
Composable commerce is accelerating in popularity among mid-market and enterprise retailers aiming for agility
and scalability. But when you move away from monolithic platforms into a modular, API-first architecture, the big
questions emerge: How do you stitch together search, payments, CRM, and analytics components without
blowing budget or ownership? How do you avoid the trap of one-off delivery that falls apart in year two? This post
dives into practical realities around payments integration, ecommerce analytics, and CRM integration in
composable builds, drawing on work by agencies like Netguru, DEPT, and Codal and real-world lessons in scope
discipline and operational clarity.

Understanding the Composable Commerce Landscape
Composable commerce is about assembling best-of-breed functionalities into a tailored ecommerce ecosystem.
Instead of a single platform managing everything, companies pick independent modules—headless storefronts,
payment gateways, analytics suites, CRM systems—that communicate via APIs. This allows for:

Modular upgrades without full rebuilds

Flexibility to swap vendors or services

Granular cost control through scoped integrations

However, this flexibility can introduce complexity. It’s common for teams to underestimate the ongoing integration
and operations costs, or to adopt systems without clear ownership plans, leading to technical debt creeping in
subtly over time.

Cost Control Through Modular Scope Discipline
The allure of composable commerce often leads to a “let’s integrate everything” mentality—search, payments,
CRM, analytics, promotions, recommendation engines, and so forth. Agencies like Netguru, DEPT, and Codal
frequently advise clients on the crucial discipline of modular scoping.

What does modular scope discipline look like?

Prioritize essential modules for the initial launch. For example, launch with core payments integration and
basic ecommerce analytics instead of trying to do advanced user segmentation immediately.

Break down the build into independent, replaceable components. This limits large, sprawling projects
and reduces regressions when changes occur.

Plan clearly for integration versus one-off development. Many integrations benefit from vendor-
supported API-driven connectors rather than custom middleware.

By defining a tight scope and incremental rollout plan, your team controls costs and minimizes hidden expenses—
such as manual data reconciliation or technical firefighting—that typically balloon once the teardown of monoliths
begins.

Long-Term Ownership vs. One-Off Delivery
One of the most common pitfalls in composable projects is the lack of clarity on who owns what after launch.
Projects driven by marketing or vendor push often prioritize fast delivery over sustainable operations. The result: a
patchwork of systems where no one fully understands integrations or data flows, leading to oversized
maintenance work or vendor lock-in.



Agencies like Codal emphasize the importance of operational clarity during handoff. Consider these questions early
and often:

Who maintains payment gateway upgrades and compliance in year two?

How will CRM integrations evolve when marketing requirements change?

What’s the lifecycle for ecommerce analytics? Who owns dashboard adjustments and data validation?

Establishing clear system boundaries and ownership—not just during build but for the entire lifecycle—is non-
negotiable. Tools and services should be selected with long-term replaceability in mind, favoring API-first products
with strong documentation and fingerlakes1 active support communities.

Clear System Boundaries and Replaceability
Composable builds excel only if you design for modular replaceability. Each functional component—search,
payments, CRM, analytics—must have well-defined boundaries communicated via APIs. That means avoiding
tightly coupled integrations that require simultaneous updates across subsystems.

Practical advice from DEPT’s approach to composable architecture includes:

Implement headless storefronts for presentation logic, allowing backend services like payments and CRM to
evolve independently.

Leverage API-driven integrations with versioning to insulate modules from breaking changes.

Document responsibilities in integration contracts to clarify what each microservice or vendor must support.

For example, a payment gateway integration should expose standard events related to transaction status without
leaking internal payment logic into CRM or analytics layers. This isolation enables swapping out payment providers
with minimal impact on the broader ecosystem.

API-First Architecture and Controlled Evolution
API-first design is the foundation of composable commerce’s promise. Agencies like Netguru are pioneering
approaches where APIs are not afterthoughts but the primary contracts between system components.
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Key elements include:

Robust, versioned APIs: These ensure backward compatibility and controlled evolution.

Standardized data schemas: Using industry standards (e.g., OpenAPI, JSON Schema) reduces integration
friction.

Automated testing against APIs: Continuous validation reduces regression risk during upgrades.

This approach directly impacts integrations with payments, CRM, and analytics:

Payments integration can leverage webhooks and event-driven APIs for real-time transaction updates and
settlement reports.

Ecommerce analytics capture and transform data from multiple APIs into unified dashboards, ensuring
reliable insights.

CRM integration uses RESTful or GraphQL APIs for bidirectional customer data syncing without manual
exports.

Controlled evolution prevents the dreaded “big bang” rewrites common in legacy platform migrations and ensures
a more sustainable, predictable roadmap.

Practical Implementation: A Composable Example
Imagine a mid-market retailer rebuilding from a monolith into a composable stack designed to enable quick
innovation and minimal vendor dependencies.

Component Selected Approach / Tooling Key Integration Notes Search Headless storefront with Algolia search API
Modular search UI completely decoupled; API queries run asynchronously; clear versioning strategy Payments
Stripe’s API-driven gateway with webhook notifications Integration handles payments and refunds; webhooks
update CRM and analytics asynchronously; PCI compliance managed by vendor CRM Salesforce CRM with custom
API connectors API integrations sync customer profiles and order data; ownership assigned to marketing ops and
IT for maintenance Ecommerce Analytics Google Analytics 4 + custom data lake ingestion via APIs Dashboarding
via Tableau; ETL pipelines built with API hooks; alerts set for data consistency monitoring



Work with experienced partners like DEPT or Netguru to articulate these boundaries upfront and plan phased
rollouts that stay within modular scope. Push for ongoing ownership accountability—many teams underestimate
the long-term operations workload, especially around payment reconciliation and analytics validation.

Final Thoughts
Composable commerce offers tantalizing benefits—but success hinges on rigorous scope discipline, operational
clarity, and API-first design principles. To recap what matters most:

1. Keep scope modular to control initial and ongoing costs.

2. Define long-term ownership for all integrations, not just launch handoff.

3. Design clear system boundaries to enable incremental upgrades and vendor replaceability.

4. Adopt API-first architectures with versioning and automated testing to ensure controlled evolution.

Companies like Netguru, DEPT, and Codal bring the expertise to guide you through this complexity, but beware
vague promises like “we can do anything.” Demand precise integration plans with documented handoff
responsibilities before signing contracts.

Handling search, payments, CRM, and analytics in composable builds is challenging but manageable—if you treat
it as an ongoing program, not a one-off project. Keep these principles front and center, and your ecommerce
ecosystem will remain resilient, adaptable, and cost-effective for years to come.


