
AI and the Merchant’s Journey
More than Backbook Readiness and Bot Detection

Melissa Shields:  Head of Payments Strategy, VGS

Brian Cullen: Payments Risk Strategist, Sony Playstation
Matt Bethel:  Director, Payments StrategyLVMH

Your source for payments education



Agentic commerce will progress through five 
maturity levels

Human In the Loop Fully Autonomous

Level 1-2

Assistance

Agent recommends; 
human manually checks 
out.

Level 3

Supervised Executor

Agent checks out 
autonomously within strict 
user-approved budgets.

Level 4

Intent Steward

Agent manages ongoing 
subscriptions and loyalty 
optimizations.

Level 5

Multi-Agent

Autonomous agents 
negotiating and transacting 
directly (A2A).

We Are 
Here
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● No indication of Agent 
interaction

● Virtual Card or 
PAN

● Bot detection may 
decline

● Non-reusable token or 
indication for COF 
storage without 
identification of PAN

Low infrastructure/Low control
High degree of infrastructure/More 

control

The Merchant Commerce Surfaces - It’s about the 
data…Complexity, control and  agent/channel ownership are heavily correlated  

AGENT SCRAPE

Custom Agent-ready 
eComm entry point

● MCP/ACP browsable 
Catalogue

● Front-End: A 
browser-use 
agent autofills

● Back-end: Allow or 
whitelist agents

● Agentic Token or PAN
● Token Swap (VI)

AGENT READY

UCP is built-in natively to 
Gemini and Google’s 

Merchant Center

● Front-End and 
Backend: Google’s 
UCP and AP2 
Protocols 

● Google allowed COF 
or payment (no new COF 
Storage)

GOOGLE UCP

ACP is built-in natively to 
ChatGPT Apps and soon 

ChatGPT Agent

● Front-End and 
Backend: OpenAI’s 
ACP Protocol 

● Chat wallet or exposed 
wallet

● Prompt history
● Agentic Token or PAN 

(eComm?)

CHAT APP

Merchant owned Agents

Browse directly or 
respond to other agents
● Merchant Owned Model 

Context Protocol 
(MCP)

● Machine Payments 
Protocol (MPP)

● Cloudflare x402 
● NT, eComm or Agentic?

A2A/
MERCHANT AGENT

?

Locally Hosted Agents Operating On-Behalf-Of Humans | e.g. OpenClaw
OR
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Agent 
Identification

Inventory Access

Intent

Network Rail 
Availability 

Owned Merchant 
Workflows

Custom Agent-ready eComm 
entry point

ACP is built-in natively to 
ChatGPT Apps and soon 

ChatGPT Agent

UCP is built-in natively to 
Gemini and Google’s 

Merchant Center

Merchant owned Agents to 
respond to inquiries

AGENT SCRAPE AGENT READY GOOGLE UCP CHAT APP
A2A/

MERCHANT 
AGENT

?

Low infrastructure/Low control
High degree of infrastructure/More 

control

The Merchant Commerce Surfaces - It’s about the 
data…Complexity, control and  agent/channel ownership are heavily correlated  
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The Push Towards Owned Solutions.  What issues 
remain?

Customer Identity = LTV 

Opening external rails to loyalty is 
risky vs. using owned agent to pull 
available rewards. Securing ledger 
access for agent availability adds 
another layer of complexity.

Upsell management based on 
internal algorithms vs. external 
LLMs.  Who knows the customer 
better?

LOYALTY MARKETIN
G

How do we drive pricing optionality, 
dynamically, based on incoming agent 
channel if source data is limited for 
referral?

Cart mandates can cause increased 
privacy concerns due to contents 
now being shared downstream.  Do 
your T&Cs cover this?

PRICING Privacy
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Agentic Tokens:  Common Features & Elements

User ID & 
Verification 
e.g. Passkeys

Four Elements of 
an Agentic 
Network Token

Consumer Mandates
e.g. Purchase Limits

Network 
Token 

Agent
ID

Multi-Transaction 
How many transactions can be 
performed on a single token

Token Swap
Ability for card on file 
merchants to replace token for 
subsequent transactions

Consent Model
Architecture & Policy layer built 
directly into the token (pre-set 
guardrails for the transaction)

Cart Data
What explicitly was purchased, 
 the price and units

Agent Trust ID
Validation used by the 
networks to confirm 
knowledge of operational 
agent

Liability Shift 
Requirement to shift 
liability to issuer or 
not based on set of 
criteria

AGENTIC NETWORK 
TOKEN
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The Merchant Commerce Surfaces:  Architecture & Controls
How VIC, Agent Pay, and ACE differ in structure, consent, and transaction control

               VIC           Agent Pay               ACE

Consent model 
(Cryptogram) Intent Parameters MCC + amount cap

Category-scoped Intent Binding

Cart data Full SKU + price
Line-item hash

Encrypted: Full SKU + Price
Line-item 

Cart Manifest
Mapped to NL prompt

Liability shift In Planning In Planning Yes ✓
LLM risk assessment

Multi-transaction No
One use per token

Yes ✓
Until cap reached

No
EXHAUSTED on approval

Token swap Yes (planned)
VIC → Merchant token Not published Not published

Trust handshake Agent Attestation
HTTP Msg Signature

DSP ID + Passkey
IETF RFC 9421 Partner Registry

PAR
No
It can be derived upstream from the 
underlying token

Yes ✓ TBD
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The Merchant Commerce Surfaces:  Architecture & Controls
Where are they in practice today?

               VIC           Agent Pay               ACE

Consent model 
(Cryptogram) Intent Parameters MCC + amount cap

Category-scoped Intent Binding

Cart data Full SKU + price
Line-item hash

Encrypted: Full SKU + Price
Line-item 

Cart Manifest
Mapped to NL prompt

Liability shift In Planning In Planning Yes ✓
LLM risk assessment

Multi-transaction No
One use per token

Yes ✓
Until cap reached

No
EXHAUSTED on approval

Token swap Yes (planned)
VIC → Merchant token Not published Not published

Trust handshake Agent Attestation
HTTP Msg Signature

DSP ID + Passkey
IETF RFC 9421 Partner Registry

PAR
No
It can be derived upstream from the underlying 
token

Yes ✓ TBD

Currently limited to transaction amount and Agentic expiration date

Currently optional.  May impact liability shift.  

Not Available Yet
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Thank you
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• Don’t forget to submit your session evaluation!
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