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Executive
Summary

How Fortune 500 Executives Navigate Digital Resistance—and What You Can Learn

Digital transformation isn't optional anymore, it's essential to staying competitive. But as
businesses invest in new platforms and technologies, they often overlook the one thing
that makes change stick: empowering their people.

According to a study by McKinsey, 70% of digital transformation initiatives fail, and the
most common cause isn't flawed strategy or bad technology. It's resistance to change
among employees, managers, or leadership teams.

BCG echoes this, noting that culture often becomes the greatest point of resistance in
transformation efforts, with only 30% of digital transformations achieving full success.

In many cases, organizations approach digital transformation as a technology rollout,
assuming that a new platform will automatically lead to better results. But the reality is
more complex. A successful transformation requires internal alignment, cultural
adaptation, and a deliberate effort to bring people along for the journey. Without this, even
the best software will stall in the face of confusion, fear, and fatigue.

Think of this whitepaper as your guide to moving from intention to adoption by putting
people at the centre.

() ) R

70% of digital Only 30% achieve full Culture = biggest
transformations fail success (BCG) barrier
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What You 9| I This whitepaper is inspired by a live executive webinar, "Flexible eCommerce Platforms:
The Future of B2B Distribution," hosted by DSG in partnership with Virto Commerce and
Fi n d I n side Reveation Labs. In the paper, we feature firsthand lessons from leaders with Fortune 500

experience, including former executives from Amazon, The Home Depot, HP, and
HEINEKEN, as well as digital transformation specialists from Virto Commerce, Parts Town,
Perficient, and Reveation Labs.

To go even deeper, we conducted follow-up interviews with two key speakers—Miron
Washington (Chief Digital Officer, Parts Town) and Denis Clifford (Chief Customer Officer,
Virto Commerce; former HEINEKEN executive)—to explore their transformation journeys
and practical lessons in more detail.

We’ve also woven in real-world ecommerce transformation stories from organizations like
Bosch, HEINEKEN, OMNIA Partners, etc., where success depended as much on aligning
people and processes as it did on deploying new platforms.
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Denis Clifford, Miron Washington, Rupa Amin, Rahul Maheshwari,
Chief Customer Officer, Chief Digital Officer, Director of Commerce Platforms CEO, Reveation Labs

Virto Commerce Parts Town & Strategy, Perficient

Wh at Yo u ’I I How to recognize and reduce internal resistance before it sabotages your rollout.
Lea n Where to focus first when modernizing legacy systems to maximize early wins and

minimize disruption.

How modular, flexible technology and smart internal governance can support change
at a sustainable pace, especially in distributed and multi-market organizations.

Case-based insights from real B2B transformation projects, including practical strategies
for managing ERP complexity, overcoming organizational silos, and enabling adoption
across roles.

From first-time rollouts to full-scale replatforming, this guide is designed to give you the
tools to move fast without losing your team along the way.

. Virto Commerce virtocommerce.com
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2. The Resistance
Dilemma in
Enterprise Digital
Transformation

How Fortune 500 Executives Navigate Digital Resistance—and What You Can Learn

Digital tools can open the door to change, but it’s people who walk through it, lead it, or
sometimes hold back. Investing in technology is easy. Aligning teams and culture around it?
That’s the real transformation challenge.

Research confirms what many leaders learn the hard way:
e As mentioned before, McKinsey research consistently shows that around 70 percent of

large-scale transformations fall short of their goals. Leaders report that paused initiatives,
stalled execution, and underwhelming results are rarely due to missing technical

capabilities, but rather due to underestimating the human and organizational effort
required.

e A BCG analysis of approximately 40 digital transformation initiatives revealed a staggering
difference: organizations that prioritized culture and change enablement were about five
times more likely to achieve breakthrough performance (90 % vs. 17 %) than those focusing
only on technology. Moreover, 80 % of companies that invested in digital culture
maintained strong performance beyond the initial transformation phase.

2.1 Great Technology Fails
Without People

Transformation success is about getting people to adopt and adapt the new platform/
technical solution.

It’s not just the technology. It’s about the people, the process, and the mindset that comes with it.

— Rupa Amin, Director of Commerce Platforms & Strategy, Perficient

Even Fortune 500 companies, with deep pockets and modern stacks, frequently hit internal
roadblocks. With large, distributed teams, legacy systems, and entrenched processes,
change is often met with friction.

In many cases, size makes transformation harder, not easier.

The biggest challenge isn’t getting new tech in the door. It’s changing the way people
behave with it. If they keep doing business the old way, you won’t get new results.

— Denis Clifford, Chief Customer Officer, Virto Commerce (former HEINEKEN executive)

Virto Commerce virtocommerce.com
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2.2 What Drives Resistance?
Two Core Dimensions

Understanding resistance means looking at both human psychology and systemic constraints.
A. Psychological Resistance

This type of resistance is emotional and individual, and often invisible until it's too late. It
includes:

Fear of irrelevance: “Will Al or automation make my job obsolete?”

Low digital confidence: “What if | can’t learn this new platform?”

Burnout or change fatigue: “We’ve been through 4 system changes in 5 years.”

Skepticism: “The last transformation didn’t work. Why should | believe in this one?”

These sentiments are rarely voiced out loud, but they show up in disengagement, passive
resistance, and low platform adoption.

B. Structural / Systemic Blockers

Even the most enthusiastic teams can’t succeed if the system works against them:

Rigid legacy platforms that force workarounds instead of enabling better workflows

Fragmented org structures, where departments use different tools and speak different
“data languages”

Lack of ownership or clear governance over digital priorities

Misaligned leadership pulling in different directions, sending mixed signals to the
organization

There’s often no process for things offline, so they get rushed online without structure. That’s
a setup for failure.

— Denis Clifford, Chief Customer Officer, Virto Commerce

Virto Commerce virtocommerce.com
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2.3 What Do Successful
Companies Actually Do
Differently?

Exhibit 9 — Examples of How Companies Configure for Success

Identify a portfolio of benefits, including year-one impact, to build confidence and assist with funding and longer-term
transformational investments. Create a multiyear funding plan with commitment to stay the course. Resources will
come under pressure, so it is important to reprioritize but remain committed.

1. An integrated strategy with clear
transformation goals

2. Leadership commitment from CEO through Go public with targets and commit to regular progress reports to investors. This raises the pressure on the
middle management organization and drives executive alignment.

Involve partners. Technology companies, platform providers, application developers, and experts all have roles
3. Deploying high-caliber talent to play. Explore ecosystems, involve partners early, share the vision, align incentives, and benefit from others’
expertise and experience in decision making.

Be pragmatic and flexible. The customer segment and brand needs, and the regional and country contexts, differ
widely. The solutions in Beijing, Berlin, and Boston will not be the same, but they will need consistent approaches to
governance, technology, and data resources. Enable the organization for continuous delivery. Work iteratively
toward long-term goals. Get the organization comfortable with frequent small deliverables, as opposed to one big
bang, with MVPs from which to learn and improve. This also improves morale, with many “got the T-shirt” moments.

4. An agile governance mindset that drives
broader adoption

5. Effective monitoring of progress toward Ensure that your key metrics are connected from top-level aspirations down the organization to the lowest level
defined outcomes of financial and operational accountability. We call this “plumbing the plan.”

Test the detail of the linkages between required functionality and platform and build costs. Often, insufficient
detailed analysis is done on what is really required, leading to conservative assumptions on capital expenditures
and lower returns on investment.

6. Business-led modular technology and data
platform

Source: https:/www.bcg.com/publications/2020/increasing-odds-of-success-in-digital-transformation

The exhibit above, from BCG’s digital transformation research, outlines 6 patterns that set
high-performing transformations apart, offering a useful reference for teams looking to avoid
common pitfalls:

e It starts at the top: with strategy, leadership, and governance.
Successful companies align their transformation efforts with clear goals, multiyear funding,
and visible leadership commitment. They “go public” internally with targets and timelines,
and they empower teams to deliver in sprints rather than all-or-nothing launches.

e They balance flexibility with accountability.
An agile governance mindset doesn’t mean chaos. It means enabling fast iteration while
keeping teams connected to broader outcomes. And critically, they invest in business-led
modular platforms not just because it’s trendy, but because it lets them scale value faster
without rebuilding everything at once.

. Virto Commerce virtocommerce.com
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2.4 Observations from Fortune
500 Leaders

Executives who have led transformation at the Fortune 500 level confirm this: the technical
lift is easier than the human one.

Denis Clifford — Chief Customer Officer,
Virto Commerce

Denis Clifford, former Global E-Business
Manager at HEINEKEN International BV,
now serves as Chief Customer Officer at
Virto Commerce, guiding enterprise
clients through complex digital
transformations with a focus on
governance, strategy, and adoption.

(] ]

More than 50% of the effort in that project is on non-technical topics... There’s a huge
business change management component.

— Denis Clifford, Chief Customer Officer, Virto Commerce
Denis also points out a critical insight:

1

Most companies have made the ERP the boss. You end up designing your business around
the system instead of letting the business dictate what the system should do.

1

When | joined HEINEKEN, | didn’t just inherit a stack. | inherited a set of unspoken rules
embedded in how people used that stack, and that’s much harder to change.

In other words, teams can spend years working around outdated systems and internalizing
their constraints. Changing tools is not enough, you must also unlearn the habits shaped by
legacy systems.

11

You can buy all the tools in the world, but if people don’t believe in it, it doesn’t matter.
You’ve got to explain why it matters to them.

— Miron Washington, CDO, Parts Town

Virto Commerce virtocommerce.com
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These firsthand insights are echoed
across some of the most high-profile
transformations in the Fortune 500:

e When Satya Nadella took over Microsoft in 2014, he didn’t just change the product
strategy, he rebuilt the company’s DNA. He championed a "growth mindset" to break
through silos, shifted from a Windows-first to a cloud-first model, and emphasized
empathy and collaboration over hierarchy. Today, Microsoft’s transformation is widely
cited as one of the most successful cultural pivots in tech history.

BB Microsoft

e At IBM, Lou Gerstner’s legendary turnaround wasn’t built on tech modernization alone.
He famously said, “Culture isn’t just one aspect of the game, it is the game.” To unify a
fractured, siloed organization, Gerstner broke lifetime-employment norms, reorganized
teams, and instilled customer-centric thinking. The result: IBM’s market cap jumped from
$29 billion to $168 billion during his tenure.

o Phil Gilbert’s design-led transformation at IBM is another example. Starting in 2012,
IBM embedded over 5,000 designers across teams and trained thousands of employees
in design thinking. This cultural shift toward user-centricity drove a 20-point jump in their
Net Promoter Score, an outcome no amount of technical retooling alone could have
achieved.

o And while Google is often admired for its technology, it’s their cultural infrastructure —
flat orgs, autonomy, transparency, and continuous learning — that has sustained
innovation at scale. Maintaining that culture as they grew was a deliberate strategy to
avoid stagnation.

Google

It’s not easy... but if you’re not willing, and you don’t commit to make the change, you will
essentially find yourself further and further behind the competition.

— Miron Washington, CDO, Parts Town

The Takeaway

These examples reinforce a critical point: transformation isn’t just a tech project. It’s a
people project. From Microsoft to IBM to Google, the companies that succeeded didn’t just
replatform. They reimagined how their people work, learn, and lead. And that’s what makes
the difference between incremental improvement and true breakthrough.

Virto Commerce virtocommerce.com
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3. But Why

Do Fortune 500
Companies Still
Struggle?

Digital transformation is often framed as a challenge for smaller or mid-market
organizations, those with constrained budgets or outdated tools. But the truth is, even the
most advanced, well-funded enterprises struggle with it.

In fact, the very factors that define Fortune 500 companies — scale, history, complexity —
are also what make digital change harder.

3.1 The lllusion of Size and Budget

Fortune 500 companies have the advantage of global resources,
in-house talent, and access to best-in-class technology vendors.
But those same companies also carry decades of architectural
baggage, internal politics, and legacy assumptions.

e | ong histories mean deeply embedded legacy systems, often
customized to the point of inflexibility.

e More teams mean more handoffs, silos, and misaligned KPIs.

e Larger scale results in slower execution and increased risk-
aversion, especially when transformation touches multiple
regions or business units.

In many cases, size makes transformation harder, not easier.

3.2 Common Issues at the Enterprise Level

Let’s break down the most persistent barriers companies face
internally:

Years of customizing core systems for “just one more use case”
eventually leads to brittle, bloated infrastructure.

These platforms were never built for real-time customer
expectations, flexible integration, or composable commerce.
They become roadblocks, not enablers, of innovation.

Enterprise transformation is about alignment across departments,
functions, and regions.

e Sales, marketing, and customer service may all run on separate
stacks.

e Each team may define success differently or operate with
conflicting incentives.

e When data is fragmented, so are experiences.

What emerges isn’t resistance from individuals, but resistance from
infrastructure and process logic.

Your end customer is not just one individual. But they still
experience the inconsistency when the left hand of your
organization doesn’t know what the right is doing.

— Rupa Amin, Director of Commerce Platforms & Strategy,
Perficient

We can'’t stress this enough: many firms still treat transformation

as just a software rollout. They pour millions into platform licensing,
cloud environments, and vendor contracts, but neglect the people
side of change.

Training is minimal or postponed.

Change management is reactive, not embedded.

Communication breaks down, and users revert to old habits.

. Virto Commerce
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4. Inside the
Playbook: Miron
Washington’s
Blueprint for
Sustainable Enterprise
Transformation

How Fortune 500 Executives Navigate Digital Resistance—and What You Can Learn

As Chief Digital Officer at Parts Town and a former executive at Amazon, HP, and The Home
Depot, Miron Washington has led transformation initiatives at the front lines of enterprise
change. In a follow-up interview, he shared deeper reflections on what drives success and
failure when modernizing complex digital ecosystems.

It’s Not About the Platform. It’s About the Strategy.

1

We didn’t go out and say, ‘Hey, what’s the best platform?’ We focused on
what we needed to solve, what we needed to enable, and worked
backwards from there.

This approach may seem obvious, but it’s often missing in enterprise transformations.
Instead of starting with tools, Miron emphasized crystallizing the “why” and aligning all
stakeholders around shared outcomes.

11

Crystallize your strategy. Then think about the tech. Then think about the
rollout. If you skip a step, you’re going to stumble.

Change Doesn’t Have to Be Big Bang.
It Just Has to Be Directional.

11

We started with data because we couldn’t do anything else without
that. PIM was foundational. Then we looked at frontend experience:
how to make transactions easier, ordering easier. We took one piece
at a time.

This phased approach gave teams time to adapt and enabled early wins that built
internal confidence.

Virto Commerce virtocommerce.com
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People Are the Multipliers of Change

11

You can buy all the tools in the world, but if people
don’t believe in it, it doesn’t matter. You’ve got to
explain why it matters to them.

Miron underscored that resistance isn’t just fear. It’s often the result
of poor communication and rushed execution.

11

If your people are burned out from failed launches,
you’ve got to rebuild credibility first. And that starts
with listening.

Al Without Use Case = Anxiety

When asked about Al adoption, Miron was pragmatic:

11

There’s anxiety around Al when you treat it like magic.
You’ve got to ground it. We found success when we
started with high-friction areas like complex part
ordering, and used Al to make that easier.

By deploying Al in targeted, value-driving ways, his team avoided

hype paralysis and got measurable results.

\"/

q Virto Commerce
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c Digital is a managed journey, and like any journey, it’s safer with a map, a plan, and the right
5.How to De-Risk

checkpoints along the way.
L] L]
Digital o | | o
While the risks are real (stalled adoption, blown budgets, internal confusion), they’re not
Tra N Sfo rm atio N inevitable. Across both big and mid-sized organizations, a growing set of best practices
have emerged to de-risk transformation while still accelerating value.

Below we collected 5 proven pillars that reduce uncertainty and increase success, drawn
from the experience of enterprise leaders and Virto Commerce clients.

1. Start with Data Quality

Digital transformation without clean, structured data is like building a skyscraper on sand.

As we saw in the Parts Town example, the transformation journey didn’t begin with flashy UX
upgrades or a platform migration. It started with something far less glamorous, but far more
critical: centralizing product data. By implementing a robust PIM system, the team
established a single source of truth for product content. This clean foundation made
everything else, from frontend personalization to quoting tools, faster, safer, and more
scalable.

De-risking tip:
Before you build features, fix your foundation. Structured data doesn’t just power
better experiences, it protects your business from chaos, rework, and rollout failure.

2. Tackle High-Friction Processes First

One of the biggest mistakes companies make is trying to “go digital” all at once. A more
effective approach is to target the workflows that are visibly broken, where friction is
already frustrating customers or internal teams.

Start with things like search, quoting, and account self-service. Those are the processes
where digital can deliver value fast, and where legacy platforms tend to struggle.

— Rupa Amin, Director of Commerce Platforms & Strategy, Perficient
These aren’t just technical wins. They’re cultural ones. When teams see customers
benefiting early, it builds trust in the broader vision.
Focus areas:
e Product discovery (intelligent search)

e Real-time quoting

e Account dashboards, order history, and self-service reordering

. Virto Commerce virtocommerce.com
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3. Don’t Overhaul Everything at Once

Enterprise IT has a long history of “big bang” replatforming, and an
equally long history of regretting it.

It is not a swallow-the-elephant-in-one-bite approach. It’s a
pragmatic evolution.

— Miron Washington, CDO, Parts Town

Take a phased approach. Build APIs around legacy systems. Start
small, prove ROI, then scale.

— Rahul Maheshwari, CEO, Reveation Labs

De-risking tip:

Decompose your transformation into projects with
measurable outcomes and avoid introducing more change
than your teams can realistically absorb.

4. Focus on Governance, Not Just Flexibility

Composable platforms like Virto enable unprecedented flexibility.
But flexibility without structure leads to fragmentation and
confusion.

Governance doesn’t mean locking everything down. It means
giving teams clear boundaries so they can innovate safely.
Otherwise, flexible platforms turn into fragmented chaos.

— Denis Clifford, Chief Customer Officer, Virto Commerce

Without clear ownership and governance, teams may start building
overlapping functionality, duplicating integrations, or launching
siloed experiments.

Best practice:

e Appoint a digital product owner who bridges business and IT

e Establish guidelines for feature rollout, documentation, and
version control

e Align every modular change to a broader architectural roadmap

5. Communicate a Strategic “Why” — Early
and Often

Even the best platform will fail if users don’t believe in the purpose
behind it. That’s why strategy must precede tools, and why digital
leaders must consistently articulate the business value behind
every change.

Crystallize your strategy. Then think about the tech. Then think
about the rollout. If you skip a step, you’re going to stumble.

— Miron Washington, CDO, Parts Town

Internal communication isn’t just about launch emails. It’s about:

e Aligning business goals with user workflows

e Training employees on how digital change helps them, not just
the company

e Empowering advocates within teams to build bottom-up
momentum

De-risking tip:
Run workshops or listening sessions before launch and turn
early adopters into internal ambassadors.

. Virto Commerce
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6 AI a nd ,the Al is everywhere, from boardroom strategies to Slack chats to customer-facing workflows.
° But for many enterprise teams, the rise of Al feels less like a revolution and more like an

AnXiety Gap overload.

Leaders are told to "move fast" with Al. Employees are unsure where they fit in.
Transformation teams are caught in the middle, trying to balance innovation with stability,
and speed with clarity.

In this environment, Al can be both a catalyst and a cause of resistance.

The Buzzword Problem

Al has quickly become the most overused and least understood concept in modern
enterprise transformation.

According to the 2024 Gartner Hype Cycle for Al, Generative Al is positioned at the “Peak
of Inflated Expectations,” reflecting the intense hype surrounding the technology. The report
highlights that while interest in GenAl is soaring, many business leaders still struggle to

identify meaningful, high-impact use cases.

Meanwhile, the 2025 Gartner Hype Cycle for Digital Commerce echoes a similar pattern:
enterprises face mounting pressure to adopt Al-powered tools, often before establishing the

foundational data, systems, and skills needed to generate real value. This is an issue that
often leads to increased complexity, unmet expectations, and a higher risk of failure.

For many enterprise users, Al is just another acronym added to an already complex digital
landscape. It can feel like:

e A buzzword with no business case
e A new layer of pressure without clear value

e A future that’s arriving too fast to keep up with

There’s a rush to adopt Al without a clear plan. But if your data’s messy, Al will just amplify
the mess.

— Denis Clifford, Chief Customer Officer, Virto Commerce

. Virto Commerce virtocommerce.com
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What Causes Al Anxiety in the Enterprise?

The resistance to Al isn’t just technical. It’s emotional and cultural.
It stems from:

Fear of replacement
A “Will this tool automate my job?”

Lack of clarity
@ “How does this actually apply to what | do every day?”

Added complexity
“If Pm already overwhelmed by the new system, how will
| handle Al on top of it?”

n

Strategic disconnect

M .

2 “Our CEO talks about Al strategy, but we still use Excel
to manage pricing.”

These concerns are valid, and if unaddressed, they can quietly
derail otherwise promising Al initiatives.

Grounding Al in Practicality

The key to success is not to sell Al as the future, but to implement it
as a tangible enabler of present-day value.

Al is not going to replace you... but it will replace someone not
using Al.

— Miron Washington, Chief Digital Officer, Parts Town

There’s anxiety around Al when you treat it like magic. You’ve got
to ground it.

Instead of sweeping promises, start with narrow, measurable
improvements. Here are some examples:

e Parts Town’s “Part Predictor” Al system maps millions of service
records to specific SKUs, allowing customers to find the right
replacement part based on a symptom and model, reducing
friction, improving conversion, and building confidence.

o Al-powered search optimization and auto-recommendations on
B2B ecommerce platforms reduce cart abandonment and help
teams move from reactive service to proactive selling.

e Al-driven quote customization simplifies complex pricing logic,
giving sales teams more time to focus on relationships instead
of spreadsheets.

Make Al a Team Asset, Not a Threat
To reduce resistance and increase adoption, leaders should:

. Clarify the use case
1% Tie Al initiatives to a real business goal, not just an industry
trend.

o Define who benefits and how
= Explain how Al will support teams by reducing manual work

or surfacing better insights.

Start small, scale smart
Run pilots in a single workflow (e.g. part search, quoting)

%

before expanding.

. Include employees in the loop
& Let internal teams test, give feedback, and improve
models. They become champions, not critics.

Checklist: Is Your Al Strategy Creating Value — or Fear?

e Have we defined a business outcome tied to this Al initiative?
e Can our users explain what the Al does in plain language?

e Have we involved teams in testing or feedback?

Is the Al helping people do their work better — or just adding
new complexity?

e Are we communicating progress and learning openly?

Final Thought

Al can be transformative. But in complex enterprise
environments, transformation must start with trust.

By grounding Al in real use cases, communicating clearly,
and building buy-in step by step, leaders can turn anxiety
into advocacy and potential into performance.

. Virto Commerce
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7. Technology
That Enables

Change (Without
Causing Chaos)

Modern transformation is about building flexible digital systems that evolve with your
business and reduce risk through controlled, incremental change.

This is where API-first, modular platforms like Virto Commerce shine. Rather than locking
you into rigid, monolithic upgrades, they give you the ability to adapt, pilot, and scale at your
own pace, without overwhelming teams or compromising business continuity.

7.1 The lllusion of Size and Budget

Legacy platforms typically force change as a single, high-stakes
event, often with wide-ranging consequences if things go wrong. In
contrast, composable platforms let you implement change
gradually and strategically.

You can:

e Start with search and navigation, then add account self-
service

e Introduce a new storefront without rewriting backend logic

e Roll out new features to select markets or customer
segments first

Big bang replatforming rarely works in B2B. The risk is too high.
What works is incremental transformation with business buy-in.
That’s how we do it at Virto: give the client tools to move at their
own pace without being locked into a monolith.

— Denis Clifford, Chief Customer Officer, Virto Commerce

7.2 Technology That Adapts to You — Not the Other
Way Around

With modular services and customizable business logic, platforms
like Virto Commerce enable your architecture to adapt to your
workflows, products, channels, and goals — not vice versa.

One of the things | like about Virto is that it doesn’t force you to rip
and replace. You can build around legacy systems while
modernizing parts of the experience. That’s what real flexibility
means.

— Denis Clifford, Chief Customer Officer, Virto Commerce

Example:

BOSCH

Bosch Home Comfort Group needed to unify fragmented loyalty
programs across Europe and deliver a seamless experience for
installers across multiple regions. With Virto Commerce, they
launched a modular, composable loyalty portal that now supports
150,000+ registered users, 210,000+ orders, and 50+ localized
storefronts, all built on a flexible architecture capable of managing
22,000+ SKUs and integrating with 115+ fulfillment providers.

Instead of a rigid rollout, Bosch used Virto’s API-first platform to
prototype quickly, validate technical fit in just 2.5 days, and scale at
their own pace. The result is a powerful, multilingual digital
workbench that allows users to register products, redeem rewards,
and access support materials in real time, while giving Bosch the
agility to adapt to local requirements without losing global
consistency.

. Virto Commerce
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7.3 Iterate Safely. Pilot Fast. Fail Small. This allowed them to test features like intelligent search, account
self-service, and contract-specific pricing in stages, gather feedback

The fear of failure can paralyze innovation. That’s why platforms from end users, and scale adoption gradually across agencies,

should let you test and iterate without betting the whole business. ensuring continuity, stability, and real impact from day one.

API-first platforms make it easy to: 7.4 Built for Collaboration, Not Control

e A/B test frontend components with real users

e | aunch proof-of-concept portals alongside legacy systems Modern platforms like Virto are designed for collaborative, cross-
o Roll back or revise features without re-architecting everything Humeieralizenms, el g proc.iuct owners, designers, and
developers a shared foundation to work from.

Example:

11
@ %NE)TT? When you give teams tools that flex with them, instead of
constraining them, adoption skyrockets. People stop seeing
As one of the largest cooperative purchasing organizations in the transformation as a threat, and start seeing it as a toolkit.

U.S., OMNIA Partners needed to modernize how thousands of
public agencies source products and services—without disrupting
critical procurement operations. With Virto Commerce, they
launched the OPUS Portal using a phased rollout approach, running
legacy and new systems in parallel.

— Denis Clifford, Chief Customer Officer, Virto Commerce

7.5 Virto in Action

Let’s recap how modular technology has enabled transformation without chaos across diverse industries:

Company Challenge Outcome

e .. . Replatformed ecommerce in multiple regions; business-first
HEINEKEN Global digital alignment sl akal
BOSCH Loyalty portal across borders Unified platform with localized experience flexibility
@ OMNIA Partners” Digitize public sector - S .
OPUS e Phased rollout of OPUS Portal; preserved continuity while innovating
Eobo ‘ilZ\ _ Migrate from legacy without 7+ years of modular improvements; developer loyalty
—morotdery =edtgnd.com disrupting internal teams and platform scalability

. Virto Commerce virtocommerce.com
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9. Checklist: Is Your
Organization Ready for
Change?

Before launching any digital transformation initiative, whether it's
a new ecommerce platform, an Al-powered feature, or a modular
redesign, it’s critical to pause and assess your organization’s true
readiness.

Technology alone can’t guarantee success. But aligned teams, clear
ownership, and adaptable infrastructure can make it repeatable.

Use the checklist below as a gut check for where you stand and
where to focus next.

S People & Culture

Enterprise IT has a long history of “big bang” replatforming, and an
equally long history of regretting it.
D Have we identified where resistance is most likely

to come from?

(e.g., teams burned by previous failed rollouts,

departments fearing redundancy)

Do we have internal champions across business and IT?
(Product owners, domain leads, or local influencers who can
build bottom-up support)

Are frontline teams part of the transformation process or
just recipients of it?
(Have they been involved in discovery, testing, or feedback?)

Do we have a clear change management plan, not just
a rollout plan?

Process & Prioritization

Have we mapped the digital friction points in our customer
journey?

O O O O

e.g., quoting delays, order status confusion, poor search
relevance)

Do we know which high-friction workflows to tackle first
and why?

Are we phasing transformation around real business
milestones, not artificial deadlines?

1 [

()  Technology & Governance

Is our current platform capable of modular, low-risk
iteration? (Can we test, launch, and revise features
independently of one another?)

Have we decoupled our architecture enough to allow API-
based innovation?

Do we have governance structures in place? (Ownership
models, decision rights, change approval processes)

Do we track platform impact with clear KPIs (e.g. adoption,
satisfaction, ROI)?

Al & Innovation Readiness

Have we clearly defined where and how Al will create
business value?

Do teams understand how Al will support (not replace)
their work?

Are we starting with narrow, validated Al use cases rather
than boiling the ocean?

Scoring Your Readiness

18-20 checks: You're in great shape! Refine your roadmap
and go.
13-17 checks: Solid foundation, but anticipate some

resistance. Prioritize communication and governance.

8-12 checks: Your platform may be ready, but your people
or processes need more support.

<8 checks: Hit pause. Start with discovery, cultural
alignment, and process design.

eve o g ODO00@ OO0 O

Transformation doesn’t start with a platform.
It starts with asking the right questions and having honest
answers.

This checklist is a starting point. If you’re unsure how to

interpret the signals from your organization, let’s talk.

5 Virto Commerce

virtocommerce.com
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10. Conclusion:
The Real Work of
Transformation
Starts Within

Bosch Home Comfort Group and Virto Commerce Built a Loyalty Portal for 150K+ Users and 210K+ Orders

Digital transformation isn’t just a software upgrade. It’s a mindset shift.

It’s easy to buy new technology. It’s much harder to get people to adopt it, align around it,
and evolve with it. And yet, that’s where the real success lies. The best platforms in the
world can’t drive change alone. People do.

What we’ve seen, from Fortune 500 leaders to fast-scaling distributors, is that the most
successful transformations share one thing in common: they’re designed around how people
work, not just how platforms work.

That means:

e Creating space for internal resistance, not ignoring it
e Starting small and building trust through measurable wins
e Aligning governance, not just engineering

e Choosing technology that adapts to the business, not the other way around

At Virto Commerce, we’ve helped global brands like HEINEKEN, Bosch, OMNIA Partners,
and Embroidery Designs navigate this journey. Not with cookie-cutter solutions, but with
flexible, modular platforms and deep partnership models built for B2B complexity.

Because real transformation isn’t a one-time implementation. It’s a long-term evolution, and
we’re here to support every step.

Ready to Take
the Next Step?

Whether you're assessing digital friction, modernizing your ecommerce stack, or building a
phased Al strategy, we’re here to help.

Book a Demo

See how our modular platform can fit your business, not force you to fit ours.

Explore Case Studies

Learn how other organizations overcame resistance, modernized gradually, and drove long-
term growth.

Let’s turn resistance into readiness — together.

Virto Commerce virtocommerce.com
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