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Executive Summary
Retail eCommerce is difficult, and the behavioral shifts triggered by COVID 
have made it even more so. Consumer brand switching, rising omnichannel 
expectations, and seamless customer experience are just a few of the 
challenges facing e-commerce leaders. Keeping up with these challenges 
requires that retailers respond quickly to meet changing consumer 
demands. We talked to UK retailers using the Magento / Adobe Commerce 
platform to find out how well their developer teams were performing to 
support their business.

We have partnered with Magento expert Scandiweb, to conduct research 
into the  Magento / Adobe Commerce user experience, told by eCommerce 
leaders on the front lines. After hours of recorded interviews, we’ve been 
able to compile voice-of-customer insights that we believe you will find 
interesting – and perhaps familiar.

Top Magento / Adobe Commerce challenges related to finding 
expert developers to successfully manage platform complexity to 
meet the fast-paced needs of online retailing: 

What our research uncovered:

• Feature configuration is powerful and therefore requires deep 
developer expertise,

• Implementing regular Adobe update releases requires an 
understanding of how it will impact other site functionality, 

• Legacy bespoke code can be unstable so implementing native 
Adobe modules is important.

• Well-defined development process tasks and owners,

• Collaborative development project prioritization, 

• Project management software, 

• Agile sprints, and

• Retailer project management oversight.

Retail eCommerce leaders want more from their developers than a 
reactive, tactical mindset:

• Proactive strategic suggestions and contributions, customer 
experience (CX) design skills, conversion rate optimization (CRO) 
skills, and a commercial mindset whereby revenue is the focus – 
not just completing development tasks.

The speed, quality and stability of Magento development are 
greatly influenced by a mature development process:

Connor Addis

Managing Director,
Gravitas
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Why Should You Care?
If you’re a senior retail eCommerce leader with ownership of your company’s 

Magento / Adobe Commerce platform management, this is for you.

As founder of Gravitas, a customer insights and marketing firm, my team interviews 
e-commerce and technology leaders like you to uncover critical insights as to your 
top business challenges and how you are overcoming them to support growth.
 
Scandiweb, a digital strategy and web development agency, helps eCommerce 
leaders like you simplify the process of optimizing the performance of Magento / 
Adobe Commerce online stores to drive revenue growth.

We’ve partnered to launch a series of research reports and expert interviews to 
help brands using the Magento / Adobe Commerce platform identify ways to 
improve operations and sales.

This report provides insights into the user experience and key business challenges 
facing UK retail e-commerce leaders using Magento / Adobe Commerce. Use the 
insights in this report to discover how your peers’ experience compares with your 
own, and some of the actions other UK retail eCommerce leaders are taking to 
improve outcomes.

We hope you find this report useful.  

Connor Addis
Managing Director
Gravitas
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1. Retail business model (omni-channel, pure 
play, D2C, D2C pure play, branded retailer)

2. Magento / Adobe Commerce development 
staffing model (in-house, outsource 
agency, hybrid/both)

3. Average order value range (£100 - £200, 
£201 - £300, over £300)

Research
Design
During Q3 2022, Gravitas structured a 
qualitative study of UK retail eCommerce 
leaders across three segmentation 
attributes:
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In these interviews, we asked eCommerce leaders to not only share their top business 
challenges with managing their Magento / Adobe Commerce platform, but we performed a 
deep dive into seven areas:

We also asked each UK retail leader to share how these dynamics are impacting their 
business and insights into their future plans.

1. Top Magento platform challenges 

2. Speed of Magento development delivery

3. Quality and delivery of Magento development requests

4. Visibility into Magento development schedules

5. Meeting budget goals for Magento development requests

6. Proactive vs. reactive approach by Magento developer staff 

7. One thing eCommerce leaders would change 

“Stuff probably takes two 
or three times as long as it
needs to because you’re 
waiting for confirmation
(from the developers) or 
something doesn’t work.”
Head of Digital, Education Online Retailer
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Retailer Experience Journeys
In our interviews, we asked the UK retail eCommerce leaders to share their Magento / Adobe 
Commerce journey with us – including the decision (for some) to outsource Magento / Adobe 
Commerce development support. 

A couple of journey paths emerged:

Agency Experience Journey

Magento / Adobe Commerce Journey

Retailer becomes frustrated 
with lack of expert Magento 
developer support with UX & 
CRO skills.

Some retailers contemplate 
whether to scrap existing site 
and bespoke code to use more 
Adobe native modules.

Year 1 Year 2 Year 3 Year 4

Replatform to Magento from 
Shopify/others. Often a big 
investment (£500K+) and high 
expectations.

Adobe quarterly releases stress 
Dev resources and retailer 
begins falling behind deploying 
their own UX CRO initiatives.

Inflection point: Retailer becomes 
frustrated with agency’s lack of 
vertical industry, UX and CRO 
skills and many switch agencies.

Retailer inplements process 
controls for improved 
governance and drives clearer 
expectations with agency.

Year 1 Year 2 Year 3 Year 4

Retailer looks for experienced 
Magento agency to have more 
control over site delivery gain 
vertical industry best practices 

Once hired, the agency 
demonstrates task competency, 
but often lacks proactive UX, 
CRO & strategy.
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Top Magento / Adobe Commerce
Challenges

We asked the UK retail eCommerce leaders to share their top challenges optimizing and 
managing Magento / Adobe Commerce. 

Here’s what we found out:

Random site bugs and logic errors
Several eCommerce leaders shared their 
frustrations with random site logic or feature 
bugs as an annoyance that impacts revenue and 
brand perception amongst customers.

“We had quite a lot of customer feedback around the 
fact that as they work their way through the checkout 
process, sometimes they can get to the end, put the 
card details in, press pay, and they find themselves 
back in their basket with nothing purchased. And 
again, the tech team just says ‘well, but we can't 
replicate this issue, there's nothing we can do.” 

Head of Digital, Luxury Homegoods Store

“We finished our (promotional) sales the night before 
last and 3 of the last 5 hours of sale, all the sale pricing 
just vanished off the website and nobody in the Tech 
function seemed to know why. And then at half past 10 
at night, it just started working again. We still don’t 
understand why it happened. And I need somebody to 
tell me we can prevent that from happening next time.”

Head of Digital, Luxury Homegoods Store

“We had a lot of issues with uploading or changing 
products or information, whether that’d be price 
related across different markets, same thing. We had 
validity periods that work in one region and not the 
other, or one region is triggering all the regions and 
things like that – things you would expect would work. 
We have quite a large list of what I’d call significant 
broken functionality.”

Head of eCommerce, Luxury Apparel

Here is what a few eCommerce leaders 
had to say:

In cases where online retailers had previously 
created bespoke code to deliver added 
functionality, new Adobe code releases could 
create conflicts and some functionality breaks. 
In most cases, retailers realized that their prior 
bespoke code simply doesn’t perform as well as 
Adobe’s native code modules, so they replaced 
bespoke code with native code. 

Here is what several UK retail brands 
had to say: 

Adobe’s routine Magento / Adobe 
Commerce update releases break 
other site functionality 

“Because they (Adobe) have such an aggressive 
upgrade path, what it generally means is whenever we 
do, we tend to take three steps backwards and then 
that sort of causes a backlog in terms of development, 
because every release that Adobe do generally creates 
bugs where we have customization. So we’re spending 
a lot of time chasing our tails to then catch back up 
again, which slows down the flow of developing the 
stuff that we want to do.” 

eCommerce Manager, Food & Beverage

“Things that we fixed many times before just re-emerge 
because of an upgrade.”

eCommerce Manager, Food & Beverage

“If we do an upgrade every quarter, we don’t want to 
spend the next month resolving issues from the 
upgrade. From my perspective, as someone who 
reports into the Board level, we don’t want to be 
spending money on fixing bugs – we want to be 
moving forward.”

eCommerce Manager, Food & Beverage

1
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More than half of the UK retailers that we talked 
to shared that the costs of Magento / Adobe 
Commerce platforming and maintenance were 
higher than what they expected. In one case, a 
luxury brand retailer shared that their £500,000 
budget for platforming onto Magento / Adobe 
Commerce was not enough as some Magento / 
Adobe Commerce agencies were quoting them 
£1 million or more. One of the lessons learned by 
online retailers is that it is critical to carefully 
evaluate and select the right outsource Magento 
agency partner(s) to “do the job right the first 
time” to avoid cost overruns for routine updates 
and feature requests.

“The budget for the migration specifically was 
completely blown out of the water. And it, I mean, I've 
obviously spoken poorly of that agency, but I should 
say that we did, we briefed them to a budget. So we 
compiled a brief, showed them the brief, they came 
back and said, this is going to cost you upwards of a 
million pounds and we turned around and said you 
know, we've got half that. So, they delivered to, to a 
cost, or attempted to deliver to a cost. And then as we 
got through the process and realized what delivering to 
a cost actually meant in terms of the functionality we 
would be losing. We started putting in change requests, 
which became very expensive and we got not close to 
the original cost, but certainly substantially more than 
we had budgeted for.“

Head of Digital, Luxury Homegoods

“When it comes to Magento / Adobe Commerce and 
Adobe Commerce Cloud, you are at the hands of the 
technical team and you kind of have to run as quick as 
they can run. And they have a lot of competing 
priorities from the business. So it’s very frustrating.”

eCommerce Director, Jewelry & Luxury Goods

“Stuff probably takes two or three times as long as it 
needs to because you’re waiting for confirmation (from 
the developers) or something doesn’t work.”

Head of Digital, Education Products

Costs and lead time for completing 
development tasks

“The time that it takes to get stuff done (on Magento / 
Adobe Commerce). I'm sure you've heard this before, 
but Magento / Adobe Commerce is a very flexible 
platform. You can do whatever you want with it within 
reason. But the cost of that is just the time that it takes 
to write code, because you can do anything. It means 
that you can make the slightest error, because you 
have access to every component of the site.”

Technical Director, Sporting Goods

Here are some of the quotes that UK 
retailers shared:
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Here are some of the quotes that UK 
retailers shared:

Here are some of the quotes that UK 
retailers shared:

More than half of the UK retailers that we talked 
to shared their frustration with finding expert 
Magento / Adobe Commerce talent to support 
their development roadmap. 

Beyond being able to simply complete Magento / 
Adobe Commerce coding tasks, retailers wanted 
more value from their internal developers and 
outsource agency partners. UK retail brands said 
that they struggle to find developers that have 
experience with Magento / Adobe Commerce 
strategy, user experience (UX) design, and 
conversion rate optimization (CRO). This was 
particularly frustrating for luxury or premium 
brands that rely upon their eCommerce site as 
an extension of their brand experience to create 
a strong impression – rather than simply 
complete an online purchase transaction. 

It’s challenging to recruit expert 
Magento / Adobe Commerce 
developers As detailed in the opening sections of this report, 

the majority of the e-commerce leaders we spoke 
to shared an overall frustration with the lack of 
business agility due to not having the right 
Magento developer support and the impact it 
was having on their team: need for additional 
project management oversight, slower time to 
market, increased costs of feature delivery, and a 
loss of confidence in the stability of their bespoke 
storefront configurations and code.

Impact of Challenges on the Retailer 
and its eCommerce Team

“It makes things like project management tricky because 
of timescale and budgets. You’re never quite sure if 
something is going to be completed or not. You also 
can’t make assumptions about updates features and 
what you can do on the site and new functionality and 
you can’t make assumptions that it will work.”

Head of Digital, Education Products

“There’s always some investigation that needs to be 
done. Some analysis of the situation and can the 
existing code base be used? Does it need to be replaced? 
And would it be better long-term to replace it with a 
native module and how that’s configured? Nothing’s as 
simple as, yeah - we’ve got this new feature out. Adobe 
have launched something this week and let’s get it going 
and see how it works. We have to unpack six years of 
history to see how that will impact the customer.”

Head of Digital, Education Products

“There’s a lot of time having to be spent on the upgrade 
and security patch side. And it has a knock-on effect on 
actually what we can deliver from a project side as a 
business.”

Head of eCommerce & Digital, Sleep Furniture

“We aren’t actually moving forward because we’re, we’re 
playing catch up. We’re patching bugs, we’re doing work 
around to resolve, or to get what we need done with the 
functionality we have.  I feel like we aren’t delivering on 
a roadmap at the speed at which I would like.”

Head of eCommerce, Luxury Apparel

“Recruitment is a problem at the moment. We struggle 
to attract the right skills.”

Head of Trading, Fashion Apparel

“Challenges? Bums on seats in the office and ability 
to recruit well in the current market.”

Head of Digital, Luxury Homegoods

“So for us, it's incredibly hard to find developers who 
want to work full time in the merchant’s business who 
are of that (high) caliber.”

Technical Director, Sporting Goods

“Finding people who have Magento / Adobe Commerce 
experience is an interesting challenge, cause I’ve just 
waded through 130 CVs and the vast majority who had 
Magento / Adobe Commerce written on those CVs, who I 
spoke to, their experience was moving (sites) from 
Magento / Adobe Commerce to Shopify.”

Head of Digital, Luxury Homegoods
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Speed of Developer
Delivery

We asked the UK retail eCommerce leaders to share how satisfied they were with the speed of 
delivery for configuring or developing new features – whether using in-house developers or an 
agency partner. 

Here’s what we found out:

Delivery Speed Varies, Based on 
Process Oversight and Project 
Management

UK eCommerce leaders told us that their ability to 
improve feature delivery was directly correlated to 
how much process oversight they have 
implemented to ensure timelines are met. Some 
retailers shared that their internal development 
teams generally deliver on-time and that they 
were satisfied whilst acknowledging that delivery 
can always improve. 

For those retailers that have internal 
development teams (typically a shared service 
group also supporting IT priorities) they are 
generally satisfied with the delivery. Retailers cited 
that this was partially because the retail 
commerce team had direct interaction with the 
development team and the prioritization of 
projects on the development schedule. For those 
retailers that outsource to a Magento / Adobe 
Commerce agency, the feelings were mixed.

Some were satisfied with their agency delivery 
whilst others tell a different story as they lack 
trust in delivery timelines quoted by their agency 
partners. 

“That very much depends on the project. We have a two 
week sprint plan. So for example, we could have a small 
project that takes two weeks to build and release, and 
we might have other projects. For example, we're 
currently looking at the payment methods and their 
site. We're looking at the checkout funnel. 

Here is what eCommerce leaders had to say:

That project build will start in September and that will 
be released in January. So again, it's, it depends very 
much on the projects.”

Head of eCommerce & Digital, Sleep Furniture

“Like now I add on, in my head, I add on like a good 
month from two things to try and have a realistic 
output. The kind of challenge we have is only to have a 
meeting with like the CEO, for example, and then they 
present timelines that I know aren't realistic.”

Head of Digital & eCommerce, Sustainable Fashion

“It's a funny one because I will put like the kind of 
ideas or strategies together, but ultimately I always ask 
them on that timelines for them because it doesn't, it 
feels, it doesn't feel right for me to give timelines to dev 
when I can't do the dev work, you know, it's not good 
for that. It's not realistic. Probably also it doesn't really 
help the relationship side of things, because I want 
them to own their own timelines. So they're 
accountable to their own kind of KPIs.”

Head of Digital & eCommerce, Sustainable Fashion

“Well, from a personal perspective, it's not great. We 
and they use Trello, a project management system, 
you know, we can see things on there. It’s very vague 
as to, you know, how things are progressing, why 
things have not progressed and what's going to be the 
ultimate delivery. You know, it just seems to me that it 
could be a lot better.”

Head of Trading, Fashion Apparel

2
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“So generally to a large extent, it is up to us. So we use 
JIRA, which is a sort of project management program. 
So every couple of weeks or so I will have a discussion 
with the project manager and we will put our work 
into sprints. So we do have the ability to be able to 
prioritize that that's sort of that one. And then in 
terms of delivering, actually it is, it is pretty quick, 
provided we get our work booked and the agency are 
able to put quite a lot of hours in, because we have 
such a big pool of hours.”

eCommerce Manager, Food and Beverage

“Current agencies and people we work with at the 
moment is very good. They're very reactive. We've got 
a really good relationship. They are a big biggish 
company, but small enough that we've got a personal 
relationship. So we have an account manager and 
there's a very efficient and streamlined ticketing and 
functionality requests process. We have weekly stand 
up calls with them, so they understand what our 
situation is at all times. So at the moment I'd say each 
is very good and I've experienced it different in
the past. So with other agencies we've worked with, it 
has been consistently poor and it's taken a long time 
to get sort of even small tweaks done. I don't know 
whether that was down to them themselves and how 
the team was set up or the software itself, but certainly 
seen a difference there.”

Head of Digital, Education Products

Magento / Adobe Commerce 
Complexity Hampers Speed of 
Execution

As mentioned previously in the Top Challenges 
section, UK retailers expressed frustration with 
how long it takes to complete tasks and how it 
was negatively impacting their business and their 
eCommerce team. Because of the power of 
Magento / Adobe Commerce, it requires more 
attention to detail in terms of configuration and 
coding – thus, the quality of developers matters 
to quickly execute task requests. 

Here is what eCommerce leaders had to say:

“Scale of 1 to 10, I’d say three or dissatisfied. We have 
quite a stringent process in place where the developer 
writes the code and then myself or one of the other 
developers will review it. That's a back and forth there 
for any changes.”

Technical Director, Sporting Goods

“It's to the point, honestly, where it can be 
embarrassing when it's like, oh, can we have a button 
audit here? And you quite literally have to spend days 
sometimes doing it. Yeah. It depends on, I'm talking 
very high level here, but yeah, some of the times it's 
time frames to work in question, can be embarrassing, 
to be honest, it is a resourcing issue for sure. If that 
can be fixed by hiring more people and not having 
people have to work multiple things at once.”

Technical Director, Sporting Goods
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Quality and Stability of 
Developer Delivery

We asked the UK retail eCommerce leaders to share how satisfied they were with the quality 
and delivery of features, optimization and related support tasks – whether using in-house 
developers or an agency partner. 

Here’s what we found out:

Online retailers are generally 
satisfied with development delivery
UK eCommerce leaders told us that their internal 
development teams and/or agencies generally 
deliver quality code or configuration changes to 
their online storefront. As previously shared, 
whilst retail leaders wished they could get their 
developers to think like commercial business 
people (UX, CRO, strategy) – retailers were 
generally satisfied with delivery. 

So we're experiencing far better performance and 
stability now, as we're sort of swapping these bits out 
and upgrading than we did previously.”

Head of Digital, Education Products

“It's okay. I would say, and I wouldn't pin when there 
are issues, I wouldn't pin it exclusively on them 
(developers) because I know there's a lot of legacy 
challenges in that platform. So I guess my answer is 
mostly that they do their best and, and, and as 
generally, okay. But of course there are instances 
where that doesn't work out, but it really depends. You 
know, we've got integrations with our infrastructure, 
which they don't have perfect visibility on, you know, 
so those kinds of changes differ from sort of just 
straight running team changes.”

Head of eCommerce, Luxury Apparel

Here is what eCommerce leaders had to say:

“The stability of the work that they (developers) do? 
What they do is fine.” 

Director of eCommerce, Online Gardening

“Yeah, from a quality perspective. I think what they 
(developers) do is, but it's pretty good and, you know, 
our site now, it's as good as it's ever been and it works 
really well. It's quick, you know, it looks, it looks really 
fantastic.”

Head of Trading, Fashion Apparel

“What we're seeing is that the stability, certainly all of 
the newest updates and the native functionality and 
the native sort of experienced stuff far outweighs the 
stability of the original bespoke code. We had insight 
that that makes sense again, a bit of an odd way of 
putting it, but essentially the native Adobe code is far 
more stable and worked better for us as a business 
despite work that we'd done previously to strip it out 
and sort of build around it.

3
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“I mean, it's (delivery quality) usually pretty good 
because we have a fairly rigorous development cycle 
where we  get developers to do the development. Then 
we put it through for testing with, by the QA, do a lot of 
code reviews myself to make sure that the code is 
quality. And then we also quite often get the business 
involved with testing themselves to make sure they are 
happy with it because they are the ones that are going 
to be using it. So for the most part, yeah, it's pretty 
good.”

Head of Engineering, Designer Clothing

“There's often a case that we will learn. Now, they try 
and sort of do the sort of minimal viable product kind 
of approach. And then we add to it. So we tend to 
develop things in parts now and that's proved the 
more successful way of doing it for us.”

eCommerce Manager, Food & Beverage

Well-defined development 
processes help to ensure quality 
delivery
UK eCommerce leaders told us that as they 
became more experienced managing Magento / 
Adobe Commerce, they began to implement 
more formalized development processes to 
ensure their agencies were delivering to 
expectations. For eCommerce leaders that also 
directed development teams, they had already 
established rigorous processes that included 
well-defined steps, multiple review milestones, 
QA testing, and final approvals from multiple 
stakeholders. Respondents who enacted more 
process and tighter managed project 
management reported having more consistent 
quality of task deliverables.

Here is what eCommerce leaders had to say:

Delivery quality improves as 
retailers gain more Magento / 
Adobe Commerce experience

UK eCommerce leaders told us that as they 
became more experienced knowing what to look 
for in a Magento / Adobe Commerce agency and 
understanding what is required to manage the 
Magento / Adobe Commerce platform, they are 
more able to select agency partners (or hire 
developers) that can support their business 
needs. For retailers migrating from more simple 
platforms like Shopify, Magento / Adobe 
Commerce presents a learning curve. As retailers 
gain more experience (thus, confidence) they are 
able to implement people, process, and 
technology to ensure better delivery outcomes – 
as detailed in prior sections. 

Here is what eCommerce leaders had to say:

“Yes, I think so. Yeah. To be fair. The agency who we 
work with now are much, much better than we've 
ever had before. So they are much more technically 
strong than we've worked with previously.”

eCommerce Manager, Food & Beverage

Yeah, I'd say reasonably. So yeah, like having worked 
through a couple of Magent0 agents with three 
different Magento / Adobe Commerce setups now. I 
have seen delivery go a lot worse than this. So on that 
basis, you know, I'm quite happy. Well, the thing is 
the happy in like relative terms, but if I'm comparing 
it with what I want things to look like or what the 
websites be like, it doesn't meet that standard. 

Head of Digital & eCommerce, Sustainable Fashion

2022 Ecommerce Report: UK Retailer Experience with Magento / Adobe Commerce 12



Developer Roadmap 
Visibility

We asked the UK retail eCommerce leaders to share how satisfied they were with their visibility into 
the Magento development schedule – whether using in-house developers or an agency partner. 

Here’s what we found out:

When asked about their visibility into the 
development queue inside their own company 
(or within their agency), they also tend to think 
that they receive fair or good visibility into 
project backlog and the scheduled delivery 
dates. As noted in the prior section, not all 
eCommerce leaders have 100% confidence in 
the committed delivery dates, but for the most 
part they are satisfied.

Visibility into delivery requests 
depends on process and 
collaboration

“Pretty good. We work quite closely with them or I 
work quite closely with them on a day-to-day basis, 
discussing features that needs, you know, what 
priorities we have and when they come in, when they 
need to be done. So yeah, the roadmap is usually 
pretty good.”

Head of Engineering, Designer Clothing

“We’ve got very, very good visibility from both sides. So 
it is co-operative. We sat down and we've had 
workshop meetings to build those roadmaps out. It's a 
shared vision that we're working very closely. We trust 
our agency to be our experts. So obviously we were in 
house sort of, we've all got experience working with 
Adobe and Magento, so we understand it, but 
ultimately they're the people we're paying to, to know 
what's coming down the track and actually how we 
could best use it. “

Head of Digital, Education Products

UK eCommerce leaders told us that they tend 
to maintain good relationships with Adobe and 
are provided with sufficient roadmap insights 
as to plan for release updates. Whilst the 
degree of satisfaction ranges based on the 
competency and communication of their 
Adobe rep, most retailers agreed that this was 
meeting their needs. 

Here is what eCommerce leaders had to say:

Visibility into Magento / Adobe 
Commerce and developer roadmaps 
is generally good

“We've got good processes in place. We've got a clear 
sprint plan of birth, a steady state business as usual 
change. And then we go up a project stream that sits 
on top of it. We know what our top three rolling 
projects - so that's fine. But again, back to the point 
there's the capacity to project manage is less than 
where we would like it to be.“

Director of eCommerce, Online Gardening

“I would say it's good, but that's because it's largely 
driven by us. We have quite a direct relationship with 
Adobe and Magento. So we get more updates from 
Adobe and Magento saying, Hey, this is coming down 
the line, like, have you got it factored in? And then we 
kind of put it on the roadmap rather than it coming 
from our agency.”

eCommerce Director, Luxury Goods

4
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“Well, I am lucky enough that I am part of the 
prioritization process. So it, it goes into a queue and 
obviously everything is prioritized against the value of 
the other things that are in the queue. They're not all 
web-related tasks. So I get to order those things, but in 
terms of they will be sized and someone will come 
back and tell me how long that thing is going to take. 
And there is no back and forth around is there any 
chance it can be done in less time, it just gets assigned 
a time recently. Something that I thought was quite 
simple and has come back and that's going to take 
five and a half weeks, which was big because at the 
moment we are completely redesigning the checkout 
process of the website.”

Head of Digital, Luxury Homegoods

As has been the theme in this report, a leading 
indicator of success managing Magento / Adobe 
Commerce has been the degree to which the UK 
retailer has committed people, process, and 
technology (e.g. project management software) to 
ensure accurate and timely delivery. In other 
words, they didn’t sit back and defer everything to 
their agency or development freelancers and 
expect things to go smoothly.

Here is what eCommerce leaders had to say:

“So we do have a weekly meeting, the, the 
prioritization meeting during which we prioritize 
everything that touches the Magento / Adobe 
Commerce developers or the Salesforce developers. 
And we have a PM for each of those two sets of 
developers. And in that meeting, it pretty much 
involves going through the top five things that are 
coming up.”

Head of Digital, Luxury Homegoods 

“Yeah, it works fairly well. So our development team 
works in bi-weekly sprints, agile sprints, I suppose. So 
we have a meeting at the beginning of every sprint 
where we involve every department who would have 
something to request for that sprint. So that goes from 
trading to marketing, but also always sort of to 
finance anything that might touch the website 
basically. So they have visibility there to kind of pitch 
what they want in. And we'll often have the CEO there 
as well to kind of help prioritize and decide on what 
should be a priority depending on the business's 
needs. So everyone's quite aligned, there's often 
disagreement around what should be prioritized, but 
yeah, everyone's quite aware of it.”

Technical Director, Sporting Goods
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our development team
works in bi-weekly 
sprints, agile sprints.”
Technical Director, Sporting Goods



Meeting Budget Goals for
Development Requests

We asked the UK retail eCommerce leaders to share how satisfied they were with the quality and 
delivery of features, optimization and related support tasks – whether using in-house developers or 
an agency partner. 

Here’s what we found out:

Obviously certain projects were separate from the 
main monthly budget, but usually we're able to always 
hire.”

Head of eCommerce, Food & Beverage

“I think this is probably my biggest bugbear with 
agencies in general. One of the challenges is that I 
think in order to work efficiently and quickly, you 
generally want to get the agency carte blanche to go 
and do what they need to do within the hours you get, 
which generally is, is the most efficient way of working. 
But it's a risk because it's very difficult from our side to 
be able to understand the complexity of the project 
sometimes. So we can find that we've asked for 
something and all of a sudden there's been a hundred 
hours of development burnt into something that we 
thought was 10. But then if you flip it round and you 
work on quoting hours, I generally find that it slows 
down the development path. Everything just takes 
longer because they want to go away and quote work 
and bits and pieces. So it's a real difficult balance to 
strike I think.”

eCommerce Manager, Food & Beverage

“I think that it’s been mostly, okay. There's been a few 
incidents, but it's been fairly fair. You know, I, I would 
say that I've, I've seen worse and I've been around long 
enough to know what things cost as well. And what's 
fair and being realistic about testing. You know, it 
always eats up a lot of time. It's never what you think. 
So you have to be a bit fair on that too.”

Head of eCommerce, Luxury Apparel

As mentioned in previous sections, UK retailers 
have shared that Magento / Adobe Commerce 
is a powerful and complex platform, so not 
having the right developers or agency can 
result in taking more time to complete tasks – 
which leads to budget overruns. Further, lesser 
experienced developers may under-estimate 
the time required to complete certain tasks, 
which contributes to both cost overruns and 
a loss of confidence in the promised delivery 
schedule. 

Here is what eCommerce leaders had to say:

Mixed results as Magento / Adobe 
Commerce complexity can lead to 
cost overruns

“Pretty good. I would say it's hard because we always 
have so much more that we want to do. And again, for 
us with the nature of it being a legacy site that 
someone else has worked on, there's an element of 
unpicking someone else’s work which greatly adds to 
the time, the expense, the QA etc. I think if as a 
business you're choosing to go for the Adobe solution, 
you have to know that development is going to be 
more costly and potentially have more hiccups 
because of the custom elements of it.”

eCommerce Director, Luxury Goods

“Not great. That, to be honest, they (developers) could 
have been nice to just stick to the budget and stay to it 
but not, that was the case.
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Developer Focus: 
Proactive vs. Reactive

We asked the UK retail eCommerce leaders to share whether they viewed their development 
approach as proactive or reactive. In particular, we wanted to understand whether their developers 
were simply completing development task requests, or taking a more holistic and strategic 
approach to adding value in areas such as user experience (UX), conversion rate optimization (CRO), 
brand consistency, and eCommerce strategy. 

Here’s what we found out:

had previously say where something might not work 
where we're, where we've been versioning, et cetera, it 
by its nature throws up more bugs than it can. And 
again, just for budgetary reasons and sort of our own 
financial planning, the focus is on sort of not keeping 
the lights on, but keeping the site running and kind of 
making sure it's smooth as part of this 12 month plan 
we're running. And then we'll say we're under no 
illusions. And we were very sort of, we were happy to 
get it working if you like. And like, yeah, probably 70% 
of what they do for us is bug fixing and reactive 
support.”

Head of Digital, Education Products

“It’s probably a mixture of both. It's probably 50/50. 
I've seen Magento / Adobe Commerce has an upgrade 
path where it is sort of once a quarter or so there's a 
sizeable release. So they (agency) manage that process 
really, which is probably the biggest piece of 
development work.”

eCommerce Manager, Food & Beverage

“We are still in the stage of bug fixes. I think we can 
definitely get to a point where we're being proactive, 
but we definitely feel like we're in that reactive space 
right now.”

eCommerce Director, Luxury Goods

“It’s very much reactive, I would also say from the 
limited calls I’ve had (with the agency), Not super 
strategic and maybe not so in tune with the needs of 
the business of our size.”

Head of eCommerce, Luxury Apparel

UK eCommerce leaders told us that 
unfortunately, the majority of their 
conversations with internal developers or 
Magento / Adobe Commerce agency partners is 
focused on simply trying to stay caught up with 
the growing development backlog. e-commerce 
leaders shared that they wished they could 
devote more time to strategic planning and 
customer experience, and whilst a few 
indicated that they split their time 50%/50% on 
proactive strategy versus reactive tactics – most 
indicated they are clearly spending more time 
on reactive tactics. 

Here is what eCommerce leaders had to say:

Retailers are largely in reactive mode 
due to platform updates and backlog

“Yeah. It is an interesting question. I think that's, again, 
I’m challenged with the fact that there's so much 
admin to Magento / Adobe Commerce in terms of 
security patches and so on in that we probably spend 
maybe 70% of time doing reactive stuff. I mean, you're 
always gonna have an element of it because, you 
know, I don't know Facebook changes its pixel or 
something and you have to, I don't know. There's 
always going to be elements, like bugs that seem to 
happen. I don't know where they come from, but just, 
yeah – things to keep you on your toes.”

Head of Digital & eCommerce, Sustainable Fashion

“Well, I think probably 70% / 30% at the moment, but I 
think a lot of that is because of the code issues we've 
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“It would be great to have a development team that 
took some responsibility for certain elements of it a bit 
more. So I would very much like to have set standards 
and again, kind of touching back on the SEO stuff 
around page speed and standards around how they 
do things that they should frankly want to own, as 
opposed to I'm going to deliver you something that 
looks like what you've asked for and does the stuff 
that you wanted to do. Just take a bit more pride in, in 
how it's done and potentially I think a bit more respect 
for design elements. So as, as a luxury brand, I think 
that the bar, for a minimum viable product is a bit 
higher than it might be if we were, you know, the 
pound shop or, someone else. People don't come to 
the website expecting to see something in 
development and understand that some of it might 
not work and it will get better over time that they're 
spending £4,000 on a table. They expect everything on 
the website to function exactly as it should.”

Head of eCommerce, Luxury Apparel brand

Retailers want developers with 
more UX, CRO and business skills
eCommerce leaders told us that they would value 
developers that could help share insights on how 
to improve their online storefronts from a 
commercial standpoint – meaning, generating 
more conversions and sales. This includes 
designing for conversion, delivering a consistent 
digital experience to align with corporate brand 
standards (especially critical for luxury brands 
that we spoke with), and being able to think 
beyond the transactional task request that is in 
the development queue. 

In essence, more than half of the e-commerce 
leaders said they would welcome more strategic 
collaboration and idea sharing from their 
development team or Magento / Adobe 
Commerce agency to improve the overall site 
performance and online storefront experience. 
eCommerce leaders were particularly frustrated 
with developers that didn’t feel that they had “skin 
in the game” to ensure the online storefront 
worked properly.

Here is what eCommerce leaders had to say:

“My take is that I think there's specialists in Magento / 
Adobe Commerce and that's all they know. And as a 
result, they don't see how other products work, both in 
the commerce space, but also in other technology 
verticals like CRM, like customer service, like order 
management. So there's a lot of verticals where sort of 
a broader, more experienced system integrator will be 
able to give you more holistic feedback on how 
different companies of equivalent size will structure 
things. And I think they are just simply competent in 
Magento / Adobe Commerce and they don't 
necessarily have that creativity to say, okay, well we 
see this over here and I've seen this work like that. 
What about something like this? They only have one 
mode. That's my take of it right or wrong. That's kind 
of how my experience has been.”

Head of Digital, Luxury Homegoods Store

2022 Ecommerce Report: UK Retailer Experience with Magento / Adobe Commerce 17



We asked the UK retail eCommerce leaders if they could change one thing about their Magento / 
Adobe Commerce development situation, what would it be? 

Here’s what they said:

“A need for more strategy that there's an opportunity 
for them (development team), which I think they kind 
of maybe unaware off as know that if they were to say, 
how can we sort these macro issues out? What are 
your pain points?”

Head of eCommerce, Luxury Apparel

I think it would probably be having that PM (project 
manager) aligned to commercial outputs. She is 
currently rewarded based on technical outputs: Did 
stuff get done? Did a release happen on time? Were 
the things in those releases working? There isn't 
something in there around how much additional cash 
did we drive for the business based on the changes 
you made, or the changes that you were part of 
prioritizing? How quickly did you get those things 
done?” 

Head of Digital, Luxury Homegoods

“The bottleneck of our output is currently how fast we 
can get code released. And the bottleneck to that is 
how fast can it get written? So yeah, for me, it really 
would just be around having more developers 
available, who, as I said at the beginning are capable 
of writing code of a (quality) standard that we 
require.”

Technical Director, Sporting Goods

“It's the time to go to market with features and stuff. 
That is the hardest part.”

eCommerce Director, Luxury Goods

“I think it would be for me the pace, the pace at which 
we could do things because yeah, that's, that's the 
most frustrating thing.

eCommerce Director,Luxury Goods

“Probably our biggest one, I've found this with every 
agency I have worked, you struggle to have more than 
one development stream. So they're only ever able to 
focus on one thing at once. So trying to do, trying to 
deliver a big project whilst doing sort of smaller bug 
fixes is almost always impossible.

eCommerce Manager, Food and Beverage

“I suppose maybe one thing would be a more 
proactive approach. You know, you’re sort of paying 
the experts (agency), I suppose at times you're sort of 
setting the agenda.”

eCommerce Manager, Food and Beverage

“I think I would just want them to be more proactive, 
you know, giving us more information about what's 
going wrong. What's going right. Just being a bit more 
of a guiding light, really. Because as I say, we are a 
small team.”

Head of Trading, Fashion Apparel

7 What retail e-commerce leaders would 
change about their Magento / Adobe 
Commerce development efforts
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Additional Insights
Beyond core discovery areas relating to their current Magento / Adobe Commerce development 
situation, eCommerce leaders shared additional insights that we thought we’d pass along. 

“If you're an agency and you've got multiple clients, 
that set up has to be really smooth, right? Otherwise 
you can't meet all your client needs and also you learn 
and you have  good practice on how to do things and 
sprint techniques.”

Head of Digital & eCommerce, Sustainable Fashion

“Equally the other way, as well as to come up with 
ideas, particularly stuff that is sort of shared 
knowledge across their clients and things like that. You 
know, if they manage websites for a hundred 
eCommerce businesses, then surely there's 
commonalities like best practices.”

eCommerce Manager, Food and Beverage

Offshore staff augmentation is being 
used to fill Magento / Adobe 
Commerce skills gaps

Retailers want their agency partners 
to share more best practices from 
their other client engagements

“And then we've got a relationship with a company 
based out in Bangladesh, and they're not an agency 
as such, but what you do is you essentially buy 
employees from them. So I've got 3 full-time 
employees based in Bangladesh that I'm essentially 
buying off, or fundamentally sort of part of the team 
that takes my UK Magento / Adobe Commerce agency 
specialist for our rate of £100 per hour or £120 – 
depends on who you're talking to. That's a blended 
rate as well, and in all fairness, they've been as good 
as gold.”

Director of eCommerce, Online Gardening

“So we have on here in the UK, we have one DevOps 
guy, two, three developers, and then some business 
analysts and project managers, that sort of thing. So 
let's say about 10 onshore and offshore. We have a 
team of developers in India, which is also around 10 
plus minus, but that's just sort of developers - one tech 
lead and some QA guys.”

Head of Engineering, Designer Clothing
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