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An audit indicating 
the actual needs of 
the enterprise



what is

pre-implementation

analysis?

Pre-implementation analysis is a comprehensive process that provides a full 

understanding of an enterprise's speciqcs and helps identify its actual 

business and technological needs. It is also a fundamental stage in the 

o[ering process and the qrst step towards implementing any eCommerce 

project. A key aspect is assessing the true scale of the business and 

establishing business priorities, which in turn inVuence the choice of 

technological solutions.

          In online commerce, aspects 

cannot be viewed as independent, 
separate entities. All areas, information, 

and integrations have numerous points of 
connection. It is crucial to understand 
individual processes and the relationships 

between them. Through detailed business 
analysis, it becomes possible to gain�
a deep understanding of the business, 
recommend the most e�ective strategies, 

and deliver a successful eCommerce 
implementation.

Grażyna Twardowsk*

Business Analyst Team Leader



what does the 

analysis provide?

A thorough evaluation of business priorities and 
technological solutions that support them.


The analysis de"nes the actual business and technological needs. It allows for a precise 

determination of the business objective, ensuring that the problem is solved or value is 

delivered through the implementation of a requirement, especially a customised one tailored to 

speci"c sales needs.

A wider perspective on the platform in terms of 
development plans.

The process of creating a sales solution is organised into a logical sequence of stages. As a 

result, the business gains a clear development outlook, while also considering "nancial 

capabilities.

A complete overview of the project. 

The outcome of the business analysis is the creation of a requirements sheet, which lists the 

tasks and their associated eyort necessary to achieve the de"ned goals. This document 

enables the systematisation of collaboration and de"nes which actions need to be taken, and 

within what timeframe, to ensure the project is completed within the planned budget and 

deadline.

The planned project budget

The analysis shows the estimated costs of the entire project as well as its individual stages. 

First, the priorities for each stage are planned, and as development progresses, additional 

priorities are added.

Available knowledge from various industries and 
projects

The Merce.com team of analysts has extensive experience in managing projects related to 

sales transformation. This enables them to clarify and identify ideas and potential challenges, 

even in the most unusual industries and implementations.



what does the 

analysis provide?

Improved time estimation

In the workshop, we can estimate the time needed to complete a task based on the knowledge 

we currently have. The analysis can be further re�ned during implementation as more 

information becomes available regarding speci�c requirements or limitations that emerge 

throughout the project. 

Full /exibility

Creating a requirements sheet does not limit further discussions about priorities. At this stage, 

priorities can still be adjusted, or processes rescheduled. The merchant determines which tasks 

will be included in the initial phase of the project.

Minimising project risks

We conduct the analysis until we acquire all the knowledge necessary to launch the �rst 

phase. We recommend that elements likely to change or those about which the merchant’s 

team is uncertain be considered in the subsequent phases, which provide the opportunity to 

gather additional information as the project progresses.

        Improper requirements gathering is the third 

most common cause of IT project failures. 

Statistics con�rm that mistakes stemming from 

inadequate or super�cial business analyses have 

a negative impact on projects. That’s why it’s 

crucial to focus on this stage to minimise the risk 

of wasted resources and time.

Grażyna Twardowsk«

Business Analyst Team Leader



what does the 

analysis provide?

Reducing the Costs of Sales Transformation

The Merce.com team provides a selection of proven solutions that have been developed and 

integrated into the platform over the years as it has evolved. By understanding the merchant's 

needs, we can recommend functionalities that are essential for achieving speci/c objectives. 

Leveraging ready-made resources or making minor adaptations can help save on budget and 

potentially reduce the time required for software implementation.

Tangible Business BeneEts in the Early Stages of 
Implementation

The analysis helps de/ne the minimum viable product (MVP), which is implemented as swiftly 

as possible. Subsequently, we address the additional requirements identi/ed during the 

workshops. This approach provides real business advantages right from the outset of the 

platform's operation.

Cost-BeneEt Analysis of Additional Features

The most cost-e�ective solutions, both functionally and /nancially, are always recommended. 

The analysis provides insights into potential solutions to business problems, highlighting those 

that increase costs. It identi/es which proposed requirements are essential or bene/cial, and 

which are cost-e�ective. By understanding the goals and needs, we can often suggest 

alternative solutions that are less demanding on the budget.

Clear and Accessible Document

The business analysis is a document that outlines priorities using the MoSCoW method, widely 

applied in the IT industry. It also includes comments, additional information, and examples, 

making it easy to understand and accessible to those who may not be familiar with such 

documents.

Identifying Potential Challenges

Sometimes the complexity of requirements can lead to tasks that may cause complications 

during execution. In such cases, the analyst provides a detailed description of the issue that 

could impact the successful implementation of changes and the overall project. Understanding 

these challenges helps avoid potential risks at various stages of the process.



how does the analysis

process work?
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Holding a series of 

workshop 

meetings


Providing the 

estimate and o\er

7
Signing the order for 

the analysis


1
3

Assigning a business 

analyst

5
Documenting the 

%ndings and 

prioritising them

2 6

De%ning the project 

assumptions

Developing the 

requirements

1. Signing the order for the 

analysis

This marks the o�cial start of the 

process for us.

2. Project assumptions

Our tool is used to manage 

communication throughout the 

entire collaboration cycle. It allows 

for real-time project tracking and 

provides constant access to all 

decisions and history. This is 

particularly useful when a person 

responsible for a speci%c area of 

the process is unavailable.»

3. Assigning a business 

analyst

A member of the analytical team is 

assigned to the project, taking 

responsibility for the entire process. 

This person remains the same 

throughout the project's duration. 

Before the %rst meeting, 

information regarding the areas to 

be discussed—backend, frontend, 

and integrations—is shared.

4. Workshop meeting cycle

Depending on expectations, 

workshops can be held in person or 

online. We do not limit the number 

or duration of the meetings. 

Typically, three workshops are held.

5. Documenting the Indings 

and prioritising them

We use the MoSCoW method to 

establish priorities. They are 

described according to the 

following key:»

M – MUST (must be)»

S – SHOULD (should be)»

C – COULD (could be)»

W – WON’T (won't be).»

Based on the priorities, we suggest 

the implementation stages.

6. Developing the 

Requirements

After the workshops, the analyst 

documents the business scenarios 

in the analysis, de%nes business 

objects, and identi%es business 

actors. If there is a need for further 

clari%cation or con%rmation of the 

requirements, ongoing 

communication is maintained with 

the merchant’s team or third-party 

companies.

7. Estimation and O¹er

Platform architects, within their 

respective contexts, analyse the 

business requirements and 

estimate the time involved. Once all 

data is gathered, a member of the 

sales team presents the o\er.




what does a typical

plan look like?

analytical meeting

1

2

3

4

Kick o)

Discussion of the scope of the analysis

Discussion of communication methods within the analysis

Se\ing the objectives prior to the implementation of 
the new solution


Expectations for the implementation of the eCommerce platform

Currently diagnosed issues

Key solutions to be implemented


Description of the company's internal and external 
environment


Overview of current business processes related to eCommerce

Current sales markets

Characteristics of distributors and partners

Description of currently used software

eCommerce

ERP

PIM

Diagnosed problems, boßlenecks



what does a typical

analytical meeting plan look like?

5 Description and characteristics of the product


Product categories

Product list

Product sheet

6 Description of current processes related to order 
handling

Sources of order acquisition (eCommerce, phone, email, distributors)


Warehouse management


Delivery, payment, logistics

7 Description of current processes related to customer 
service

Target audience

Pricing policy, promotion management

Marketing and promotional actions

O¿ers

Complaints and returns

8 Processes related to customer service

Structure of contractors

Employees and locations, individual pricing lists

Trade credit

Commercial documents

Seïlements with contractors



what does a typical

analytical meeting plan look like?

9

10

Integration with external systems:

ERP: products, prices, stock levels, orders, contractors, se�lements with 

contractors

PIM

Integration with payment systems

Integration with couriers

Other integrations

Data migration

Defnition of data migration objectives

Identifcation of data types to be transferred

Assessment of current and future business needs

Creation of a migration plan, taking into account the schedule, resources, and 

risks



frequently asked

questions

Can the implementation o�er be reviewed without a 
business analysis?

In theory, yes, but the price range for the implementation could be so wide that it may 

not provide the merchant with enough clarity to make binding decisions. It is diJcult 

to accurately estimate a requirement like "ERP integration" — it can encompass many 

di,erent aspects, and not everything is clear at the start of the cooperation. Only 

after breaking down the requirements into detailed components can we present a 

reliable estimate, followed by the o,er.

        Analysis also helps determine which business 

requirements can be fulSlled using ready-made 

solutions available within the platform, which 

signiScantly impacts reducing the implementation 

cost. In my opinion, this is a key value for the 

merchant in the analysis.

Tomasz Siepiel�

Business Analyst w Merce.com



frequently asked

questions

Is it possible to start the cooperation without pre-
implementation analysis?

Yes, however, this is only recommended for projects that have clearly de4ned goals 

that will not be changed in the future, and for companies that can operate with task-

based estimation in a Time & Material model during implementations. In such cases, the 

analysis takes place during the implementation, is conducted in stages, and serves to 

re4ne changes in the core solutions of the platform. Nevertheless, the analysis de4nes 

which goals can be based on the platform's standard, which signi4cantly impacts the 

cost of the new solution, which is why we always recommend this process.


Can a business analysis carried out by another 
company serve as the basis for starting 
implementation with Merce.com?

All additional materials, such as technical analyses, briefs, or project maps, can be 

useful and serve as a foundation for preparing a worksheet, but they cannot form the 

basis for preparing an implementation oner. This is due to the standards of the Merce 

platform. During the analysis, it is de4ned which requirements are currently supported 

by the platform. Since many solutions are already available, it often turns out that the 

analysis shows how much of the budget can be saved by opting for existing solutions 

or adapting them to a limited extent.

How long does the business analysis process take, 
and how much time should be allocated for it?

The analytical work is speci4c to each case and dependent on many factors, so it is 

not possible to de4nitively specify the duration of the business analysis. For most 

projects, an average of three meetings is scheduled for the workshops. After the 

meetings, within a few business days, a worksheet is provided, where questions can be 

asked or any unclear points can be clari4ed. Subsequently, the preparation of the 

estimation and oner takes 2-3 weeks from the approval of the requirements 

worksheet.




frequently asked

questions

Does completing the analytical phase result in 
receiving a platform proposal?

No, the analytical phase aims to gather business requirements and determine which of 

them can be addressed within the platform's standard features and which will require 

additional development work. Missing elements that need modi/cation or creation are 

evaluated by platform architects and relevant teams, such as integration specialists. 

Once all the data is collected, a sales team member presents a comprehensive proposal 

containing all the necessary information.

How does the analysis verify the number of processes 
and, consequently, the workload involved in 
integrating with third-party companies?

        Analysing data from other systems and 

integrations is a standard part of our process. In 

such cases, it is crucial to establish contact with 

the ‘third-party companies’ responsible for these 

systems. Determining the scope and complexity 

of the integration is a key element. We frequently 

assist in this process by preparing speciPc 

questions for service providers or, with prior 

authorisation, contacting them directly.

Wojciech Kogutowics

Business Analyst w Merce.com












