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Strategic Digital Agency: Engineering partnership that
preserved growth momentum through a post-COVID
market slowdown.

CLIENT CONTEXT

The client is a Germany-based digital agency specializing in e-commerce. With a 50-person team of strategists, developers, and
designers, the company builds online storefronts where performance and aesthetics converge.

The agency's core strength is the Shopware ecosystem, providing end-to-end platform design, development, and optimization for
merchants who need both conversion-grade UX and long-term technical scalability. In business for over a decade, the enterprise has
built its reputation on the principle that every storefront is simultaneously a user journey and a growth engine.

THE CHALLENGE

The e-commerce boom of the early 2020s did not last. As post-COVID market conditions normalized, digital spending slowed and
merchant budgets tightened. For the agency, this meant a harder environment for securing new clients and maintaining steady
project flow, which was precisely when the company needed operational stability to protect its team and its market position.

Several operational pressures emerged at once. Reduced inbound volume made it harder to guarantee consistent, meaningful work
for external development partners. Time zone misalignment between the client and the team of Gradion created communication
gaps, as several hours of offset meant feedback loops lagged, and decisions that should have taken hours took days.

Beyond scheduling, there were scope-definition problems. Unclear project briefs led to rework. Gradion developers were technically
capable but needed clearer integration into the agency's workflows to deliver at full effectiveness. The challenge was not capability,
it was operational alignment in an environment that was already under pressure from external market forces.

The client needed the partnership to work harder, not just to deliver code, but to function as a coordinated extension of the internal
team, even as volumes fluctuated and margins tightened.

THE APPROACH

Rather than restructuring the entire engagement, Gradion and the agency focused on targeted operational adjustments that
compounded over time. The guiding logic was to create better flow, reduce friction, and let the quality of the collaboration speak
for itself in the market.

The first lever was project management support. Gradion deployed a dedicated PM to sharpen communication, tighten scope
definition before work began, and guide sprints through tight timelines and constrained budgets. This single change reduced rework
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materially, as cleaner briefs meant developers spent less time course-correcting and more time shipping.

The second lever was scheduling. Meetings were shifted to early afternoons (European time) to create a meaningful overlap window
with the Gradion team. The “silent hours” that had previously stalled asynchronous feedback loops shrank, and feedback arrived in
time to be acted on within the same working day.

The third lever was workload planning. Regular cross-team alignment sessions ensured that Gradion developers remained engaged
and fully utilized even as the client's project pipeline fluctuated. Rather than leaving capacity gaps between projects, both teams
planned ahead to sequence work deliberately.

Critically, Gradion deployed developers who were Shopware specialists, not generalists repointed at the stack. This technical fit
reduced the usual ramp-up overhead in an agency context and reinforced the agency's sharper market positioning around the
Shopware ecosystem. In a budget-conscious market, specialization is a competitive signal, and having a credible, Shopware-fluent

delivery partner made that signal stronger.

RESULTS

70%+

billable hours maintained

The adjustments delivered measurable operational improvements and strategic positioning benefits:
70%+ billable hours maintained: High utilization across sprints, reflecting solid workload planning and meaningful output.

Smoother cross-time-zone collaboration: Recalibrated working hours tightened feedback loops, and both teams began operating
with a near-shared cadence.

Reduced rework: Clearer scoping and PM support eliminated the project lags that had previously eroded delivery efficiency.

Sharper market positioning: The agency's focus on Shopware, backed by a specialist delivery team, gave the company a differentiated
edge in a cautious market.

Developer retention through engagement: A steady stream of impactful, well-scoped work kept the Gradion team invested and
effective, avoiding the attrition that commonly undermines long-term outsourcing partnerships.

The agency's story from this period is not one of explosive growth, it is one of resilience through operational discipline. The post-COVID
slowdown was converted into an opportunity to build a more efficient, better-aligned cross-border partnership.

SERVICES DELIVERED TECHNOLOGY STACK

® Shopware development (specialist) Shopware (core platform)

® Project management support E-commerce frontend development
® Cross-border team integration Agile / sprint-based delivery

® Workload planning and sprint coordination

® Time zone-aligned collaboration design
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Ready to discuss a similar challenge?

Gradion works with software companies, fintechs, and industrial operators across DACH, Southeast Asia, and Africa. ISO
27001 certified. 23 years of delivery in regulated and high-growth environments.
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