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Agenda

What is digital transformation and why it is important?

A little history

Why is it difficult?

Our reality – The retail and fashion business

The foundations
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What is it?

Digital transformation is about reimagining how we do business with digital 
technology at the core of business strategy

Technology

Process

People

Ways of 

working

Culture
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Why it is important?

The benefits of a well-thought-out 
digital strategy are well documented

Improved visibility of resources and better resource 
management, enhanced flexibility and organization 
agility, lower costs, smoother supply chain 
management, better customer experience, improved 
productivity, faster product development, and 
superior human resource planning [Harvard Business Review]
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How did we get here?

Digitization – From analog to digital

We stopped using paper and started using computers

Digitalization – Using digital data to 
simplify work

But we kept our files in folders

Digital transformation

We are not just doing the same old things faster, 
let’s transform
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Why is it difficult?

People change management

Digital transformation affects all aspects of business. For it to 
work, the digital foundation, digital operations, and a 
digitally skilled workforce collectively need the backing of 
leaders and a culture that is aligned on which new 
technologies to adopt and how best to integrate them into 
daily life

• What should the future of work look like? 

• How should roles and responsibilities evolve? 

• In what ways can technology facilitate better knowledge sharing 
and collaboration?

• How can leaders be trained to communicate better?

+

-
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CRM/

MKT/WHS

Store layout

and build-up
LogisticsSupply chain

Merch & 

buying

Design & 

planning
Selling

Retail fashion is a complex business

• Long lead times

• Changes in consumer preferences are hard to predict

• Customer price sensitivity is highly variable

• Customer acquisition and loyalty 

• Highly competitive environment

• Sensitive to changes in macroeconomic environment

The value chain
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Digital enablers Support processes

Buying adjustment 

based on early 

detection

Personalized

clienteling & CRM

Optimized

markdowns

Outlet pricing

E-Com/Online sales

Trend detection

+ real-time

customer feedback

Customer centric assortment and buying

Optimizing demand forecast

Precision 

marketing

End-2-end supply chain and inventory

optimization across network

Customer centric

store network and

build up

Ideal store 

layout

Optimized and

personalized promos

Digital 

samples

Optimized assortment 

and planning

Customer centric allocation 

and replenishment

Product 

pre-testing

WHS 

assortment 

AI guided 

design

Transformation begins and ends with how we 
think about, and engage with, customers 

CRM/

MKT/WHS

Store layout

and build-up
LogisticsSupply chain

Merch & 

buying

Design & 

planning
Selling

The value chain
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The foundations

What is the smallest, most discrete unit of 
digital transformation?

Data
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The foundations

Any digital process involves the 
exchange of information across two 
or more endpoints

To facilitate digital transformation, we need a headless 
ecosystem that provides data –

• In any shape or form

• When needed

• Anywhere

A data ecosystem that can integrate and scale seamlessly



© 2022, Amazon Web Services, Inc. or its affiliates. All rights reserved.

Tapestry data exchange

Data providers

Real-time/batch

AWS US N East

Data subscribers

CS2000

API Gateway Airflow

SFK DB

Internal/

External services

Amazon

Athena

Amazon

S3

AWS Lake 

Formation

Data Lake

Operational data store (API)

Amazon 

SQS

AWS 

Lambda Amazon 

EMR
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Tapestry data exchange – Design principles

1
Snowflake

2
Serverless

3
Microservices-driven 

architecture

4
Stateless

• Keep the API platform

as serverless as possible 

(there may be exceptions)

• Follow BaaS (backend

as a service) Model

• Services not servers

• Move all backend processing 

and logic to Snowflake 

(heavy lifting)

• Flattened-out

backend schema

• True data-exchange

with minimal logic

(it gives us scale and

ease of integration)

• Monolithic applications

are hard to scale

• Decentralized microservices 

based architecture reduces 

CI/CD friction allowing

for faster delivery

of features 

• It also makes scaling easier

• Stay focused on building 

loosely coupled services

• Stateless services scale 

better horizontally

• Industry-standard for 

modern application 

architecture

• There are minimal

use cases for stateful 

services within Tapestry
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250 TB of data

100+ data sources

200 integrations

Peaks of 2M API calls per day 

(vs. 20K 3 years ago)

Powering 50+ enterprise 

level applications*

Tapestry data exchange – Empowering 
the business

*Transforming the allocation process alone helped us reduce inefficiency by 40% and improved our KPI (level of stock-outs) by 34%
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Background 

Where did we begin? Where are we now? What did we accomplish?

Multiple data 

centers as a result 

of mergers 

Aging 

infrastructure 

due to lack of 

investment

Disparate disaster 

recovery 

approaches

Lack of agility 

and scale

Fully redundant and scalable 

network connectivity for 

cloud hosting

Harmonized disaster recovery 

across all three brands (Coach, 

Kate Spade, Stuart Weitzman) with 

better RTO and RPO

Infrastructure as code for 

provisioning of cloud resources to 

achieve consistency, increase security, 

and improve deployment speed

Enterprise-scale AWS landing zone 

capable of securely hosting 

workloads across three continents

9
data center 

closures

Eliminated or 

consolidated 

40% 
of Tapestry’s 

server footprint

Eliminated or 

upgraded

65% 
of our legacy 

operating 

systems

Tapestry business 

applications in 

the cloud –

48% 
(beats industry 

average of ~38%)
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Post-migration technical and 
business challenges
• Unable to take advantage of cloud native services

• Steep learning curve for transitioning from legacy to modernized workloads

• Showstopper for enterprise digital transformation
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Need for a platform

• IaC driven platform which provides –

▪ Fleet, consistent, and repeatable deployments

▪ Quicker adoption and reduced learning curve

▪ Seamless provisioning with built-in security and governance controls

▪ Based on best practices

▪ Fully IaC driven
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Platform components and provisioning process

Standardized

architectural patterns

• Designed for all potential 

use cases

• Pre-vetted by InfoSec

• CCOE alignment and 

feedback

• AWS and industry best 

practices

• Parameterized modules

• Best practice + security 

baseline incorporation & 

enforcement

• CCOE alignment

• Restricted access with 

mandatory InfoSec 

approvals

• Quicker provisioning

• Consistent environments

• Lower MTR

• Regularly updated and 

version controlled

• Reviewed by CCOE

• Established workflow

• Incorporates approvals

• Auditable

• State management

• Version controlled

• Template-driven

• Cloud-native pipelines

• IaC-based

• AMI lifecycle

• VCS integration

• Tiered DR support

• IaC-based recovery

• Regional/Cross-regional 

redundancy

• Training material

• Technical documentation

• Transition checklist

• S-Now forms

Transition and

go-live
• Application go-live

• Transition to operations 

team

Deployment
• Leverage the standard 

provisioning workflow to 

deploy the app

Validation and

sign-offs
• App testing

• Recovery testing

• InfoSec go-live sign-off

Application artifacts and 

IaC code
• Create app artifacts

• Create IaC code from pre-

defined templates

InfoSec design review

and approval
• InfoSec design review and 

approval

Architecture

and design
• Create the design using

the pre-approved 

architectural patterns

Approvals and 

requirements gathering
• Project approvals

• Identify project 

requirements

Continuously updated and refreshed

Platform core components

Provisioning process

1 2 3 4 5 6 7

IaC service modules
Standardized

IaC templates

Provisioning

workflow

Lifecycle

and pipelines
HA & DR options

Operational

readiness
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Standardized architectural patterns

Serverless 
architecture
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Standardized architectural patterns

Regional standalone API Private standalone API
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Standardized architectural patterns

Regional 
standalone API 
(cross-region)
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IaC service modules

Enterprise 
Terraform 
private module 
registry
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IaC service modules

Parameterized 
for all
use cases
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IaC service modules

Security 
baseline 
incorporation 
& enforcement 
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IaC service modules

Mandatory 
InfoSec 
approvals for 
any module 
changes
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IaC service pre-vetted templates

Serverless 
template
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IaC service pre-vetted templates

Serverless template –
CloudFront.tf example
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IaC service pre-vetted templates

Serverless 
template –
open API YAML 
template example
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IaC provisioning workflow

Start
User clones Terraform 

root/template locally
User branches code

User makes changes & 

commits locally

User

runs local TF 

plan or pushes

to GIT

Locally

IncorrectGitHub

User creates pull

request in GitHub

User pushes

branch to GitHub

User

reviews plan 

output

TFE will show output of 

plan in console or locally

TFE runs Terraform

plan with changes

for environment

TFE runs Terraform

plan with changes

for environment

TFE will show output

of plan in console

User

reviews plan 

output

Correct

Correct

Incorrect

User makes additional 

fixes and commits code

SME/Repo 

admin reviews 

PR

Disapproves

User requests approval and 

SNOW ticket for nonprod 

and change control for prod

Is this the

first iteration?
Yes

Incorrect

No

User reviews 

apply output

TFE runs Terraform

apply with changes
User hits apply in TFE

Change control 

approval/maintenance 

window scheduled

TFE runs Terraform plan

and awaits confirmation

SME/repo admin

merges PR in GitHub

End
User deletes branch 

locally and in GitHub

Approves

Correct
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IaC-based lifecycle and pipelines 

GitHub

Shared services account

Build tools

Testing and security tools

Deployment

API (IAM Role)

Production

AWS 
CodeDeploy

Amazon
ECR

S3 bucket 
artifacts

Amazon EC2

Amazon ECS

Amazon EKS

AWS Lambda

Amazon API Gateway

Non-Production

AWS 
CodeDeploy

Amazon
ECR

S3 bucket 
artifacts

Amazon EC2

Amazon ECS

Amazon EKS

AWS Lambda

Amazon API Gateway

Production—PCI

AWS 
CodeDeploy

Amazon
ECR

S3 bucket 
artifacts

Amazon EC2

Amazon ECS

Amazon EKS

AWS Lambda

Amazon API Gateway

Non-Production—PCI

AWS 
CodeDeploy

Amazon
ECR

S3 bucket 
artifacts

Amazon EC2

Amazon ECS

Amazon EKS

AWS Lambda

Amazon API Gateway

Production—PII

AWS 
CodeDeploy

Amazon
ECR

S3 bucket 
artifacts

Amazon EC2

Amazon ECS

Amazon EKS

AWS Lambda

Amazon API Gateway

Non-Production—PII

AWS 
CodeDeploy

Amazon
ECR

S3 bucket 
artifacts

Amazon EC2

Amazon ECS

Amazon EKS

AWS Lambda

Amazon API Gateway

AWS CodePipeline

AWS CodeBuild

Amazon
SNS

AWS Secrets 
Manager

Amazon
SES

AWS tools
and SDKs
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Outcome

• Acts as a catalyst for Tapestry’s digital
transformation journey

• Reduced the deployment time for 
modernized
apps from around a month to a few hours

• Reduction of MTTR with consistent 
environments

• Cost reduction leveraging native services

• Enhanced redundancy and quicker recovery 
options
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Good intentions never work, 
you need good mechanisms to 
make anything happen.

Jeff Bezos

Founder and Executive Chair of Amazon
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Thank you!

Please complete the session 
survey in the mobile app

Fabio Luzzi

fluzzi@tapestry.com

Rehan Mubashir

rmubashir@tapestry.com

Aditya Pendyala

apendyal@amazon.com


