Composable commerce and MACH (Microservices, API-first, Cloud-native, and Headless) architectures are
revolutionizing the way enterprises build scalable, modular, and flexible ecommerce solutions. Companies like
Netguru, Valtech, and DEPT have been instrumental in helping brands leverage these modern architectures to
unlock agility and unprecedented customization. Yet, despite their promise, many composable commerce projects
experience a frustrating stall shortly after launch. The initial excitement fades as feature backlogs grow, operational

inefficiencies surface, and innovation momentum slows to a crawl.

Why does this happen? In my 11 years leading commerce delivery across discovery workshops, cutover war
rooms, and post-launch incident reviews, | have witnessed how a handful of recurring issues—especially those
around operating model gaps, ownership fragmentation, and integration backlog—can paralyze what should be a

continuously evolving, customer-centric platform.

The Composable Commerce Promise vs. Post-Launch Reality

Composable commerce is designed to let brands assemble best-of-breed components—like CMS, PIM, payment
gateways, search, and personalization engines—into an enterprise-grade ecosystem. Headless commerce and
MACH architectures support Visit this link this by enabling decoupled frontends and microservices managed
independently. The anticipated benefits include faster feature rollouts, better scalability, and easier tech swaps

without large-scale rewrites.

However, the reality after launch falls short for many organizations:

* Velocity slows as teams wrestle with coordination overhead across multiple vendors and services
® Integration bugs multiply and stagnate in a backlog that no one owns
® Ownership disputes emerge in cross-functional teams and between internal and external partners

® Operational costs rise due to fragmented monitoring, incident response, and support models

By understanding the root causes hidden in operating model gaps, we can rebuild more resilient post-launch

strategies.
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Operating Model Gaps: The Hidden Killers of Post-Launch Success

After launch, the ecommerce platform enters its operational phase where continuous improvement and stability
are paramount. Unfortunately, many composable commerce projects neglect to evolve their operating model

beyond delivery.

What Is an Operating Model Gap?

An operating model gap occurs when the organizational structures, processes, and governance designed for
delivery do not transition effectively into ongoing operations. For composable commerce stacks with distributed

ownership of components and integrations, this disconnect creates friction and ambiguity.
Common signs include:

* Undefined roles and responsibilities for integration testing and ongoing maintenance
* Lack of formalized escalation paths during incidents involving multiple services
* Absence of shared tooling or dashboards to monitor the end-to-end system health

* [slands of knowledge within technology teams and partners without coordinated communication

Leading agencies like Netguru emphasize building cross-team collaboration rituals and transparent governance
from day one. Similarly, DEPT and Valtech often advise clients to explicitly define the post-launch operating model

as part of discovery workshops rather than an afterthought.

Ownership Fragmentation: Who Really Owns What?

One of my signature quirks is to always ask "Who owns integration testing?" during project governance

discussions. The answer exposes whether ownership is clear or fragmented.

The Pitfall of Ownership Fragmentation
Composable ecommerce involves multiple stakeholders:

* Internal teams managing different microservices or frontend experiences

® External agencies or technology partners responsible for individual components



® Third-party SaaS vendors running critical systems like payment or search

Without a single accountable party driving integration testing and coordination, defects slip through the cracks.
Integration backlog mounts as no one takes responsibility to groom, prioritize, and fix issues efficiently. This

translates into:

* Slower feature rollouts due to unresolved dependencies
® Increased user-impacting incidents with delayed resolution

e |oss of trust between business units and technical teams

How Top Agencies Address Ownership Fragmentation

Valtech prides itself on embedding product ownership frameworks that align internal and external stakeholders
with clearly defined KPIs for integration quality and delivery cadence. Meanwhile, Netguru champions the
appointment of dedicated integration leads who act as the glue between microservices teams, ensuring

continuous testing and deployment routines are maintained.

Integration Backlog: The Death Spiral Nobody Tracks Until Too Late

Integration testing is the glue that confirms that our MACH and headless commerce components truly work well

together. When integration is neglected, the inevitable accumulation of defects becomes an integration backlog.

Why Does Integration Backlog Happen?

* No Dedicated Owner: Without an integration owner, these issues linger indefinitely.
* Fragmented Tooling: Separate logging, monitoring, and testing tools create visibility blind spots.

* Prioritization Failures: Business teams get frustrated by feature delays; technical teams focus on isolated

component bugs, ignoring end-to-end problems.

* Process Misalignment: Agile ceremonies often exclude integration concerns, and post-launch retrospectives

miss underlying architectural mismatches.

The integration backlog becomes a death spiral—technical debt undermines platform stability and confidence,

draining resources and morale.

How to Avoid Post-Launch Stall in Composable Commerce
Drawing from real-world insights across projects with Netguru, Valtech, and DEPT, here are actionable
recommendations:
1. Explicitly Define Post-Launch Operating Model
Build your operating model blueprint during planning, not after go-live. Specify ownership for:

© Integration testing and backlog management
© Incident response and communication protocols
© Monitoring and observability tools across the MACH stack

o Continuous improvement processes and governance forums

2. Assign Clear Ownership and Accountability



This includes appointing integration leads or “orchestra conductors” who coordinate multi-vendor efforts and
maintain backlog prioritization. Clarify handoffs between internal teams and external agencies or SaaS vendors

to limit ownership fragmentation.

3. Institute Rigorous Integration Testing Pipelines

Automate end-to-end tests that span headless commerce APIs, frontends, and third-party services. Schedule
regular backlog grooming sessions that involve all stakeholders, ensuring no integration issues fall through

the cracks.

4. Invest in Unified Observability and Incident Management

Centralize logs, dashboards, and alerts with cross-cutting view over the entire composable stack. Establish

clear escalation paths and conduct frequent post-incident reviews to uncover systemic root causes.

5. Evaluate Partners Based on Evidence, Not Buzzwords

Beware of hand-wavy “accelerator” claims and platform-agnostic pitches without proof. When choosing
agencies like Netguru, Valtech, or DEPT, seek out detailed case studies that include scope, delivery roles, and

concrete results tied to integration governance and operating model design.

Conclusion: Don’t Let Your Composable Commerce Platform Stall

Composable commerce powered by MACH and headless tools holds immense potential but requires diligent
operating model design, clear ownership, and disciplined integration governance to succeed beyond launch.
Operating model gaps, ownership fragmentation, and untracked integration backlogs are the silent killers of digital

commerce momentum.

By learning from the experience of leading consulting and delivery firms like Netguru, Valtech, and DEPT,
ecommerce leaders can build a sustainable blueprint that keeps innovation flowing and customers delighted long

after launch day.

Remember: The platform is only as good as the process and people behind it. Own your integrations, govern your
operating model, and measure everything with evidence-based rigor. Only then will composable commerce fulfill

its promise.



