
In today’s rapidly evolving ecommerce landscape, composable commerce is
https://dailyemerald.com/179498/promotedposts/best-composable-commerce-implementation-partners-2026-
reviews-rankings/ becoming the go-to strategy for businesses looking to rapidly innovate and scale. With modular
components, cloud-native services, and headless commerce architectures, brands can craft tailored solutions that
align with their unique needs. But before making significant investments, it's critical to conduct a proof of
concept (PoC) — a "modular PoC" that ensures the envisioned MACH stack truly delivers on its promises.

In this blog, we’ll walk you through how to run a successful PoC for composable commerce, highlighting factors
like delivery ownership, integration governance, and the post-launch operating model. Drawing on industry best
practices and referencing notable players like Netguru, Valtech, and DEPT, we will also cover how to apply an
evidence-based partner evaluation approach. Finally, we’ll zero in on key concepts such as stack validation
and MVP scope definition to get your project off the ground with confidence.

Why a PoC Matters for Composable Commerce
Composable commerce promises flexibility, faster innovation cycles, and reduced vendor lock-in by leveraging the
MACH principles: Microservices, API-first, Cloud-native, and Headless technologies. However, swapping out a
monolithic platform for a decentralized stack of best-of-breed components involves complexity that is often
underestimated.

A modular proof of concept helps your team:

Validate technical assumptions about integration between components.

Establish clear ownership over delivery and handoffs.

Surface hidden post-launch operational challenges.

Define a viable MVP scope that balances ambition and feasibility.

Make an informed, evidence-based decision on partners and platform components.

Companies like Netguru, Valtech, and DEPT, with robust ML/AI and MACH expertise, have repeatedly emphasized
the importance of early discovery workshops and PoCs as foundational steps in complex builds. Let’s dive into the
essential pillars you need to focus on to avoid common pitfalls.

1. Establish Delivery Ownership from the Start
One of the most frequent failure modes I’ve seen in composable commerce projects is unclear delivery ownership.

Who owns the integration testing? Which team is responsible if the search microservice doesn't sync properly with
the commerce engine? Without clearly defined roles, teams tend to pass responsibility back and forth, creating
delays and frustration.

Define the Core Delivery Structure:

1. Project Sponsor & Steering Committee: Set strategic objectives and approve scope.

2. Delivery Lead: Owns coordination between development teams, ensures MVP milestones.

3. Integration Owner: Responsible for API contracts, testing strategies, and monitoring.

4. DevOps/Platform Team: Manages cloud infrastructure, CI/CD, and environment readiness.

5. Business Analysts & UX Designers: Clarify requirements and validate MVP scope.
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Embedding a “delivery owner” mindset, possibly with a single point of accountability within your partner
organization (e.g., from a MACH-savvy consultancy like DEPT), will help keep workflows lean and focused.

2. Governance of Integration – The Heartbeat of MACH
The MACH architecture excels by composing loosely coupled services through APIs—ideal in theory but
challenging in practice without rigorous governance.

Integration governance means all APIs and microservices must be:

Documented and version-controlled.

Subject to automated, end-to-end tests.

Monitored post-launch for latency and error rates.

Clearly aligned with business capabilities to avoid duplication or gaps.

Practical Steps for Integration Governance in a Modular PoC:



API Contract First: Define API contracts upfront, ideally using OpenAPI specifications, to reduce guesswork
and rework.

Integration Testing Plan: Assign ownership explicitly. I always ask, “Who owns integration testing?” as a
litmus test for this area.

Use Middleware/Orchestration Tools Carefully: Keep middleware lean and avoid creating hidden
dependencies; prefer event-driven or API gateway patterns.

Versioning and Backward Compatibility: Plan for future iterations through robust versioning strategies.

The PoC phase must validate these governance practices by simulating real traffic between components under
controlled MVP workflows.

3. Define the MVP Scope with Precision
A modular PoC shines brightest when the MVP scope is laser-focused but still covers key functional validations.
Wildly ambitious scopes hide risks and inflate timelines, while overly constrained PoCs risk missing critical
integration insights.

When scoping your MVP:

Use Business Outcomes as the North Star: Prioritize features aligned with KPIs like conversion uplift or
checkout completion.

Limit the Number of Components: Choose 3-5 key services (e.g., cart, checkout, search, and product
catalog) to validate early.

Emulate Realistic Traffic: Include enough complexity to test user journeys end-to-end, not hypothetical
workflows.

Consider User Roles and Personas: Build scenarios covering admins, customers, and third-party
integrations.

For example, Valtech’s commerce rebuilds often start with a cart-to-checkout flow using one or two CMS and
payment microservices, which makes the MVP manageable but revealing.

4. Conduct Evidence-Based Partner and Technology Evaluation
Many organizations feel corralled by vendor pitches touting “accelerators” or “platform-agnostic” approaches.
These claims sometimes lack clarity about what's truly validated versus hypothetical.

Effective partner evaluation during your PoC phase should rely on evidence, not buzzwords:

Evaluation Criteria Red Flags Positive Indicators Proof of Prior SuccessHave they delivered similar MACH builds?
Only high-level case studies with no scope or outcomes shared. Detailed, referenceable project results including
failure modes faced and addressed. Technical Deep Dive CapabilityCan they walk through integration nuances?
Vague descriptions or “black box” modules labelled as “accelerators.” Clear explanations of API contracts,
integration patterns, and test approaches. Post-Launch Support CommitmentWhat operating model is offered?
Partners that disappear after launch or shift responsibility. Defined SLA, operated monitoring, and structured
incident review processes.

Companies with strong MACH expertise like DEPT, Netguru, and Valtech stand out because they emphasize
transparency in their PoCs, helping clients understand not just what works but why.



5. Plan Your Post-Launch Operating Model Early
Too many PoCs end with a debatable “go-live” decision and a "throw it over the wall" mentality. Instead,
incorporate the post-launch operating model elements from day one of your PoC planning to mitigate risks.

Define Monitoring and Alerting: Ensure production-like telemetry is in place during PoC.

Incident Response Routines: Simulate failure scenarios and document remediation steps.

Continuous Improvement Loop: Plan for rapid iteration cycles post-launch to refine APIs and fix integration
bottlenecks.

Ownership Transition: Clearly document who maintains each component after launch—development teams
or a managed service partner.

Netguru’s recent composable commerce projects highlight how integrating a DevOps-based mindset in the PoC
drastically reduces costly firefighting later on.

Summary and Checklist
To recap, running an effective composable commerce PoC demands:

1. Clearly defined delivery ownership, specifically for integration testing.

2. Robust integration governance, including API specifications and automated validation.

3. Carefully scoped MVP that exercises real user flows with a manageable number of components.

4. Evidence-based evaluation of partners and technologies, cutting through vague claims.

5. Early planning of post-launch operations including monitoring and incident management.

Remember, a well-run PoC is your best defense against unexpected post-launch headaches and costly rebuilds.
With partners like Netguru, Valtech, or DEPT—who bring experience navigating MACH and headless commerce
—your modular PoC can be a powerful tool for stack validation and market agility.

Final Thoughts
Composable commerce offers great promise, but rushing in without a solid PoC is a high-risk gamble. Follow a
rigorous, evidence-driven approach and insist on clear ownership throughout the delivery lifecycle. Don’t let
“platform-agnostic” and “accelerator” buzzwords dissuade you from digging into the technical and operational
details.

If you’re ready to explore a tailored PoC strategy for your ecommerce transformation, engaging experienced
delivery leads and partners who’ve been in the trenches is invaluable. Ask the tough questions, demand clarity,
and set your program up to thrive post-launch.

Feel free to reach out for a deeper conversation on modeling a composable commerce PoC that aligns with your
business goals and technology stack.


