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Executive summary

Commerce operations are increasingly distributed across people, agencies, applications, Al systems, spreadsheets, and
internal tools. Shopify access makes work possible, but access alone does not answer whether one specific production
change is current, reviewed, approved, safe to execute, and verified afterward.

CommerceGov supplies that missing operating layer: Production Authority. It sits between proposed operational change
and Shopify production, preserving a clear path from proposal to policy, human review and approval, controlled production
change, verification, and evidence.

Category: CommerceGov is a Production Authority control plane. CommerceGov governs production authority inside
the access Shopify already grants. It does not replace Shopify RBAC.
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— Verification _ Evidence

1. The operating problem

An agency may coordinate multiple Shopify stores, multiple operators, client stakeholders, specialist applications, imports,
and Al-assisted workflows. Without one governed path, production work fragments across tickets, spreadsheets,
messages, app screens, and direct edits.

The cost appears as coordination overhead: finding the current request, confirming store and field scope, reconstructing
what was reviewed, checking who approved it, resolving collisions, repeating work after drift, and proving the production
outcome. More proposal capacity can increase this pressure if it also increases review queues and uncontrolled production
paths.

The problem is not simply that many systems can create content. It is that technical access, operational intent, and
authority to change production are often treated as the same thing.

2. Access is not Production Authority

Access is what a person or system can technically reach or perform within the Shopify access already granted. Production
Authority is whether a specific production mutation may proceed under current policy, state, operator authority, review,
approval, and execution conditions.

A credential does not make a proposal authoritative. A review does not approve a change. Approval does not prove
execution. A completed write does not, by itself, prove the intended governed state is visible in production.

CommerceGov does not promise to prevent every direct Shopify write performed outside its controlled path. It governs the
path it controls and can use later external-change evidence to trigger reassessment or reconciliation.

3. The CommerceGov operating model

The operating model is deliberately simple:

Proposal -> Policy -> Review -> Approval -> Controlled production change -> Verification -> Evidence
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Proposals may come from Al, apps, operators, spreadsheets or imports, and internal systems. Policy evaluates the current
context. A human reviews the current change and provides attributable approval. CommerceGov admits the exact
governed work, executes it through a controlled worker path, verifies the governed result against authoritative Shopify
readback, and preserves evidence.

The boundaries stay intact:
Proposal is not Authority.
Review is not Approval.
Approved is not Applied.

Applied is not Verified.

If a material change supersedes the reviewed or approved decision, stale authority fails closed and the current change
must be reassessed.

4. Why it matters for agencies

Coordination

Operators work from one attributable lifecycle instead of reconstructing intent across disconnected tools. Store
assignments and current workflow context stay explicit.

Rework

Exact change identity, current-state binding, controlled execution, and verification make conflicts visible earlier and make
exceptions easier to reconstruct. The pilot measures rework; it does not assume rework will reach zero.

Bounded authority

Agency membership, operator role, assigned store, current decision, approval, policy context, and existing Shopify access
all matter. Adding a store, source, or operator does not silently expand authority elsewhere.

Operational capacity

The operating model is designed to let proposal volume and store count grow without multiplying informal approval and
direct-write paths. Capacity is measured as verified governed work under the participant's constraints. A 3-5x capacity
figure, if used in pilot planning, is a target or hypothesis - not an achieved CommerceGov result.

Verification

CommerceGov distinguishes a write attempt from a verified governed production state. Verification is scoped to the
approved mutation and supported observable collateral invariants; it is not a universal whole-object claim.
Evidence

The participant can trace the source and actor, prior state, proposed change, review, approval, controlled execution,
authoritative verification, and conflicts or recovery actions supported by the selected scope.

5. Agency, operators, and assigned stores
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AGENCY

organizational context

OPERATORS

roles + assigned stores

STORES

policy context + exact authority

EVIDENCE

store-scoped, agency-visible

The agency provides the organizational context. Operators receive explicit store assignments and effective authority for the
requested operation. Each store retains its Shopify credentials, resource state, failures, and mutation boundary. Shared
operating policy can coexist with store-specific context and supported exceptions.

This is a multi-store model without assuming a fixed number of stores or operators. Demo configurations and internal
calibration datasets do not define the production operating model.

6. Six-week Production Pilot

The Production Pilot is a six-week measurement engagement on an agreed Shopify workload.

Weeks 1-2 - Baseline and controlled comparison

Define the workload, starting conditions, roles, measurement rules, and evidence boundary. Observe the comparison
process under equivalent conditions where practical.

Weeks 3-6 - Governed workload

Run the agreed workload through Proposal, Policy, Review, Approval, controlled production change, Verification, and
Evidence. Record exceptions and environmental differences rather than forcing a favorable outcome.

The measurement boundary is Work released / Proposal received -> Verified production state.

TIME REWORK CAPACITY AUTHORITY VERIFICATION

elapsed + effort correction + repetition verified governed work correct path + scope outcome evidence

The pilot is not designed to prove that CommerceGov wins. It produces operational evidence across five pillars: TIME,
REWORK, CAPACITY, AUTHORITY, and VERIFICATION. Internal calibration counts such as a particular number of
products or mutations are not universal pilot requirements.

7. What evidence the participant receives

The evidence package is calibrated to the agreed mutation and pilot scope. It can include:
defined workload and measurement boundary;
proposal/change identity and source;

actor, review, and approval lineage;
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store and mutation scope;

controlled execution and writeback records;

verification evidence for the governed change;

exceptions, conflicts, retries, and reconciliation actions;

comparative measures for time, rework, capacity, authority, and verification.

Results are participant evidence, not a guaranteed ROI, zero-error promise, or extrapolation from local engineering
throughput.

8. Evaluation paths
Sandbox

Explore the governed lifecycle in a controlled, non-production environment without connecting a client store.

Demo

Review the operating model, authority boundaries, and a representative workflow with the CommerceGov team.

Production Pilot

Run the paid six-week measurement engagement on an agreed production workload, with defined scope, roles, controls,
and success measures.

Decision question: Does your current operating model prove who authorized the current change, constrain how it
reaches production, verify the governed result, and preserve evidence across every assigned store?

CommerceGov provides an evaluation path from concept to operational evidence without assuming the outcome in
advance.
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