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The problem and the architecture

Al systems have moved from recommending changes to requesting them: prices,
descriptions, SEO fields, product status, collections, and increasingly records in ERP and
other business systems. When the ability to request a change is connected to production
by an API credential, the credential quietly becomes the authority. Whoever holds it,
whether a model, a plugin, a script, or an operator, can make the change real.

CommerceGov is a production-authority control plane for consequential Al and human operational
changes. It sits between an agent’s capability to request a change and the production system'’s
acceptance of it. Agents can have the capability to request a change without possessing the
authority to make that change real.
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FIGURE 1 Production-authority lifecycle: from proposal to evidence

The full lifecycle is:
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FOUR STATES, EACH WITH ITS OWN RECORD
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Capability is not Authority. Authority is not Applied. Applied is not Verified. No state is
inferred from another, and Review is not Approval.
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01 whnat changed

Agent infrastructure has matured quickly. Tool calling and protocols such as MCP and A2A
primarily provide capability, discovery, communication, and invocation. Commerce protocols such
as UCP primarily standardize how agents interact with commerce systems. Payment authorization
systems primarily govern intent and authorization around financial transactions.

These layers answer how an agent reaches a system and how it transacts. They do not, on their
own, answer whether one exact change to production state has been authorized to become real,
or whether production ended up in that state. CommerceGov addresses that question. It is
designed to sit beside these layers, not to replace or compete with them.

02 Why existing controls are not authority

API permissions define what a caller can technically do. They are broad, long-lived, and not
bound to any one change.

Credentials establish who or what is calling. They say nothing about whether this change
is authorized.

Prompts and shape model behavior. They are requests to a model, not a control on what
instructions reaches production.

Workflow record that someone said yes. Unless the approval is bound to the exact
approvals change, it goes stale when the change moves, and it says nothing about

execution or outcome.

Tool access is capability. Granting a tool grants everything the tool can do.

A human in the loop is not the architecture. What matters is that approval binds to an
exact, versioned change, that only a controlled path can act on it, and that the result is
checked afterward.

03 What CommerceGov does

a Proposals carry no authority

Agents, applications, people, and imports submit candidate changes. A proposal is a
request, whatever credentials its source holds.

e Deterministic policy evaluates each proposal

Policy admits, blocks, or routes work for review under current rules. Policy output is
evidence, not approval, and model output is never a substitute for it.
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e Approval binds to an exact change

An authorized human approves a specific decision version, scope, and revision. If the
change moves, the old approval fails closed and must be re-obtained.

° A controlled worker executes only what was authorized
Models, user interfaces, and APIs do not hold the production write capability. The worker
applies the exact authorized mutation.

e Production is read back
After the write, CommerceGov reads authoritative production state and compares it with the

authorized state. A completed write is not treated as a verified outcome. A mismatch
becomes a conflict that requires reconciliation.

e Evidence is kept per mutation
Source, actor, prior state, proposed change, policy result, approval, execution, read-back,
and exceptions form one reconstructable record.

04  Architecture: authority kernel and adapters

The architecture has two layers, and the distinction matters for anyone assessing reuse.

Generic Proposals, the mutation envelope, deterministic policy, authority
authority lifecycle, execution authorization, the verification model, evidence, and
kernel tenant boundaries.

System The production system’s objects, mutation classes, worker, read-back,
adapters and reconciliation. Shopify is the first adapter.

CommerceGov is agent-framework independent. The kernel sees normalized proposals with
provenance, not the framework that produced them. Integrations submit proposals; they do not
receive the worker's production credentials.

CommerceGov governs the path it controls. It does not replace Shopify roles or payment controls,
and it cannot prevent a write made through separate access. It can detect later divergence and
route reassessment.
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05 Whatis implemented today

The four classes below are kept distinct on purpose.

N
Implemented in the repository, and production-proven only for Shopify
The Shopify adapter is the most mature path. Product content, product fields, variant
@ price, and other classes have governed execution paths, with the human approval

boundary retained before Apply. Certified scope is selected and evidenced per
engagement, and implemented classes are not automatically in scope.

Implemented and tested, not production-proven

A second consequential flow, agent-initiated purchase ( commerce.purchase ), which
reuses the kernel's decision and approval lineage. It adds a signed authorization

</> envelope that is re-verified against live authority before any provider call, and a
provider adapter whose Applied result is not treated as Verified until provider evidence
confirms it. The repository also holds a WebMCP tool surface, where proposals enter
Review only, and the receiving side of an AWS agent path, with an advisory
assessment kept separate from deterministic classification.

Demonstrated with external integrations, not production-proven

CommerceGov has also been demonstrated with an OpenAl WebMCP integration, an
AWS Strands and Bedrock agent, and a Google Gemini and ADK agent. Those agent
implementations are in separate repositories, not in this one, and are not presented
here as production-proven or customer deployments.

Planned or illustrative, not implemented

ERP and other business-system adapters, policy-based delegated authority, wiring of
the adapter contract types into the certified paths, and mapping of UCP or A2A onto
the proposal boundary.

This brief does not claim customer adoption, production scale, or endorsement or
partnership by OpenAl, Amazon Web Services, Google, Shopify, or any other vendor.

O6 Where the architecture can expand

Any consequential mutation with an authoritative way to read the result back can, in principle, use
the same kernel. ERP and business-operation changes are the natural next candidates. An adapter
would register its mutation classes and exact scope, provide a controlled execution route, and
supply mutation-scoped read-back, or declare the class unverifiable. Delegated authority within
explicit bounds is a further open design area. Both remain future work.

CommerceGov - Executive Decision Brief - 2026.09 commercegov.io - 5



@ CommerceGov EXECUTIVE BRIEF

O/ Evaluation paths

Explore the governed lifecycle in the sandbox, review the authority boundaries in a demo with the
CommerceGov team, or run the six-week Production Pilot. The pilot is a measurement
engagement on an agreed Shopify workload: weeks 1-2 establish a baseline, and weeks 3-6 run
the workload through the governed path. It is not designed to prove that CommerceGov wins.

PRODUCTION PILOT - SIX WEEKS agreed Shopify workload

Baseline and Governed workload through
[ led comparison the CommerceGov path

FIGURE 2 Production Pilot: six-week measurement model

Any 3-5x operator-capacity figure is a pilot hypothesis, not an achieved result.
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DECISION QUESTION

Can your current architecture prove who or
what authorized this exact change, constrain
how it reaches production, verify that
production matches, and preserve the
evidence?
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