
Choosing the right composable commerce partner is a fingerlakes1 make-or-break decision for enterprises
wrestling with complex B2B pricing and catalog management. If your project involves ERP-driven pricing, sprawling
B2B catalog management challenges, and demands a flexible B2B ecommerce architecture, you’re not just looking
for a vendor—you need a strategic collaborator.

In this post, I’ll break down what to expect, what to avoid, and who to seriously consider. I’ll also explain why
certain approaches get stuck mid-build, why “do-it-all” promises frustrate operations, and how to keep costs
predictable through modular scope discipline.

Why Complex B2B Pricing and Catalogs Are a Different Animal
Compared to standard retail ecommerce, B2B commerce has layers of nuance that are often glossed over in
agency pitches or flashy demos. Here are the key challenges:

ERP-Driven Pricing: Your pricing rules often live in ERP systems with real-time updates that must flow
instantly to the front end.

Massive, Nested Catalogs: Thousands of SKUs organized across multiple hierarchies, with customer-specific
product visibility.

Pricing Variability: Volume tiers, contract-specific discounts, negotiated price lists that can’t be hardcoded.

Operational Complexity: Your sales and fulfillment teams rely on up-to-date, accurate product and price
info linked across multiple systems.

These demands call for a composable commerce architecture that’s API-first, cloud-native, and modular enough to
evolve without costly rebuilds.

What Good Composable Commerce Partners Bring to the Table
A part of my ongoing list of what goes wrong is vague commitments and unclear responsibility. Good partners
demonstrate discipline in five key ways:

1. Modular Scope Discipline for Cost Control

Breaking down work into clear, replaceable modules means you don’t pay for a monolith. A smart partner
helps you prioritize MVP scope around your most complex ERP-driven pricing or catalog logic first and plans
successive releases for enhancements.

2. Long-Term Ownership vs One-Off Delivery

They don’t disappear once dev is done. Good partners ask, “Who owns this in year two?” and build with
maintenance and evolution in mind, not just a flashy launch.

3. Clear System Boundaries and Replaceability

Expect clean integration points—especially with your ERP and catalog management systems. This makes it
easier to swap out or upgrade parts without taking down the whole service.

4. API-First Architecture and Controlled Evolution

Your facade (headless storefront) isn’t tightly coupled to backend logic. Using API-driven integrations means
you can confidently evolve pricing rules or catalog filters without breaking UX or backend workflows.
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5. Operational Realism

No ignoring the actual ops teams who handle orders and pricing updates daily. The best partners bring
operational workflows into design sessions rather than presenting a perfect-but-nonexistent “stack diagram.”

Composable Commerce Partners Worth Your Close Look
Here’s how three top-tier digital partners stack up when it comes to supporting complex B2B ecommerce
ecosystems:

Partner Strengths Typical Engagement Approach To Complexity Netguru

Strong engineering-led delivery

Deep experience integrating ERP systems

API-first mindset, embraces modular composability

Full replatforms and ongoing managed evolutions for enterprise B2B Focus on disciplined scope breakdown,
rigorous API boundary definitions DEPT

Creative and technical hybrid teams

Known for customer experience-driven headless storefronts

Strong focus on smooth catalog management UX

Midsize to large scale composable architectures emphasizing frontend flexibility Advocate for “controlled evolution”
so catalog and pricing features can be iterated post-launch Codal

User-centric design expertise

Experience solving complex rule engines for pricing

Good with orchestrating multi-vendor integrations

Proof of concept to full-scale releases; specializes in defining system boundaries clearly Focus on operational
realism—makes sure solution fits day-to-day user workflows

Balancing Cost and Complexity with Modular Scope
The biggest hidden cost in B2B replatforms is scope creep triggered by “we can do anything” promises. If you
don’t ruthlessly modularize your scope upfront, you will quickly find yourself buried in scope bloat and ballooning
budgets.



Here’s the blunt truth: prioritize the three most complex pricing/cataloging business rules and nail those first.
Leave enhancements and ancillary features to a second phase. This approach:

Makes cost estimation far more reliable

Ensures faster delivery of business value

Keeps technical debt and operational surprises minimal

Netguru and DEPT have demonstrated this scoping discipline repeatedly: their teams insist on breaking complex
B2B ecommerce into clear, incremental modules with transparent dependencies.

Long-Term Ownership: Avoid the “Throw It Over The Wall” Trap
Why do some composable commerce initiatives crash post-launch? Because no one owns it. When vendors deliver
a “finished” platform and vanish, maintenance plagues IT and ops teams, and ROI tanks.

Codal shines here with a clear mindset: build not just for launch, but for year-two, year-three, and beyond. In
every meeting, they ask, “Who owns this feature next year?” and set clients up with proper governance and
documentation.

API-First Architecture: The Backbone of Replaceability
At the heart of scalable B2B ecommerce architecture lies API-first design. Why? Because the business will inevitably
need to swap out pricing engines, product data sources, or even storefront frameworks.

Partners like Netguru champion headless storefronts connected through tightly controlled API contracts. This
generates clear system boundaries that reduce risk when replacing parts or adding new integrations.

Putting It All Together: What Your Partner Checklist Should Cover
1. Do they insist on modular scope with clear deliverables and no “everything at once” pledges?

2. Are they committed to long-term ownership post-launch? Do they ask “Who owns this in year two?”

3. Do they build with clear, documented system boundaries, especially around ERP-driven pricing and
catalog management?



4. Is their approach API-first and designed for controlled evolution rather than brittle operating
models?

5. Have they demonstrated operational realism by engaging actual users and daily workflows during
design and testing?

Final Thoughts
When it comes to complex B2B ecommerce projects—particularly those involving ERP-driven pricing and sprawling
catalog management—a partner isn’t just a checkbox vendor.

You need collaborators who embrace scope discipline, API-first architecture, and long-term ownership, who can
translate your operational complexity into manageable, replaceable modules, and deliver headless storefronts that
evolve with your business.

From my experience, Netguru’s engineering rigor, DEPT’s creative & technical blend, and Codal’s operational
insight are three vendors worth engaging early. Ask tough questions about system ownership, modularity, and
API integration upfront—resist vague “we can do anything” promises—and you’ll save yourself months of
frustration and unexpected costs down the road.

Questions or experiences managing complex B2B pricing and catalogs? Drop a comment or reach out—let’s talk
shop.


