
Choosing the right partner for your commercetools implementation can make or break your digital commerce
transformation. With the surge in popularity of MACH principles and API-first architectures, organizations demand
more than vendor flexibility—they demand architectural ownership and delivery accountability well beyond go-live.

In this post, we’ll take a close look at two leading MACH-compliant agencies, Lab Digital and Netguru, examining
how they fare across six critical dimensions for long-term success with commercetools builds. We’ll also reference
DEPT as a useful benchmark and explore proven patterns around phased migrations, integration discipline, and
delivery posture that separate experimental pilots from scalable MACH deployment frameworks.

Overview: Lab Digital and Netguru at a Glance
Criteria Lab Digital Netguru DEPT (Benchmark) Specialization Dedicated commercetools & MACH consultancy Full-
stack software and product development agency Digital agency with strong MACH and commercetools practice
Public Rating 4.5 / 5 (Clutch, G2) 4.3 / 5 (Clutch, GoodFirms) 4.4 / 5 API-First & MACH Expertise Focus on
composable MACH architectures for retail Experienced in scalable API-first backend & front-end Balanced MACH
& monolith modernization approach Delivery Posture Emphasizes ownership & accountability post-launch Flexible
delivery model, varying client ownership Strong governance & SLAs

1. Architectural Ownership: Who Owns the Stack After Launch?
One frequent delivery pitfall I’ve seen in over a decade of e-commerce platform ownership is a lack of clarity
around architectural ownership post-launch. Many vendors implement customized MACH setups successfully but
then vanish or shirk accountability once the site goes live. This becomes especially problematic in commercetools
projects, where the API-first nature demands clear ownership of integrations, data flows, and extensibility
safeguards.

Lab Digital stands out by explicitly defining their role in the architecture handover. Their documentation and
consulting framework ensure your internal teams or the retained partner own the evolving stack, including:

API integration points with commercetools services

Headless front-end and middleware layers



Cloud and deployment architecture (usually Kubernetes or serverless)

Netguru, by contrast, advocates more flexible delivery structures, ranging from pure build-to-spec models to
managed engagements. While this agility can benefit some delivery scenarios, it inherently creates variable post-
launch ownership outcomes—sometimes leaving clients with unclear responsibilities over crucial integration
components.

Ask yourself this: dept balances this by instituting strong governance models and well-documented slas, but their
size and client mix sometimes delay the final ownership handover clarity.

Why This Matters

Ownership ambiguity after deployment transforms into operational risk—technical debt balloons unexpectedly,
bugs compound, and innovation slows as no single party feels accountable. I always recommend clients demand
clarity on this point upfront to avoid “vendor ghosting” after launch.

2. Delivery Posture and Accountability: Beyond ‘We Can Do Anything’
In talking to teams going through commercetools implementation, I consistently hear frustration with vendors
who give overly optimistic “we can do anything” answers without realistic delivery commitments. This buzzword
soup ultimately leads to missed deadlines, quality issues, and scope creep.

Lab Digital avoids this trap by adopting a disciplined delivery posture. Their composable commerce teams
typically introduce thorough discovery phases, detailed backlog prioritization, and sprint-by-sprint accountability,
coupling agile flexibility with robust scrum governance. Expectations around MVP scope and iterative feature
rollouts are always clearly aligned to client stakeholders.

Netguru

3. Integration Discipline Beats Feature Checklists
In MACH and commercetools deployments, it’s tempting to chase feature checklists populated with flashy front-
end experiences or unique service integrations. But experienced platform owners know that integration discipline
is the real secret sauce to robust MACH architectures.

Lab Digital

Netguru also prioritizes well-engineered APIs but occasionally offers broader product development services that
risk diluting focus on integration best practices, depending on team allocation. DEPT enforces strict integration
discipline via automation testing and deployment pipelines but their approaches occasionally lean more towards
modernization than pure MACH.

Checklist: Key Integration Discipline Practices

1. API contract and schema versioning built into dev cycles

2. Clear SLAs for third-party and internal service integrations

3. Automated end-to-end integration tests in CI/CD pipelines

4. Monitoring and alerting on API latencies and errors post-launch

5. Documentation and training on extension points for internal teams
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4. Phased Migrations to Limit Downtime and Risk
One of my standard rules during MACH deployment frameworks planning is “migrate in phases, not in
monolithic waves.” This approach drastically limits downtime, reduces cutover risks, and enables incremental
learning.

Lab Digital

Netguru

DEPT similarly advocates incremental modernization but balances this with client risk appetite and market
pressures.

5. The Role of MACH and API-First Tools in Both Agencies’
Methodologies
Both Lab Digital and Netguru have embedded MACH principles deeply into their project blueprints, but you
should beware of blanket “headless” claims masquerading as composable commerce knowledge.

Lab Digital

Netguru

When considering long-term agility and speed of innovation, Lab Digital’s pure MACH advocacy often aligns best
with API-first platforms like commercetools.

Summary Table: Lab Digital vs Netguru on Core Build Criteria
Criteria Lab Digital Netguru Architectural Ownership Clearly defined, client-transition focused Flexible but variable
post-launch clarity Delivery Accountability Structured, agile with governance Feature-driven, client must enforce
SLAs Integration Discipline Strong API governance & modularity Good engineering but broader scope Migration
Approach Phased, risk-averse Big-bang or mixed Focus on MACH & API-first Core principle Implemented with
flexibility



Closing Thoughts: Who Should You Choose?
Based on real-world experience, I would recommend Lab Digital for mid-market and enterprise businesses
seeking a strong MACH native partner who prioritizes architectural ownership, methodical integration, and phased
commercetools migrations. Their Lab Digital rating 4.5 isn’t just about client satisfaction—it reflects a disciplined
approach to sustainable MACH and API-first platform delivery.

Netguru

Remember: Tooling alone won’t fix your project’s success. Demand clear accountability, enforce strict integration
discipline, and phase your migration strategically. Align your partner’s delivery posture with your long-term
ownership goals—only then will your commercetools investment yield a truly composable, future-proof commerce
platform.

For anyone embarking on a commercetools build, I always ask: Who owns the architecture after go-live? If the
answer is fuzzy, the risk on your roadmap just increased. Choose wisely.


