
In the competitive world of ecommerce, enterprises need a robust, scalable, and future-proof platform. Shopify
Plus combined with a headless architecture is becoming a go-to solution for retailers aiming for flexibility and
innovation without sacrificing control. Among the agencies navigating this complex landscape, Codal stands out
for their disciplined approach to building headless storefronts and API-driven integrations on Shopify Plus. But
what do they actually build? And how do their solutions compare to other heavyweights like Netguru and DEPT?

Understanding Codal Shopify Plus Projects
Codal works extensively with mid-market and enterprise retailers who want to leverage headless CMS Shopify
setups and API-first integrations that support modular and replaceable components. Their reputation isn’t built on
flashy promises but on delivering measurable, controlled, and maintainable ecommerce ecosystems aligned with
long-term operational ownership.

Scope Discipline: Cost Control Through Modular Builds

One of Codal’s defining traits is disciplined scope management. Replatforming is notoriously tricky — a “simple
rebuild” too often balloons into a 9-month, multi-million-dollar ordeal. Codal sets explicit boundaries early,
focusing on modular scope chunks that map directly to business value and operational readiness. This is crucial
because without modular discipline, the cost and complexity spiral out of control.

Modular storefront components: Codal typically breaks the front-end UX into small, replaceable parts —
think product cards, search filters, checkout flows — built as independent services or components.

API-driven integrations: Back-end systems like inventory, CRM, marketing automation, and finance are
integrated through well-defined APIs, ensuring each system can evolve independently without breaking the
whole stack.

Incremental delivery: They avoid big-bang launches; instead, they aim for incremental releases that unlock
features early and allow business teams to adapt continuously.

Why This Matters for Cost and Risks



Breaking projects into manageable, modular scopes helps eliminate classic “hidden costs” — those integration
surprises and one-off fixes that crop up after launch. Codal’s approach makes sure each part can be owned,
replaced, or upgraded without demanding an overhaul of the entire platform.

Long-Term Ownership vs One-Off Delivery
Many agencies chase shiny one-off deliveries that can’t be maintained without pulling in specialized consultants—
or even worse, multiple new vendors. Codal digs into long-term ownership questions starting day one. Who owns
this in year two, three, and beyond? Who handles bug fixes, security patches, and new feature requests?

Their answer: build systems with clear ownership boundaries and handoff frameworks tailored for internal
teams or third-party maintenance partners. This contrasts sharply with vague one-off promises like “we can do
anything,” which often leave clients stuck with fragile stacks and expensive vendor lock-ins.

Examples of Codal’s Ownership-Focused Deliverables

Clean API documentation and governance policies, making integrations transparent and updatable by internal
or external developers.

Training and knowledge transfer emphasizing operational handover, not just project completion.

Design decisions anchored in scalability and replace-ability over flashy but brittle customizations.

Clear System Boundaries and Replaceability
Codal is firm about defining clear boundaries between systems. In headless Shopify Plus projects, you’re typically
looking at:

1. The headless storefront layer — React, Vue, or Next.js front-end decoupled from Shopify's native Liquid
themes.

2. The Shopify Plus backend — APIs for order management, product catalogs, and checkout.

3. Third-party services — analytics, personalization engines, CMS, search, and payments.

Instead of stitching these parts together in a fragile monolith, Codal builds with replace-ability in mind. Changing a
CMS or upgrading a personalization API should never require an $800K rewrite or months of regression testing.
Each module speaks via well-defined contracts.

Lessons from Other Agencies: Netguru & DEPT

Netguru and DEPT are major players in the headless ecommerce agency arena, known for ambitious end-to-end
builds. They both emphasize user experience and digital craftsmanship but sometimes stretch scope with
ambitious “do-it-all” proposals. Codal’s subtle difference is their sharper focus on operational clarity and cost
containment through strict modular scope discipline.

For example, DEPT might pitch a complete microservices overhaul tied to a large vendor ecosystem; Codal might
propose starting smaller: decouple the most painful pain points first, build reusable API-driven integrations, and
scale from there.

API-First Architecture and Controlled Evolution
At the core of Codal’s approach is API-first architecture. Shopify Plus’s rich REST and GraphQL APIs allow Codal
to stitch decoupled services into a cohesive experience without sacrificing agility.



API-driven integrations: Codal ensures new tools plug directly into Shopify via APIs—Not through
convoluted one-way data dumps or custom middleware only they understand.

Controlled evolution: This architecture lets brands add, swap, or upgrade modules without locking
themselves in or destabilizing user experience.

Versioning and governance: Codal helps clients implement API versioning strategies and governance
policies, key to avoiding headless maintenance nightmares.

Why API-First Matters for Retail

Retail demands rapid feature iteration, omnichannel consistency, and integration with ever-changing marketing
stacks. An API-first strategy aligns with these demands by making every component in the headless ecosystem
modular and reactive to business needs.

Summary: What Do Codal Shopfiy Plus Headless Builds Look Like?
Feature Codal Approach Benefit Scope Management Modular, incremental delivery with explicit boundaries Cost
control and lower post-launch hidden expenses Ownership Model Focus on handoff and long-term maintainability
Clients retain independence and reduce vendor lock-in System Architecture Clear separation between headless
storefront, Shopify backend, and third-party systems Parts can be replaced or upgraded independently API
Strategy API-first with emphasis on governance and versioning Supports controlled evolution and integration
agility

Final Thoughts
Choosing a partner for a Shopify Plus headless rollout means more than picking an agency with technical chops. It
demands vendors who appreciate the economics of scope, the realities of long-term ownership, and the necessity
of clear system boundaries.

Codal distinguishes itself by balancing these dimensions, offering ecommerce teams a roadmap for scalable,
maintainable, and cost-controlled headless ecosystems. If you’ve seen agencies like Netguru or
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2026/ DEPT shoot for moonshots, Codal is the grounded choice that pragmatically builds for what comes next—
without leaving a “hidden costs” trap behind.


