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upgrade cycles frequently force
businesses to adapt their operations
to the limitations of their technology
rather than the other way around.

Composable commerce represents

a shift toward modular, service-
oriented architecture. Instead of
depending on a single monolithic
platform, enterprises assemble

their capabilities from modular
services connected through APIs and
designed fto evolve independently.

Built on MACH principles,
composable commerce architecture
enables organizations to modernize
incrementally while maintaining
operational stability.

Drawing on industry research
and the experience of VRIZE
supporting enterprise commerce
tfransformations, this whitepaper
explores how composable
architecture fransforms the

to implement it successfully

Ultimately, composable commerce
is more than a technology shift. It is
a strategic step toward reclaiming
ownership of the commerce stack

and the freedom to evolve it on the
enterprise’s terms.

Digital commerce is entering a new
phase of maturity. As customer
expectations accelerate and

digital channels multiply, the ability
to evolve commerce capabilities
quickly has become a strategic
differentiator. Traditional
platform-centric architectures,
designed for stability and scale,
increasingly struggle to keep pace
with the speed of experimentation
modern commerce requires. This shift
is driving enterprises to rethink not
just their commerce platforms, but the
architecture and operating models
that support them.
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indicates increasing enterprise
adoption of modular, API-driven
commerce architectures to improve
agility and long-term ROI.
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igital commerce platforms relationship between businesses and This perspective is informed by
are often positioned as the platforms they depend on. enterprise commerce transformation
enablers of flexibility, [t examines: programs across retail and B2B
scalability, and conftrol. In . The architectural foundations environments, where architectural
practice, however, platform-centric of composability constraints have had a directimpact
architecture frequently constrain , . , on speed of innovation, operational
how and when enterprises can « Thebusinessimpactit enables flexibility, and long-term Key ta keawqys
evolve their commerce capabilities. « The contexts where it delivers the cost structures. .
Vendor-controlled roadmaps, tightly greatest value Industry research, including findings _ for enterprlse
coupled architectures, and complex . The operational discipline required from the MACH Alliance (2025), quders

o Platform ownership determines
innovation speed

« Monolithic platforms slow
experimentation and
differentiation

« MACH architecture enables
modular evolution of commerce
capabilities

« Integration and governance are
essential for composable success

« Composable adoption should be
incremental rather than disruptive
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A recurring pattern in digital commerce
implementations is that platform vendors retain
significant control over the product roadmap.

Businesses spend years and millions adapting
their operations to software logic, building
workarounds, waiting on vendor release cycles,
and negotiating customizations that should
have been standard from day one.

Composable commerce challenges that model.
At its core, it’s about reclaiming control and
changing the balance of power between
enterprises and the platforms they depend on.

So what does it actually mean to own your
commerce stack?

Not simply hosting infrastructure, but controlling
how the platform evolves, how capabilities are
deployed, and how customer experiences

are delivered.

Thatidea sits at the heart of composable
commerce architecture, the contexts where it
works best, the organizational capabilities it
demands, and the opportunities it creates for
companies ready to rethink how their commerce
platforms are built.
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The cost of a monolithic commerce platformis Vendors understand this, and pricing often
rarely what appears on a contract. Licensing, reflects it. Negotiating leverage fades, and
implementation, and maintenance are just the innovation begins to stall.
visible expenses. Monolithic platforms are designed for the
Thereal cost lies in how these platforms average use case. They serve the broad
determine how organizations operate and how market well but rarely support the kind of sharp
quickly they can move. differentiation modern commerce demands.

The real cost of monolithic commerce
platforms is not licensing or infrastructure.

Itis the loss of architectural freedom, the
ability to evolve capabilities at the pace
of the market rather than the pace of a
vendor roadmap.

The release cycle problem

A retailer identifies an opportunity: a new
personalization engine, a better checkout flow,
or real-time inventory integration.

In a monolithic system, that idea is placed

in a queue. It sits alongside every other
customization request, platform upgrade, and
compliance update. Weeks turn into months,
and by the time the feature finally arrives, the
market has already moved on.

Lock-in premium

Once an enterprise has spent years building
integrations, customizations, and internal
expertise around a monolithic platform,

switching becomes extremely difficult. - P
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MACH Architechture

Composable commerce architecture is built on
asimple premise:

A commerce system should be assembled from
the best available components, not inherited

1. Microservices-based

Each capability, such as search, checkout,
payments, inventory, or promotions, runs as its

Microservices API-First Cloud-Native Headless i own independent service.
from a single vendor. .
) _ A change to the payment service does not
Instead of a single large platform handling affect the search engine and vice versa. Each
, everything, the system consists of specialized function has clear boundaries, ownership, and
Catalog Virto modules S Storefront services that work together through its own release cycle.
CeliniEes well-defined integrations. The technical
foundation of this approachis commonly 2. APIl-first
described through the MACH principles. . .
. Every service communicates through
Storefront MACH architecture enables modular well-defined APIs. These APIs act as the
commerce through:
Virto Other v ‘ contracts that connect the system.
commerce  modules o Microservices Because each component interacts through
N ' é « API-first connectivity these interfaces, services can evolve
ecurity § o independently without tightly coupling release
« Cloud-native infrastructure . . .
cycles. However, this also requires consistent
« Headless experiences APl governance, versioning strategies, and
Third—pgrty Beckane In practice, composable architectures are monitoring to avoid fragmentation over time.
aplication often implemented using event-driven patterns, 3. Cloud-native
— where services communicate asynchronously . . .
—T through messaging systems. This introduces Serwces runvm the.clouol, allowing 'Fhem to scale
/> considerations such as eventual consistency, easily, remom.ovcnloble across regions, and be
distributed transaction management, and the updated continuously.

MACH architecture enables modular commerce through microservices,
API-first connectivity, cloud-native infrastructure, and headless experiences.
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need for robust observability across services.

Infrastructure abstraction enables teams to
focus on service development, while platform
capabilities such as auto-scaling, fault
tolerance, and regional distribution support
operational resilience.
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4. Headless

The customer experience layer
is separated from the underlying
commerce logic.

Brands gain the freedom to design
richer experiences across web,
mobile, and emerging channels
without being constrained by
back-end architecture.

Together, these principles transform
commerce from a fixed platform
into a flexible architecture. Instead
of waiting for a vendor roadmap,
organizations can evolve individual
capabilities and realize the benefits
of composable commerce much
earlier in their transformation journey.
This shift reflects the broader move
toward modular digital engineering
ecosystems, explored further in our
related insight on building resilient
digital engineering capabilities.
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When commerce capabilities are modular, 2. Best-in-class at every layer

Independently deployoble, and connected Speed to Market across development stages Organizations can choose the strongest
through APIs, the impact extends far beyond

the technology stack.

solution for each capability: search, promotions,

. ) . payments, and content.
In practice, thatimpact shows upin

. Not simply the feature bundled within a
five key ways.

larger platform.

1. Speed to market 7 3. Surgical upgrades

Deployment cycles can shift from coordinated
quarterly releases to continuous or
near-continuous delivery at the service level.
Teams move at their own pace instead of

Underperforming components can be

6 — replaced without rebuilding the entire system.
Improvements happen incrementally rather
than through disruptive platform migrations.

waiting for a platform vendor’s timeline. 5 —
£ 4. Long-term cost discipline
0 4 — . .
o Composable systems require upfront investment
i inintegration and architecture. They reduce
o -
e 3 dependency on periodic full-platform
= replatforming efforts, which are typically

associated with high migration costs and
operational disruption.

5. Strategic optionality

'| —
New channels, technologies, and business
l models can be integrated as they emerge.

0
Prioritization Design Integration Testing Deployment The orc.:h|.tectu.re enobles'mtegrotlon F’f new )
capabilities without requiring systemic redesign,

I -— giving organizations the flexibility to respond to
‘- Monolithic Platform = Composable Commerce shifts in the market.

Composable architectures accelerate speed to market by reducing integration and
testing bottlenecks across the development lifecycle.

13 | Composable Commerce: How enterprises reclaim platform ownership
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Composable architecture is not universally
optimal for every organization. But in specific
operating contexts, it is certainly transformative.

Multi-brand and multi-region
retailers

Organizations managing multiple brands
across regions often require shared operational
services while maintaining differentiated
customer experiences at the brand level.

Composable architecture helps resolve this
tension. Core services such as inventory,

order management, and fulfillment can be
centralized and shared across the organization.
At the same time, experience layers such as
storefronts, personalization, and content can be
tailored for each brand or region. Each brand
maintains its identity without duplicating the
entire technology stack.

B2B commerce with complex
commercial logic

Business-to-business commerce operates very
differently from consumer retail. Custom pricing
tiers, contract-specific catalogs, approval
workflows, and multi-party order management
are often standard requirements.

Monolithic platforms built primarily for

consumer commerce tend to treat these needs
as edge cases, while composable systems take
a different approach. They allow organizations

to build the commercial logic their business
actually requires instead of forcing those
processes into a framework designed for a
different market.

Direct-to-consumer brands
competing on experience

Direct-to-consumer brands compete primarily
on the quality of the customer experience.
Personalization, speed, and consistency across
every touchpoint are not optional but are
central to the brand itself.

Composable architecture gives these
companies the freedom to experiment with
new customer journeys, launch new channels
quickly, and refine the experience without
waiting for platform limitations to catch up.
That flexibility allows them to create the kind
of differentiated experiences that drive loyalty
and retention.

Enterprises modernizing legacy
infrastructure

Large enterprises often carry the weight of
legacy commerce platforms that have evolved
over many years. Replacing these systems all at
once can be risky, expensive, and disruptive.

Composable commerce enables a different
path. Instead of a single large transformation,
organizations can modernize incrementally.
The most constrained capabilities are replaced

15 | Composable Commerce: How enterprises reclaim platform ownership

first,and new services are integrated alongside
existing systems. Over time, the architecture
evolves without requiring a full platform reset.

The resultis steady progress rather than a
high-risk transformation project.
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Any discussion of composable commerce has to
acknowledge what it demands. Organizations
that treat it as a simple technology upgrade
often run into unexpected friction.

Composable systems provide flexibility

and control, but they also introduce new
responsibilities as well as complexities. Success
depends not just on the architecture itself,

but on the discipline with which itis designed,
integrated, and managed.

1. Architectural discipline
is non-negotiable

Distributing capabilities across multiple
services introduces new risks. Data consistency
across distributed services becomes a key
challenge, particularly in scenarios requiring
synchronization across inventory, pricing, and
order management systems. Poorly designed
APl calls can oftenintroduce latency, and as
services multiply, security becomes harder to
manage, and monitoring the system grows more
complex. These challenges are manageable,
but only with strong architectural governance.
Without clear standards and oversight,
distributed systems can become more difficult
to manage than the monolith they replaced.

2. Integrationis a strategic capability

APIs work as the connective tissue of a
composable system. If they are poorly
designed, inconsistent, or unsupported by
strong middleware, the entire architecture
becomes fragile.

Integration cannot be treated as a

one-time implementation effort but must

evolve as a continuous capability supported

by middleware, APl management, and
observability frameworks. Itis an ongoing
capability that organizations must build and
maintain, whether internally or through a trusted
systems integration partner.

3. Organizational structure must evolve

Composable commerce works best when
business and technology teams operate as
unified product teams rather than separate
groups. When cross-functional teams take
ownership of specific services, they can

build, deploy, and improve those capabilities
independently. Organizations that keep strict
silos between IT and business functions often
struggle to capture the speed and flexibility that
composability is meant to deliver.

4. Vendor orchestration is a
leadership function

A composable ecosystem typically involves
multiple technology vendors, each with its

own roadmap, priorities, and commercial
interests. Managing that ecosystem is not just a
procurement exercise but also requires active
leadership. Leaders, therefore, need to evaluate
vendors not only on product capability, but also
on the quality of their APIs, the maturity of their
ecosystem, and their potential as

long-term partners.
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Implementation Principles for
Composable Commerce

Organizations that successfully adopt
composable commerce typically follow several
quiding principles:
« Start with the highest-friction capabilities
where platform constraints
limit differentiation

« Build astrongintegration layer early to
ensure system resilience and interoperability

« Adopt product-oriented teams responsible
forindividual services

« Establish architectural governance
to maintain consistency across
distributed systems

« Modernize incrementally rather than
replacing the entire platform

O
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The future of digital commerce

is becoming increasingly clear.
Organizations are operating
across more channels, delivering
deeper personalization, responding
to customersinreal time, and
embeddingintelligence into

every interaction. Al-driven
recommendations, conversational
interfaces, and immersive or
augmented shopping experiences
are rapidly moving from
experimentation to expectation.

As aresult, the commerce layer is
becoming one of the most dynamic
and strategically important surfaces
in the enterprise technology stack.

Capabilities like these cannot
depend on a monolithic platform
release cycle but require the freedom
to integrate specialized services,
connect new data sources, and
experiment quickly without putting
the core system at risk. Composable
architecture makes that possible.

For organizations beginning this
journey, the shift does not require

a single dramatic transformation.
The most successful composable
commerce programs evolve step by
step, starting with clear priorities.

Composable Adoption Journey

Evolving from legacy constraints to flexible, modular commerce

Legacy Identify Decouple Modernize Fully

Monolith Friction Experience Capabilities Composable

Slow, rigid, Pinpoint key Go headless, Replace high Scale, innovate,

locked-in pain points start small friction services adapt continuously

1. Limited agility 1. Experience 1. Storefront 1. Payments 1. Al&data

2. High costs 2. Speed 2. CMS 2. Catalog 2. New channels

3. Vendor control 3. Cost 3. Search 3. Orders 3. Global expansion
Faster Greater Lower }@ Strategic
Innovation Control TCO Flexibility

Composable commerce is typically adopted incrementally by decoupling experiences, modularizing capabilities, and evolving the architecture over time.

19 | Composable Commerce: How enterprises reclaim platform ownership
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The first step is identifying the capabilities
where platform constraints are creating the
most friction. These are often the areas where
organizations lose speed, differentiation, or
revenue. From there, many organizations begin
by decoupling the customer experience layer.
A headless approach further allows teams to
innovate on the front end while maintaining
stability in the underlying systems. It delivers
early value and builds confidence in the
composable model.

Over time, the most constrained back-end
capabilities can be replaced incrementally.
New services are introduced alongside

existing systems, supported by a strong API

and integration layer that gradually becomes
the backbone of the architecture. Equally
important is the operating model that supports
this architecture. Composable systems work
best when cross-functional product teams take
ownership of specific services and evolve them
continuously. Additionally, technology decisions
and organizational structure must also

move together.

From an implementation perspective,
composable commerce represents both an
architectural and organizational shift requiring
alignment between technology decisions

and operating models. Rather than pursuing
large-scale platform replacement, we help
enterprises modernize progressively.

Our focus is on addressing the highest-friction
capabilities first, establishing strong integration
foundations, and building the governance
needed to manage a distributed ecosystem of
services and vendors. Over time, architecture
becomes more flexible, more resilient, and
better aligned with the pace of innovation.

Composable commerce is not a quick sprint but
an architectural evolution that unfolds over time.
Organizations that approach this transition with
clear priorities, disciplined governance, and a
commitment to incremental modernization will
build capabilities that grow stronger with

each iteration.

In a digital economy where customer
expectations and technologies evolve
continuously, the ability to adapt has become
one of the most valuable capabilities an
enterprise can possess. The long-term value of
composable commerce lies not only in technical
flexibility but in enabling enterprises to evolve
their digital capabilities independently of
vendor-controlled release cycles. Enterprises
that build this architectural agility today will be
better positioned to innovate, differentiate, and
compete in the next generation of

digital commerce.
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