintenance (upgrades, bug fixes, security updates) lane.

In summary, you should have a better idea of the total you invest
towards each area by month and year. In addition, you will receive an
overview of the division of work between roadmap development and
bug fixes and maintenance.

A final note is to ensure you have identified your KPls alongside
your themes, according to what metrics the activities will impact.
This becomes important further down the line when you need to
assess whether your efforts have had the right impact on your overall
business goals.

Here's a simplified example of what this roadmap plan could look like:

Epics/ Themes May June July August September December Total KPI's
Performance Optimisation (Speed) 5 5 5 5 5 0 0 0 25 FID, FCP, LCP, CLS, PSI Score
Checkout Optimisation o 20 0 50 o 0 0 0 70 Funnel drop off %, CR, SCAR
Customer Loyalty & Engagement o 0 0 0 a0 0 0 0 a0 Returning Customers, CSAT, NPS
Personalisation o 0 50 0 0 0 0 0 50 Revenue Growth, Conversion, RPV
UX/ Content Optimisation 0 50 0 0 [} 0 0 0 50 Revenue, Conversion, Return Visitors, RPY, Time on site
Analytics & Tracking 30 ] ] ] ] 0 0 0 30 Revenue Growth, Conversion
Search Optimisation 20 o o o o o o 0 20 Search Exists, CVR, Revenue from Search
Conversion Rate Optimisation - - § 5 15 5 0 0 0 35 Conversion (Desktop & Mobile), Cart to Detail rate
Automation & Efficiencies 0 o o o 30 o o 0 30 Time to
Internationalisation o 1] V] V] 4] 4] 4] 0 o
PIM o 0 0 0 0 0 0 0 o
Mobile Optimisation 20 0 10 10 0 0 0 0 40
Omni-channel Optimisation 10 o 15 10 0 0 0 0 35
Upgrades, Security patches 30 30 30 30 30 30 30 30 240
Bug fixing 50 50 50 50 50 50 50 50 400
Total 170 160 165 170 160 80 80 80 1065
QAR PM 85 80 825 85 80 40 40 40 5325
Total 255 240 2475 255 240 120 120 120 1,888

Do: Focus on what the customer sees

When it comes to User Experience and Performance, you need to focus on what customers are actually seeing. Too often, we focus on the look
and the feel, but we don’t focus on the performance. Every millisecond longer your page takes to load is a great chance that that user will move
on to your competitor’s site. Test for mobile speeds and slow connections. If you can get great perceived page speed there, the rest of your

customers will have an amazing experience.

Don’t: overcomplicate frontend automation

Don't spin your wheels, automating every portion of your frontend. Thirty percent of your site never changes, so make it static or control it via
your CMS, not some tricky Javascript component. We see people developing highly complex navigation controls and code to run them when they
realize that those menus change once a year. A better use of that effort could be put into killer search filtering controls and product visualizers

that need complex logic.

Jay Atkinson
Head of Solution Engineering
at Vue Storefront
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A visual time-based
roadmap

After constructing a visual roadmap, you will know where you are headed and how to get there without getting stuck. You need to communicate
your plans effectively and visually without being tied to spreadsheets. Spreadsheets are great for organizing and prioritizing, but not for
communicating a vision. Presentations take time to produce, and alignment is a continuous struggle in most organizations. A roadmap is a useful

guide for teams and speaks to the long-term vision without losing sight of what is needed daily.

A note on themes

We have previously discussed themes and why they exist. When crafting the roadmap, it should be updated annually or quarterly to align with
the current needs and objectives. Establishing these themes is a great way to gain buy-in and vision alignment from stakeholders and team
members. Themes should be clear and actionable, so people are excited to implement them. While a vision is highly unlikely to change from year

to year, themes can change quarterly or annually, as these create the foundation of your roadmap.

Plotting themes and planning

First, identify all of your key milestones. These include peak trading days such as Black Friday, the peak holiday season, and new campaign
launches. Is there a particular feature or activity that needs to be completed by a certain time? Now is the time to indicate this, so you prioritize
the right work and themes to support its success. An example is load testing and performance work leading up to Black Friday or an integration
required for a lead form.

Once this is done, getting an idea of the capacity and budgets you need to work within will help prioritize the work you need to do. You want to
ensure you have a good spread of efforts and hours across key themes but that your critical larger projects are accounted for in the months
they need to be executed. Balancing the needs with your budgets and team capacity can be tricky, so keeping your roadmap flexible and easy

to update is crucial.

Watch out

Keep close tabs on the time allocation for the bugs and maintenance lane and ensure that your roadmap is not impeded or eaten up by time
spent on bug fixing. Ensure you can measure this regularly and report back to stay on track. A general rule of thumb is to split the allocated
budget hours 70/30 between roadmap work and bugs. This ensures you always have hours for bug fixing, maintenance, and security. But it also
provides significant hours to invest in your roadmap to achieve your goals and drive innovation.

Roadmap iteration frequency

Roadmaps are updated on varying frequencies, depending on organization size. Larger companies will update once every six months or annually,
whereas smaller companies might choose to review quarterly. Flexibility is key, but long-term planning is needed when bigger teams are involved,

and more dependencies are present.

What tools should you use?

Another consideration with whom you share the roadmap. You want to be able to view enough detail when discussing priorities with the teams,
but you also want to get a high-level view when discussing with senior stakeholders. It is important to ensure that your tool can cater to these

different views based on your company’s needs.



Do: Define and share your vision and prioritize flexibility

Nothing is worse than being blind to the expected results. A strategy is meant to reach company goals. And then, all the teams will embrace this
strategy and adapt it to each of their channels, e.g., ecommerce websites, social shopping, marketplaces, distributors, and retailers. The more
you share the vision and the goal with all the stakeholders, the more engagement and adoption with all the tools you'll invest in you get!

Isn’t this the definition of a successful strategy roadmap?!

The key to building a sustainable digital roadmap is finding the balance between setting realistic, clear goals and allowing your organization to

pivot and adopt new channels efficiently if needed.

Don’t: Neglect the employee experience

Choosing the right people in the organization to rally the troops and  employees, who will be the actors of the strategy!

be true ambassadors will directly impact the customer experienceyou By prioritizing the customer journey, you can make it easier for
offer. customers to find what they're looking for on the right channel,
By allowing these ambassadors to work closely with your customers  make a purchase, and come back for more. This can result in higher
when building, managing, and communicating your digital roadmap, conversion rates, increased customer lifetime value and loyalty, and
you can create a competitive advantage for your business. improved overall business performance.

It's great and mandatory to be customer-centric, but never forget your

Virginie Blot
Senior Product Marketing Manager

at Akeneo

What makes a good
digital roadmap?

We've covered everything from creating goals, identifying key performance indicators, and identifying activities and projects all the way through

to building a high-level thematic plan and, ultimately, your visual roadmap.

A good digital roadmap should:
Be easily shareable and understood
Be easily updated and agile
Provide transparency to the vision for all stakeholders
Gain alignment and buy-in from team members

Get the teams excited about what they are building and delivering

It's now time to get started on your roadmap and start working towards your digital vision! If you need help or advice, reach out to our dedicated

global consulting team, who can help guide and advise you on your journey!



Do: Communicate clearly and openly internally

It is essential to clearly articulate the strategy’s goals, objectives, and key performance indicators to all stakeholders, including executives, team
members, and partners. Effective communication ensures everyone is aligned and understands the strategy’s vision, direction, and priorities.
Communication also helps to identify potential roadblocks and challenges early on and allows for collaborative problem-solving. Additionally,
ongoing communication enables regular feedback and performance tracking, which is essential for adjusting and optimizing the strategy over
time. Turn your strategic initiatives into everyday conversation topics and continually check — weekly if possible — to ensure success.

Exercise caution when communicating externally, as your strategies may change as the world and your place in it changes. Making changes is
much more difficult if you've publicly communicated or promoted your strategic plan.

Remember that roadmaps seldom go exactly as planned, especially ones executed over an extended period of time. Embrace flexibility and be

open to feedback and new ideas.

Don'’t: Let fires and favors distract you from achieving your
milestones

Fires are unexpected events or emergencies that require immediate attention, while favors are requests from colleagues or partners that
may not align with your strategic goals and objectives. Allowing these distractions to take priority can result in a loss of momentum and a
lack of progress toward achieving the digital strategy’s desired outcomes. You can achieve the desired outcomes efficiently and effectively by

prioritizing and managing distractions carefully and balancing immediate needs with long-term goals and objectives.

Andrea Stubbe
VP Product (Composable
Commerce) at commercetools
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has a degree in Classics, she has spent the past decade working within

@contentful SaaS organizations in Customer Support and Customer Success.

Frank Brooks Frank is one of the many marketing masterminds at Dotdigital. As

Head of EMEA Marketing Head of EMEA Marketing, he’s on a mission to help businesses across

at Dotdigital industries supercharge their growth and win big. With his deep
understanding of customer needs, Frank is leading the charge in helping

dOtdigital businesses take their marketing to the next level.
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Head of Solution Engineering
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Virginie Blot
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Manager at Akeneo
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Andrea Stubbe
VP Product (Composable

Commerce) at commercetools
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Next generation commerce

With 15 years of experience within ecommerce, retail, and UX, helping
businesses identify and bridge experience gaps. Rachel’'s blend of
seemingly incongruous specialisms, including music, journalism, and

design, gives her a unique perspective and fuels her curiosity.

With over 17 years of experience in software development, web design,
usability and web technologies actuation, Jay has worked with key
brands from many different industries, including retail, manufacturing,

software, construction/architecture, and non-profit organizations.

Formerly leading the Professional Services Team, now PXM Evangelist,
and Senior Product Marketing Manager, Virginie Blot brings over 10
years of expertise in product experience to Akeneo. She is passionate
about onboarding and empowering people to embrace change and

challenges.

Andrea Stubbe started coding as a kid, paused for a few years to find
more interesting things, but then did that for a living. After working
with software and code in different roles, she found her happy place at

commercetools as VP Product.




