PERFORMANCE PLAYBOOK

6 Weeks to
E-Commerce
Holiday Readiness

Your next 6 weeks maydefine your Q4 success. This playbook equips e-commerce
leaders with the insights, frameworks, and tools to prepare their infrastructure,
optimize experiences, and drive higher conversions at scale. Whether you're a
lean team or a global retailer, you'll leave with a clear, actionable plan to
compete—and win—during the most critical shopping weeks of the year.
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Introduction:
The High-Stakes Holiday Moment

The final quarter of the year holds disproportionate weight in the world of
e-commerce. In the United States, up to 30% of annual retail sales occur during
Q4—from back-to-school sales to last-minute gift shopping and post-holiday
returns. The pressure is high. The competition is fierce. And the performance
demands placed on digital infrastructure are higher than ever.

This guide is about preparedness. Not wishful thinking or high-level
hand-waving over holiday strategy. But tangible, testable, high-ROI work you
can do in just 6 weeks. If your team can act quickly and your infrastructure is
flexible enough, the next two months can yield significant improvements in
performance, conversion, and ultimately, revenue.

A key takeaway from our conversation with SEO expert Martin Spiek is this:
holiday commerce is driven by deeply patterned consumer intent. Consider
the primary buyer persona—mom. Whether it's school supplies, winter
jackets, Halloween candy, or holiday gifts, the buyer who drives 80% of retail
transactions during this season is shopping under pressure and with purpose.
As Spiek put it: "If mom’s web shopping experience is slow, she feels your
Brand doesn’t understand her, or worse yet, just doesn’t care."

In this playbook, we'll outline a roadmap that engineering, marketing, and
commerce leaders can use to go from analysis to acceleration. The planis
broken into two parallel tracks: System Optimization and Infrastructure
Acceleration. Whetheryou're a nimble startup or a $500M enterprise with
siloed teams, this playbook will help you prioritize, sequence, and execute
the right actions at the right time.
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6 weeks Holiday Action Plan

— Track 2: Infrastructure Acceleration

Week 6

Week 1 Week 2 Week 3 Week 4 Week 5

Select Performance Partners

Edge Caching & Pre-Rendering

Observability & Chaos Drills

How to Use This Playbook

This is a 6-week tactical roadmap designed to maximize what you can achieve
between now and the peak traffic window of Q4. The work is organized across
two concurrent workstreams: internal system optimization and external
infrastructure acceleration. Each section is mapped to the cadence of real-world

e-commerce operations and assumes a code freeze may happen as early as the
start of November.

You don’t need to do everything. But you do need to move quickly and
decisively. The chapters that follow will show you what to prioritize and when.
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TRACK 1

Optimize What You Have

Weeks 1-2: Baseline & Journey
Mapping

The First two weeks of your 6-week sprint
are not about doing more—they're about
doing what matters. The most effective
teams don't dive straight into optimizing
checkout flows or tweaking hero images.
Instead, they start with a clear-eyed
understanding of where their current
Friction lies and which customer journeys
are most valuable during the holiday surge.
Before you touch a line of code or file a Jira
ticket, you need to know what you're
optimizing for—and where.

Revisit the Past to Predict the Peak

Your analytics tools hold the blueprint to
your next round of success. Start by going
back to last year's Q4 performance. What
journeys converted best? What were your
top entry points—and were those sessions
converting at a higher rate than others?
Focus in particular on pages that are directly
tied to seasonal revenue, such as holiday
landing pages, bundled product templates,
curated gift guides, category filters, and
checkout paths associated with your top
sellers. Look not only at total traffic, but at
behavioral patterns. Did customers bounce
on mobile more often than on desktop? Did
organic traffic fall off due to slow load times
or lack of indexed variants? Use this data to
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build a working map of “high-value
pages’—these will become the primary
targets for your optimization efforts.

This isn't a generic performance sweep. It's
targeted reconnaissance. You're not treating
your site as a monolith; you're treating it as a
revenue-producing system, and your goal is
to uncover where the gears are slipping
under pressure.

Quantify What Customers Experience
Today

Once you've mapped where holiday revenue
flows, the next task is understanding how
those pages perform for real users. Core Web
Vitals—particularly Largest Contentful Paint
(LCP), Interaction to Next Paint (INP), and
Cumulative Layout Shift (CLS)—should be
your primary inputs. These are the metrics
Google cares about. More importantly,
they're the metrics your customers feel.

LCP tells you how quickly the most
meaningful part of a page renders. INP
reflects whether users experience input
delay—think tapping "Buy Now" and waiting
in limbo. CLS reveals if the page shifts visually
as it loads, frustrating users mid-scroll or
during checkout. If any of your
top-performing templates fall short here,
they're not just under-optimized—they're
leaking time and “time is money”.



TRACK 1

This is also a good time to cross-reference
your Core Web Vitals against real user
monitoring tools like Datadog, SpeedCurve,
or your platform’s native analytics. If your
synthetic metrics look fine but live users are
struggling on particular devices or locations,
that signals a deeper infrastructure gap that
must be addressed early in the 6 week plan.

Prioritize What's Fixable—and What's Not

After identifying high-value flows and
measuring their current performance, you're
faced with a prioritization question: what’s
realistically fixable within the next eight
weeks? Not every improvement can—or
should—be pursued. Focus your efforts
where there's both a measurable
performance opportunity and organizational
willpower.

Here's where strategic prioritization helps:

« Target pages that drive revenue, not just
traffic.

« Address high-impact issues with low
dependency risk.

» Defer platform constraints to the
infrastructure sprint, not the code sprint.

Think of your output from these Ffirst two
weeks as a triage list—not a backlog. The
goal is to stack rank optimization targets
based on value and feasibility, so when your
engineering, SEO, and product teams begin
execution in Week 3, they're pulling from a
focused, validated list.
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TRACK 1

Weeks 3-4: Code & Asset Hygiene

Now that you've mapped your most
valuable customer journeys and pinpointed
their current weaknesses, the natural next
step is cleanup. Not a redesign. Not a
migration. Just a purposeful, high -

impact sweep of the digital dust that's
accumulated in your codebase and asset
libraries.

If the first two weeks were about

diagnosis, this is about detox. Because
most e-commerce sites, even the well-
funded ones, accumulate technical debt
like cluttered closets—old scripts, oversized
images, leftover experiments, half -
deprecated plugins. And like clutter

in a3 home, none of it seems like a big

deal... until there's a crowd coming over
and you need everything to run smoothly.

This isn't glamorous work. It rarely makes
the roadmap. But it's the work that
transforms sub-second latency from

an aspiration into a deliverable.

Declutter the Frontend, Don’t Redesign It

It's tempting to associate better
performance with new designs or UX
improvements. But speed is often more a
matter of removal than reinvention. The first
step in this cleanup phase is to isolate the
performance debt buried in your
most-trafficked templates—think product
detail pages, category collections, and
seasonal campaigns, such as Last Minute
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Markdowns, Black Friday Deals, Holiday
Exclusives, and Winter Closeouts. These
pages drive the bulk of Q4 revenue and often
carry the highest conversion intent. They also
tend to be burdened with leftover scripts,
legacy components, and bloated assets that
quietly degrade performance. That's where
your optimization effort needs to begin.

Start by tracing dependencies: which
JavaScript libraries are loading on these
pages, and which are actually being used? It's
common to find a half-dozen marketing
scripts, tracking pixels, or outdated bundles
running silently in the background. Not only
do these drag down load times—they often
block the rest of the page from rendering
until they've finished.

What's needed here are surgical updates.
Remove what isn't necessary. Minify what
remains. Compress and delay what doesn’t
need to block the initial paint. These are the
under-the-hood optimizations that won't
show up in a mockup review—but your
customers will feel them instantly when
these changes are live.

Treat Every Byte Like It's Expensive

Images are often the biggest culprit of
avoidable bloat. Not because images
themselves are the problem—but because
how they're delivered is rarely optimized.

Many platforms default to safe, familiar
image settings. But in a holiday performance
sprint, “safe” is wasteful. Instead, lean into
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modern delivery formats like WebP and AVIF,
which deliver the same visual quality at
dramatically smaller File sizes. Use
compression settings tailored to the type of
image (lossy for product photos, lossless for
logos). And implement lazy loading for
anything that sits below the initial
viewport—there’s no reason your customer
should download what they can't yet see.

The same goes for stylesheets. Inline your
critical CSS to reduce render-blocking
behavior. Minify redundant rules. Remove
fallback styles for browsers you no longer
support. Every rule you cut makes your site
that much faster for the users who matter
most.

By Week 4, you should aim to have:

« Afully pruned and compressed set of
assets for your highest-revenue templates

« A measurable improvement in Core Web
Vitals, especially LCP

« Abuild process that no longer pushes
dead weight to production

This isn't a visual redesign. But it is a
performance redesign. One that treats
time—your customer’s time (mom'’s
time)—as the most important currency.

Build the Culture of Performance, Not
Just the Output

The last, and perhaps most important, piece
of this phase is organizational. Optimization
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cannot be a one-off sprint. It has to start
becoming cultural. Use these weeks not just
to fix files, but to establish standards. Codify
linting rules. Automate image compression in
your CI/CD pipeline. Create internal
documentation that explains why certain
legacy assets were removed—and how to
avoid adding similar bloat in the future.

This period can be your inflection point. The
two weeks when performance stopped being
a reactive bug fix and became a competitive
advantage.



TRACK 1

Weeks 5-6: Checkout & UX
Streamlining

If the homepage inspires and product pages
persuade, then the checkout is where your
customer decides whether you've earned
their trust. And during Q4—when shoppers
are buying under time pressure, across
devices, and often while multitasking—that
decision window shrinks to seconds.

This phase of the playbook is about reducing
friction where it matters most: in the cart and
at the point of purchase. It's not a time for
grand redesigns. It's a time for focused,
customer-first cleanup that drives real
revenue lift with minimal engineering strain.

Audit the Funnel Through a Human Lens

Forget, for a moment, what your checkout
fFlow looks like on a whiteboard. Step into the
shoes of your customer—someone juggling
15 tabs, trying to make a decision before
their lunch break ends. Ask yourself: is the
path to purchase clear, calm, and
confidence-inspiring? Or are there
micro-frictions that chip away at the buying
moment?

Look at each screen from cart to
confirmation. Are there redundant form
fields? Do you request information you
already have? Are CTAs consistent and visible
across all devices? When a user toggles
between shipping options, does the
experience feel responsive—or does the
page stutter and reload?
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Then dig into mobile. Over 60% of
e-commerce traffic now originates from
mobile devices, yet mobile conversion rates
still lag behind desktop. Every extra tap,
scroll, or delay can result in an abandoned
cart.

If your checkout feels like a maze, even in
small ways, customers will opt out. Especially
when they know your competitor’s site is one
click away.

How to Map & Prioritize
Holiday Flows

_ 1. Revisit the Past

Review last Q4 for journeys
and pages that drove revenue

- 2. Quantify Key Pages

Assess top templates with Core
Web Vitals

3. Stack Rank by Value

Focus efforts on flexible issues
tied to revenue

Layer in Confidence, Not Just
Functionality

While checkout design is often approached
as a flow problem, it's also a trust problem.
The customer has already chosen to buy.
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Now they're scanning the interface—often
subconsciously—for signals that you'll get it
right.

These signals aren’t always bold. Sometimes
they’re quiet assurances:

« Aclearly stated return policy visible
before the user clicks “Place Order.”

« Trust badges or SSL seals that validate site
security.

« Estimated shipping dates that adjust
dynamically based on ZIP code.

Layered correctly, these details tell your
customer: “We've done this before. You're in
good hands.” And that kind of trust turns
browsers into buyers.

Pro tip: Many brands spend millions
on ad placement and SEO but fail to
A/B test a single line of microcopy at
checkout. Even modest changes—like
changing “Submit” to “Place My Secure
Order”"—can impact conversion under
pressure.

Modernize Payments, Keep Them Simple

The golden rule here is simple: meet your
customer where they already are. If they
prefer Apple Pay or Google Pay, offer it. If
they’re a returning customer, don't force
them to re-enter their address. If they're
already logged in, auto-fill what you know.
Every second you save them is a second you
build goodwill.

But resist the temptation to overload your
checkout with every new wallet or crypto
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option unless your audience demands it.
Simplicity still wins. The goal isn’t to offer
every payment method on Earth—it’s to
remove every ounce of resistance between
your buyer and their intent to purchase.

By the end of Week 6, you should have a
checkout flow that feels invisible to the
customer—not because it lacks detail, but
because it lacks friction. A process that works
across devices, builds trust with clarity, and
respects your customer’s time.

This is the final mile of your optimization
track. The moment where hard-fought
performance improvements, edge-caching
upgrades, and marketing campaigns all
converge at the point of decision. You've
earned the click. Now it’s time to close with
confidence.



Track 1 Checklist: Optimize What You Have

Weeks 1-2: Baseline & Journey Mapping

L]

Reviewed previous year’'s Q4 analytics to identify top-performing landing pages and
holiday-specific campaigns (e.g. Black Friday, Holiday Gift Guides).

Mapped high-conversion customer journeys and segmented by device, channel, and region.
Audited Core Web Vitals (LCP, INP, CLS) for each top-performing template.
Cross-referenced Core Web Vitals with RUM tools for device/geographic insights.

(10

Created a triage list of fixable issues prioritized by impact and feasibility.

Weeks 3-4: Code & Asset Hygiene

[0 Audited product detail, category, and promotional templates for legacy scripts, unused
libraries, and render-blocking resources.

O

Removed or deferred non-critical JS and CSS, and minified remaining assets.

O

Converted all hero and PDP images to next-gen formats (WebP/AVIF) with appropriate
compression.

Implemented lazy loading for below-the-fold images.
Inlined critical CSS and removed redundant styles.
Automated compression and bundling in CI/CD pipeline.

O o0O0Ood

Documented cleanup work to prevent reintroducing bloat.

Weeks 5-6: Checkout & UX Streamlining

Audited the full checkout flow on desktop and mobile from cart to confirmation.
Removed redundant steps or form fields, especially for logged-in users.
Confirmed visibility and clarity of CTAs across all screen sizes.

Reviewed microcopy and button language for trust signals and clarity.

EEER R

Displayed key trust-building elements (e.g. return policy, shipping estimates, payment
badges).

Enabled modern payment methods (e.g. Apple Pay, Google Pay, Shop Pay).

(1 [

Tested responsiveness and stability across all major devices and browsers.
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TRACK 2

Accelerate Your
Infrastructure

Weeks 1-2: Select Performance
Partners

While UX tweaks and frontend hygiene

can deliver measurable gains, infrastructure
remains the most powerful—and
underutilized —lever for improving
performance at scale. It's also where

your 6-week sprint can create meaningful
separation from competitors who are only
operating at the surface level.

The reality is that most e-commerce brands
are already paying for infrastructure that is
capable of more than they're using. Whether
it's a CDN that supports advanced edge logic
or a cloud platform with toggleable
performance features, the full value

of these investments often goes untapped.
And in Q4, untapped potential translates
directly into slower load times, missed
opportunities, and revenue left on the

table.

Reevaluate, Don’t Reinvent

This phase isn’'t about replacing your stack.
It's about unlocking more performance from
the stack you already have.

Start by taking inventory. Are you using a

CDN? If so, are you actually leveraging it
beyond static asset delivery? Many
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CDNs—such as Cloudflare, Akamai, or
Fastly—support advanced features like
full-page caching, image optimization,
device-aware delivery, and edge computing.
However, unless someone on your team has
explicitly configured these capabilities, they
may not be enabled. And that's the
opportunity.

These enhancements rarely require
engineering lift. Most are enabled through
configurations, toggles, or simple service
requests. In some cases, it's as easy as
contacting your provider’s success manager
and asking: “What am | not using that could
make my site faster in 30 days?”

For example, enabling Brotli compression
for text files can shave milliseconds off

load times. Enforcing HTTP/2 or HTTP/3 for
connections can accelerate TLS handshakes.
Activating origin shield settings can reduce
redundant requests to your backend. And
most of these changes can be deployed
without touching production code.

¥ Think of this moment as reclaiming
budget you've already spent.

You're not buying new tools—you're
getting the ROl your current
investments should already be
delivering.

Lean on Your Vendors—They're Built for
This

Too often, teams overlook the consultative
power of their existing infrastructure
providers. But during the holidays, most
vendors are at their most proactive. Why?

10
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Because they understand what's at
stake—and they know that your success is
theirs, too. Use that. If you're on a business or
enterprise plan, you likely have access to
success managers, priority support, and
configuration audits. Schedule time with
them now. Request a performance review
tailored to your holiday traffic profile. Push
for best practices tailored to your stack. And
don’t be afraid to raise flags if you're
uncertain whether you’re getting what you
pay for.

This is also the time to reexamine your SLAs.
If you're expecting traffic spikes and failover
requirements, now is the moment to clarify
what happens in the event of a CDN issue,
regional outage, or DNS delay. Get those
details on paper before Black Friday—not
after.

Prepare the Runway for Infrastructure
Gains

At the end of this two-week window, you
should have a shortlist of upgrades that can
be enabled or accelerated without major
rearchitecture. These may include full-page
caching rules, smarter routing logic,
pre-rendering workflows, or geo-distributed
delivery nodes.

What matters most is that you leave this
phase with clarity on who your performance
partners are, what they can offer, and how
quickly you can activate those capabilities in
time for peak. This is your foundation—the
infrastructure layer that will make the
difference between fast and instant,
between stable and unshakable.
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TRACK 2

Weeks 3-4: Edge Caching &
Pre-Rendering

By this stage in your holiday readiness sprint,
you've streamlined your frontend, cleaned
up your code, and aligned with your
infrastructure partners. The foundation

is stronger—but now it’s time to take a leap
forward. These two weeks are about shifting
from “better than before” to blazingly fast
by modernizing the way your content is
delivered to customers.

Traditional optimization focuses on fixing
what happens within your app or CMS. But
when you're heading into peak season, where
customer expectations are unforgiving and
competition is fierce, that's no longer
enough. The difference between conversion
and abandonment often comes down to
milliseconds. To win, you need to change
not just how your site renders pages, but
where and when it delivers them. That's
where edge caching, pre-rendering with
dynamic attributes, and early hints come
together.

Rethink Edge Caching for Scale

We'll assume you're already running a
CDN—most modern e-commerce teams are.
But using it effectively during peak season
requires more than enabling defaults. At its
best, edge caching moves your most critical
pages out of your origin servers and into
dozens or even hundreds of edge locations
worldwide, placing content physically closer
to your customers. That proximity directly
impacts perceived speed, particularly for
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mobile users and globally distributed audiences,
where latency compounds with every network
hop. But here's the catch: standard CDN
configurations often fall short for modern
catalogs. With hundreds of thousands of SKUs,
CDNs eventually start evicting less-accessed
items to make room for new traffic. That
becomes a problem when infrequently accessed
pages—deep-category listings, niche products,
or SEO-driven content—get dropped, forcing
slower origin fetches when customers or search
bots request them.

For long-tail coverage, this is where an extended
caching layer or secondary service becomes
critical. Harper, for example, can handle deeper
catalogs without aggressive evictions, ensuring
SEO-critical and less-accessed pages stay
consistently fFast—even during traffic spikes.

At this stage, the actionable step is clear: audit
your cache hit ratios, monitor eviction rates, and
plan for long-tail content caching beyond what
your CDN alone can handle.

Pre-Render Pages Without Losing Dynamic
Attributes

Even if you cache everything perfectly, static
delivery alone can’t handle today’'s commerce
experiences. Pricing changes daily, inventory
drops hourly, promotions rotate weekly, and
availability varies by region. A page cached at
10 a.m. might be stale by noon.

That's where pre-rendering with dynamic
attributes becomes transformative. Instead
of treating each page as either fully static or
fully dynamic, you pre-render the layout,
structure, and shared assets of your
high-value templates, and then inject live
data—such as price, inventory, or
personalized recommendations—at request
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time. This approach offers the best of both
worlds: lightning-fast page loads combined
with accurate, up-to-date content.

Platforms like Harper simplify this process
by handling both page caching and dynamic
hydration at the edge, reducing the need for
frequent invalidations while maintaining
freshness. If your PDPs, PLPs, or landing
pages rely on any data that can change
quickly, implementing pre-rendering with
dynamic attributes should be a priority over
the next two weeks.

Accelerate Perceived Speed with Early
Hints

Once you've optimized how content is built
and cached, the next opportunity is to make
the experience feel instant. Early hints enable
your server to inform the browser about the
assets it will need before the page is fully
ready.

For example, if a user requests a product
page, early hints can signal the browser to
preload the hero image, custom font, and key
scripts while the main HTML response is still
processing. The result: a site that feels more
responsive even when your backend is still
working behind the scenes. Most modern
browsers now support this standard, and
major CDN platforms make activation
straightforward.

This step doesn’t require rearchitecting
your stack. It's a low-lift, high-reward
enhancement that significantly improves
perceived speed at a time when shoppers
are bouncing between competing sites.
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Bringing It All Together

The next two weeks will be spent
coordinating these technigues into a single
delivery strategy. Use your CDN aggressively
for high-value templates but recognize its
limitations with long-tail content. Pair edge
caching with pre-rendering and dynamic
hydration to deliver fresh, accurate
information at speed. And enable early
hints to preload critical resources, creating
the perception of near-instant responses.

Do this well, and your site won't just pass a
Lighthouse audit—it will feel fast, reliable,
and polished to every customer, on every
device, anywhere in the world. That’s what
drives trust, repeat purchases, and revenue
during the most competitive shopping
period of the year.

Modern Web Delivery:

A Tiered Strategy for
Instant Commerce

Early Hints A

Preemptively tells the browser what to load-fonts, hero images,
scripts--giving pages aperformance boost

Prerend
Dynamij

Deliver full HTML pages intently while injecting fresh data--like
price, inventory, or recommmendations-at request time.

CON+Page Caching

CDNs accelerate static assets, but often evict long-tail or
infrequent pages. Add full-page caching especially for large
catalogs to ensure consistent speed and coverage beyond
just popular routes.

etitive e-commerce experiences use all three
they create Fast, reliable, dynamic shopping
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To move quickly and ensure nothing critical
is missed, consider partnering with an
external expert like Harper—teams who've
already solved these exact challenges for
organizations with complex catalogs and
dynamic content. Leveraging proven
strategies can mean the difference
between thriving during peak and
scrambling to keep up.
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Weeks 5-6: Observability & Chaos
Drills

By now, you've optimized your frontend,
accelerated your delivery path, and prepared
your infrastructure to scale. But there's one
critical question left to answer:

Will it hold?

You're weeks away from your code freeze
and days away from traffic surges that
could rival your best months of the
year—compressed into a single weekend.
And while everything looks good on
dashboards and release notes, Q4
doesn’t care how confident you feel.

It only cares how well your system
performs when it’s under stress.

That's why the final step in your
infrastructure readiness planisn’'t
technical—it's psychological. It's about
instilling confidence through proof and
pressure-testing your plan before the
market does it for you.

See the Future with Synthetic Load
Testing

Most performance failures don’t happen
because systems are inherently broken.
They happen because no one tested them
under the conditions that actually matter.
In Weeks 5 and 6, your team should run
targeted load tests on your most critical
services—not against theoretical thresholds,
but against your actual holiday forecasts.
Simulate the expected traffic spikes during
Black Friday and Cyber Monday. Push your
checkout flow until it breaks. Flood your
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checkout flow until it breaks. Flood your
product catalog filters. Trigger all the
worst-case combinations.

Your goal isn't just to prove you're ready. It’s
to find what will fail while there’s still time to
Fix it.

And remember, these simulations should be
staged—not in production—but as closely as
possible to real infrastructure. Replicate
environment variables. Mirror CDN logic.
Test with pre-rendered pages, edge-cached
assets, and real third-party calls where
feasible. If your staging tests are too clean,
you'll never see the bugs that show up in
production.

Get Ground Truth with Real User
Monitoring

While load tests simulate chaos, your real
users are already revealing where the friction
iS occurring.

Leverage your RUM (Real User Monitoring)
tools to surface patterns across geography,
device type, connection speed, and browser.
Are mobile users in the Midwest experiencing
slower LCP scores than coastal cities? Are
certain pages crashing on Safari Mobile or
timing out on Android 12?

This is where edge cases become core
problems. What appears to be a minor
regression on a QA device could be costing
you thousands in lost revenue every hour
during peak periods.

The beauty of RUM is its fidelity—
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it gives you the customer’s eye view of your
infrastructure. And in Q4, there’'s no better
source of truth.

Pro tip: Set up real-time alerting around
RUM thresholds so that if degradation hits
during peak traffic, your team knows before
it spirals.

Prepare for the Worst—And Practice
Recovery

Finally, let's talk chaos.

Because no matter how well you've planned,
things will go wrong. APIs will fail. A DNS
misconfiguration will slip through. A deploy
will cascade. And your customer won’t care
whether it was your code, your vendor, or
your cloud platform—they’ll just bounce.

So the last job before code freeze is
rehearsal. Not for success. For failure.

Run through your escalation flow: What
happens if your payment gateway goes
down during Cyber Monday? Who owns
rollback? Who communicates with
marketing? What's the expected SLA from
your CDN if the origin fails? Is there a static
fFallback page? Is your war room chat channel
active and tested?

These aren’t hypotheticals. They're real-
world drills that the most operationally
mature brands rehearse regularly. And the
difference between teams that recover and
teams that spiral is always the same:
preparation. Because when systems fail—
and they will—it's not your tech stack that
defines your outcome.

It's your team.



Track 2 Checklist: Accelerate Your Infrastructure

Weeks 1-2: Select Performance Partners

00O 00o0aon

Audited existing CDN and cloud service configurations for unused features.
Enabled Brotli compression, HTTP/2 or HTTP/3, and origin shielding.

|dentified feature toggles (e.g. edge logic, routing rules) that can be activated.
Scheduled performance reviews or consultations with vendor success managers.
Reviewed SLAs and escalation processes for peak season coverage.

Built a shortlist of high-ROl improvements that require no code changes.

Weeks 3-4: Edge Caching & Pre-Rendering

O

Audited cache hit/miss ratios and identified eviction issues on less-trafficked URLs.
Extended edge/page caching beyond the CDN using Harper or similar services.

Implemented pre-rendering with dynamic attribute hydration on product and category
pages.

Reviewed templates with dynamic pricing, inventory, or recommendations to ensure
freshness.

Activated early hints to preload key assets on high-traffic pages.
Validated fast delivery and low TTFB on mobile and international traffic.

Weeks 5-6: Observability & Chaos Drills

Oooodgdgdod
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Ran load tests simulating projected Q4 traffic on product and checkout flows.

Monitored infrastructure bottlenecks during load tests and applied fixes.

Used RUM tools to detect geography-, browser-, or device-specific performance gaps.
Configured real-time alerts for Core Web Vitals, traffic anomalies, and API errors.
Conducted chaos drills simulating failures (e.g. payment APl down, DNS issue).

Validated rollback mechanisms and disaster recovery processes.

Activated a live incident-response plan (chat channel, on-call schedule, escalation playbook).
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FINAL THOUGHTS

Peak Weekend War Room
Guide

The final weeks before the holiday peak are
about ensuring stability and coordination.

Assemble your war room. Create a clear
on-call calendar with designated owners for
monitoring, triage, comms, and executive
reporting. Establish a live Slack or Teams
channel where engineering, marketing, and
leadership can coordinate in real time. Build

out dashboards that track key health metrics:

error rates, checkout drop-offs, traffic
anomalies.

Also, prepare for failure. Have pre-approved
banners ready to go live in the event of
outages. Draft apology emails that can be
personalized and sent quickly. Ensure that
your legal and support teams are informed.

It's professional readiness. And it's what will
separate the brands that thrive from those
that scramble.

Measuring What Matters:
Metrics & ROI

Improving performance without tracking
the results is like launching a campaign with
no conversion goal. Every fix, tweak, and
improvement you've made over the past
eight weeks should be measurable—not just

in technical terms, but in business outcomes.
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Monitor your Core Web Vitals before and
after each change. Track shifts in bounce
rate, time-on-site, and device-level
performance. Correlate your improvements
with shifts in conversion rate—especially at
key points, such as product detail pages, cart
additions, and final checkout.

Don't just report metrics. Forecast outcomes.
Use a simple formula:

Projected Revenue Lift =
Sessions x AOV x (New
Conversion Rate - Old
Conversion Rate)

Even a modest improvement in speed—
say, 0.3 seconds—can yield major gains. The
fFaster your site, the more money you make.
And that truth compounds with scale.
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Conclusion: Turn Readiness
into Revenue

Holiday success doesn’t come from intention.
It comes from execution.

In just 6 weeks, your team can improve site
speed, reduce customer friction, modernize
delivery, and prepare for the biggest revenue
weeks of the year. Some of these actions are
small. Others require new partnerships or
vendor support. But all of them are within
reach.

Your customers—especially the ones
shopping under pressure—will feel the
difference. They'll come back. They'll convert.
They'll trust you more.

Ready to sprint?
Contact us at hello@harperdb.io to get

started with a free web performance
assessment.
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https://www.harpersystems.dev/landing/faster-websites-drive-more-revenue



