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Executive Summary

Alhas takenrootacross B2B commerce, but
real-worldresults are farmore nuanced than the
excitement surrounding the technology might
suggest. Thisreportisbased onasurvey of 100
senior decision-makers at B2B manufacturers
and distributors. It examines how organizations
currently deploy Al, what valueitis delivering,
and where the biggest gaps remain between
expectations andreality.

The findings paint a picture of anindustryinthe
middle of Almaturity. Most organizations have
moved past experimentation, with more than
one-thirdreporting measurable results from
multi-function Al deployments, and a similar
portionreportinglimited results.
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Nonetheless, few organizations have
achieved fullintegration across their
commerce operations.

Where Alis working, the payoffis tangible. B2B
leadersreportimproved customer satisfaction
and better data quality, forexample. However, a
significant portion of the organizations surveyed
say Alhasnot delivered the value they expected.
Forthe most part, Alimplementation has been
positive, butitisnot yet transformational.

The message fromthe fieldis that Alis a
competitive necessity. The path to value now
runs through clean data, realistic expectations,
and process-first thinking.
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About the Respondents

Researchers surveyed 100 leaders to generate the results featured in thisreport. The respondents are
C-suite executives (11%), vice presidents (39%), department heads (10%), and directors (40%,).

The respondents occupy roles in:

19%

Everyrespondentin the study IT
represents acompany thatis

currently using Al

or planning to

implement Alin
some capacity.

Customer
Experience

The respondents
represent B2B
manufacturers and
distributors across
industries.

B2B
manufacturers

Distributors
Both

eCommerce

Digital
Transformation

Marketing

Most companiesinthe study
(67%) make at least $1billionin
annual revenue.

About one-fifth
(21%) make $100m
to $500m.
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Key Insights

i
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%

80% have deployed Al,
including 8% who've fully
implementediit.

81% are using Al for back-
office automation and data
entry, makingit the most
common application.

48% say Al is somewhat
effective with positive but not
transformational results; only
17% report significant ROI.

54% cite enhanced
employee productivity as
theirtop Aloutcome.

55% name data quality as a
top-three barrier to Al adoption
incommerce operations.

AlReality Check:
The 2026 B2B Commerce Al Benchmark

Only 4% have comprehensive
Al governance policies with
clearapproval processes.

57% believe guided buying and
decision support willbe Al’s
biggest CXimpact over the next
24 months.

95% of companies that
currently generate value
from Al have atleast basic Al
governanceinplace.

Many companies that currently
generate value from Al already
use Al-driven capabilities
embeddedin existing systems,
suchas:

o Email sentiment analysis
» Real-timeinsights from data
» Personalized pricing engines

Demand forecasting
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Where Al Stands Today: Adoption and Maturity
Among B2B Businesses

The B2Bindustry has moved decisively past the Mostrespondents have deployed Alin multiple
“should we use Al?” stage. Now, organizations functions with measurable results (37%) or have
are exploringhow deep theiradoption of the deployeditinone orseveral functions with limited
technology should go, where their Altools are results (35%). Only 8% have fully integrated Al
delivering the most value, and how they can across B2B commerce operations.

integrate themin away thatempowers their

workforce instead of overwhelming them. These numbersreveal anindustry that has

committedto Albut hasn’t yet cracked

enterprise-wide deployment. The vast majority
Implementation Stage of organizations are somewhere between running

Alin pockets, gathering evidence from pilots, and

deciding where to go next.
Which of the following best describes

your organization’s current stage of Nonetheless, the fact that some of the
Aladoptionin B2B commerce and respondents say they have fully integrated
customer experience? Alacross theiroperationsis promising. It

demonstratesthat theindustryislikely headed
inthis direction, evenif some organizations are
taking theirtime onimplementation.

We areintheresearchand planning phase.

1%

We are piloting Al solutionsinlimited areas.

_ 19% Aswe willlearn, those organizations that take a
deliberate approachto Aladoption may evenbe

We have deployed Alin one orseveral in a better position.

functions with limited results.
P 35%

We have deployed Alin multiple functions
withmeasurableresults. ' n "
Asforwhere Alisbeingimplemented, back-office

O,
_ 37% automationand dataentry, as well as customer

Where Al Is Being Used

Alisfullyintegrated across our B2B service support, are favored by a wide margin.
commerce operations. Specifically, 81% of the respondents reported
I 8% implementation in back-office functions, while

73% have implemented Al for customer service
and support automation.

¢) OroCommerce 5
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The areas where organizations are most likely to
have partiallyimplemented Al arein the realms

of customer-facing chatbots orvirtual assistants
(68%), product discovery and search optimization
(62%), and sales enablement andlead scoring
(59%). About half of the respondents say they have
implemented Al forreporting purposes (52%) and
pricing optimization (51%).

Overthe next12 months, the areas that will see the
greatest share of Alimplementation are Al-native
purchasing (43%), quote processing (43%), pricing
optimization (34%), and fraud detection (34%).

Organizations have already started implementing
Alwhere theriskislowest and the ROlis most
straightforward. These include back-office
operations and pre-established customer-facing
operations like support and virtual assistance.

Nonetheless, the emerging applications appear
to have strongmomentum. These categories
signal that Alis moving beyond back-office
automationinto areas that directly affect
revenue, risk, and sales performance.

Foreach of the following Al capabilities, please indicate your organization’s current

level of implementation.

B We'veimplemented this capability.
B We'vepartiallyimplemented or are piloting this capability.

Back-office automation & dataentry (e.g., order
processing, PO digitization, invoice management)

A
I 199

Customerservice and support automation
73%
23%
o 4%
Inventory forecastingand demand planning
—— 33%
— 1%

46%

Salesenablementandleadscoring
S 31%
. 10%

59%

Reportingand BusinessInsights
S 31%

I 17 %

52%

Productdataenrichmentand content generation
—— 27 %

I 2 5%
11%

47%

¢) OroCommerce

B Wehaven'timplemented this capability, but we willinthe

next12months.

@ Wehaven'timplemented this capability and have no plans

forthe next12 months.

Customer-facing chatbots, virtual assistants,
orrecommendationengines
— 26%

I 68%
. 6%

Productdiscovery and search optimization
I 24%
4%

62%

Fraud detectionandrisk management
— 19%
——————
I 34 %
B 5%

Pricing optimization
— 15%
N 34 %

42%

51%

Quote processing

5%
I 4496

43%
. 8%

Al-native purchasing



b ~ b = AlRealit :
y Check:
i InSIghts ‘ The 2026 B2B Commerce Al Benchmark

How Al Is Being Integrated

Inwhich of the following ways is Al currently o . .
beingintegrated into your business? Organizations are taking varied approaches to

bringing Alinto their tech stacks.

Almodules oradd-ons embedded within

existing enterprise software (e.g., ERP, PIM, CRM, Almodules oradd-ons embedded within existing
commerce platforms) enterprise software lead at 60%, followed by Al
_ 60% capabilities in productivity suites like Microsoft
Copilot (40%), customin-house developed Al tools
Al capabilitiesincludedin productivity or (35%), and stand-alone Al point solutions (28%).

collaborationsuites (e.g., Microsoft Copilot,
Google Workspace Al)
The dominance of embedded Almodules

suggeststhat most B2B organizations prefer to
addintelligence to systems they already runrather

40%

Custom, in-house developed Al tools supported ) i .

by internal IT teams thanreplacing them with Al-native platforms.

_ 35% Replacing core enterprise systems carries
significant cost and risk. Most companies would

Stand-alone Al point solutionsintegrated with . ) )
existing systems (e.g., Canals.Al) likely prefertolayerAlinto theinfrastructure

they’ve already built. That makes the quality and
flexibility of existing ERP, CRM, and commerce
platforms more attractive.

28%

This finding also aligns with abroaderindustry
pattern concerning Alimplementations. The most
successfultend to serve existing processesrather
thanimpose new ones from the top down.

Organizations are using Alto augment current
capabilitiesratherthanreplace entire processes.
These tools are likely to empower employees and
customers, and many are optimistic about them.
However, furtherresultsin the study suggest that
thereistension between some employees, some
customers, and organizations’ decisions about Al.

¢) OroCommerce 7
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How Al Has Been Validated: Organizations Explore
CustomerInput and Measure Effectiveness

Mostleadersrecognize that Alintegrationis

To what extent have you engaged aninternalissue. However, many organizations
with your customers in developing and areincreasingly involving their customersin
piloting Al experiences, or to what extent shaping how Al-driven experiences are

areyouplanningto dosoif Alis stillin designed and delivered.
planning stages?
Mostrespondents (63%) are now validating
VAvfttAVceJZfoonggfsve'Oping neaileftlnel Al concepts with customers before building Al
customerexperiences. Another23% are already
- 23% actively co-developing and piloting Al with

o , theircustomers.
Validating Al concepts with customers

before buildin o )
o Ratherthan building Al featuresinavacuumand

_ 63% hoping foradoption, B2B companies are treating

theirbuyers as design partners.

ARiEERYESere mestynEmel SoE; In a sector where relationships and trust carry

- 14% outsized weight, this approach makes strategic
sense. Thisis particularly true foruse cases
like chatbot-driven product discovery, guided
buying, and self-service experiences where the
buyer’s perspectiveis essential to gettingit right.

The question that matters mostis whether, past
the adoption headlines, Alis actually delivering
measurable value.

¢) OroCommerce
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Overall Effectiveness

Nearly half (48%) say Al is somewhat effective
with some positive results, butithasnot been
transformational. Meanwhile, 17% report that their
Aldeployments have beenvery effective with
significant ROI.

However, 15% say Al has not delivered expected
value atall,and17% say it’s too early to tell.

That15% figure deserves attention. Among the
respondents who say Alhas fallen short, the reasons
centeronahandful of recurring themes, including:

e Teamsthatdon’ttrustoruse the
recommendations.
e Use casesthataretoonarrow to drive results.

« Tools that require more manual oversight
than expected.

« Datafoundations that are too weak to support
reliable outputs.

My shop floor managers and senior sales

reps simply do not believe the numbers
the system gives them, so they ignore

the Alrecommendations entirely and just
keep doing things the old-fashioned way.

C-level Executive, Marketing

Director, Service/CX, B2B Distributor

¢) OroCommerce

How effective has Al been at delivering
measurable business value inyour
organization?

Very effective—we have seensignificant RO
andbusinessimpact.

R 7%

Somewhat effective—we have seensome
positiveresults, but not transformational.

T 48%

Notvery effective—results have been minimal
ordifficultto measure.

N 3%

Not effective atall—Alhas not delivered the
expectedvalue.

R 15%

Too early to tell—implementations are too
newto assess.

R 7%

Despite the investment, the
use cases we have rolled out
are too narrow to move the
needle in a meaningful way.

Vice President, Service/CX
B2B Manufacturer

Fundamentally, our datais not clean or consistent enough for Al to work
the way the vendors promise, so the outputs have not beenreliable.
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In otherwords, Altools are only as good as the
data, trust, and processreadiness behind them.
Organizations that skip foundational work like
data standardization, workflow alignment, and
change management are typically the ones
reporting the weakest returns.

Top Business Outcomes

Among the organizations that say their Al
deployments are atleast somewhat effective, the
top three business outcomes tell afocused story.

Enhanced employee productivity leads at 54%,
followed by improved customer satisfaction
scores at51% andimproved data quality and
accessibility at 48%.

These are not transformational outcomes, but they
are practical, measurable gains. Companies that
candraw adirectline betweentheir Alinvestments
andtime saved, customers served, and datamade
more usable candemonstrate ROI.

The fact that productivity tops thelist reinforces the
dominance of automation-oriented Alin B2B today.

The strong showing of customer satisfactionamong
these respondents confirms that buyer-facing
applications are also deliveringwhen well executed.

Sinceyouindicated Alhas been
effective, which three (3) of the following
business outcomes have you achieved
through Aladoption?

Enhanced employee productivity
I 54%

Improved customersatisfactionscores

I 51%

Improveddata quality and accessibility

I 48%

Better pricingaccuracy and margin protection
38%
Increasedrevenue orconversionrates

I 37%

Reducedoperational costs andimproved
sales efficiency

P 32%
Reducederrorratesinmanual processes

I 1%

Fastertime-to-market fornew products
or capabilities

9%

¢) OroCommerce
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What Successful Companies

Are Doing Differently

Companies generating value from their
Aldeployment say they are experiencing
improved data quality and customer
satisfaction. A deeper analysis of responses
fromthe 17% of respondents who say their Al
implementations have been “very effective” at
delivering measurable business value reveals
what they’ve done differently compared to
organizations that struggle

to generate value.

They’re More Likely to Collaborate
with Customers and Employees, and
Establish Formal Governance

Almost half of successful companies (47%) are
actively co-developing and piloting Al with
theircustomers. That's compared to just 23%
of allrespondents.

More successful companies are designing
their Al-enhanced capabilities with customers
inmind. They are asking them to provide input
about experiences, so they can shape policies
thatreflect theirneeds.

There are similar differencesin the internal
cultures between companies successful
with Aland those that are unsuccessful.

While only 8% of all the respondents say their
employees feel “very positive” about the
Altoolsinuseintheirorganizations, 41% of
successful companies say theiremployees
feelvery positive about them. Only 12% of
successful companies say theiremployees are
“neutral,” compared to 40% of all companies.

This suggests that successful organizations
work directly with theiremployees on Al
implementation, just as they do with their
customers. By soliciting employee input and
feedback, they canincrease adoptionrates
and achieve faster speedto value.

Almost one-quarter of successful companies
(24%) have comprehensive Al governance
policies with clear approval processesin place,
while another71% have basic guidelines. Only
4% of all the companiesrepresented inthe
study have comprehensive policies.

Formal governancereducesrisk and enables
departments toimplement their Al capabilities
according to pre-determinedrules. Policies can
also helpindividual employees make decisions
about Al-generatedinsights and actions.

1
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They Already Use Vendor Capabilities forecast demand, and generate tailored pricing
for Decision-Making, Pricing, and forindividualaccounts.

Customer Engagement “Providers have enabled features wherein we
Successful companies describe specific can offer tailored pricing to clients based
capabilities from their vendors as drivers onprevious business and bulk order preset

of success. Forexample, one respondent requirements,” says arespondent.

describes how their CRM’s email sentiment
analysis caught a problem theirteam
missed entirely:

Inthe area of customerengagement, Al
assistants are handling routine buyer queries
oncommerce platforms, while lead tracking

‘It alerted me to amajor account we were about tools are identifying high-priority prospects.
tolose because of ashipping delay we had not Onerespondent says theirlead conversations
evennoticed.” “are monitored actively using Al,” which
provides them with “reports on possible strong

SRR o nlights how Alhas changedthe leads to focus on further personalization.”

pace of operational decisions:

“It providesinsights and analysisinreal time
from our data, which enables us to make faster
and more informed decisions.”

Pricing and inventory management tell a similar
story. Respondents describe platforms that
adjust prices based on purchase volume,

Providers have enabled features
wherein we can offer tailored
pricing to clients based on
previous business and bulk order
preset requirements.
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They’re Optimistic About Faster
Insights, But Cautious About Risk
and Relationships

Companies that have successfully leveraged
Al express some optimism. However, that
optimismis for specific use cases. When it

comestoAlin general, they are more cautious.

Forexample, onerespondent says,
“What excites me is faster service and
betterdatainsights.” Anotheris focused
onthe sales process:

“Speedis everything. lam optimistic that
Alwill eventually handle the request for
quote process.”

Oneleadersees potential beyondrevenue,

hoping Al can optimize theirusage of materials

“to significantly reduce waste, whichis ahuge
winforourbrandimage.”

| am skeptical about including too
many Al features because B2B is
all about building and maintaining
trust with parties. If we rely too
much on Al, client retentionissues
willincrease.

¢) OroCommerce
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The concerns are just as specific.
Cybersecurity comes up repeatedlyin
theirresponses.

“Avastamount of informationis used for Al
features, and this does increase therisk of
breach ormisuse of data,” onerespondent
warns. Data quality is another worry, as one
respondent believes “Alis only as smart as the
dataitlearns from. If the datais messy orwrong,
the Al can make mistakes.”

The concernthat surfaces most pointedly s
about trust and the customerrelationship.

“lam skeptical aboutincluding too many Al
features because B2Bis all about building and
maintaining trust with parties,” one respondent
writes. “If we rely too much on Al, client
retentionissueswillincrease.”

Forleaders confidentin their Al programs,
the goal seems to be keeping automation
and humanrelationships working alongside
eachother.

o
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Differencesin Al Sentiment: How Employees and
Leaders Feel About Implementation

How an organization’s people feel about Al
matters as much as how the tools perform.
Without adoption by employees, technology
goesunused, resulting in wasted spending.

The study asked respondents about the current
sentiment of theiremployeesregarding Al. It also
asked themto share theirown points of view,
whether they were optimistic or skeptical.

How would you characterize your
employees’ overall sentiment toward Al
toolsinyourorganization?

Very positive—employeesactively embrace and
advocate for Aladoption.

8%

Somewhat positive—employees are mostly
optimistic aboutAl.

I

Neutral—employees are neither particularly
supportive norresistant.

A, 40%

Somewhat negative—employees express
concernsorreluctance aboutAl.

| 19
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How Employees Feel About Al

Employee sentiment toward Al is cautiously
optimistic. About half (51%) say employees are
somewhat positive, while 8% say employees are
very positive. Most remaining respondents (40%)
claimemployees are neutral.

Norespondentinthe studyreported that
employees are very negative about Al, and only
1% say they are “somewhat negative.” That’s good
news for Al champions within the organization.

Theless encouraging findingis that strong
enthusiasmremainsrare. Most workers are likely
waiting fortangible evidence that these tools
help themratherthanreplace themoraddto their
workload. Re-orienting workflows to new tools
also takes time, evenif those tools promise to
improve efficiency.

How Optimistic Leaders Feel About Al

When asked to describe theirown feelings
about Alin B2B commerce and customer
experience, respondents’ express both
optimism and skepticism.

The most common themesintheirresponses
provide a glimpse of what leaders like and dislike
about their Altools. Here's what the optimistic
respondents had to say.

14
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Operational Efficiency and Task Automation such asforming strategy, building relationships,
and complex problem-solving. They see Alas an
enablerratherthan atechnology that displaces

headcount entirely.

The strongest source of optimismis Al’s ability

to eliminate manual, repetitive work. Leaders
consistently point to order processing, data
entry, lead scoring, chatbot support,and demand
forecasting as areas where Al is delivering
real-time savings.

Predictive Analytics and Proactive
Decision-Making

Many leaders are excited about Al’s potential to
shift their organizations fromreactive to proactive.
Demand sensing, dynamic pricing, predictive
maintenance, and competitorintelligence are all
cited ashigh-value frontier applications.

Severalrespondents emphasize that the value
isinfreeingup people forhigher-orderwork,

Leaders wantto be able to anticipate problems
and opportunities, using datato act decisively.

| consider Al a co-pilot
forourteam. It provides
recommendations while keeping

human expertise at the center.
Automating the tedious tasks — like

order entry and freight matching —is
what keeps me hopeful about Al.

Director, eCommerce

Director, IT
B2B Manufacturer and Distributor

Predictive capabilities are the holy
grail forus. Being able to anticipate
aspikeindemand before the
customer even knows they need a
restockis where the real value lies.

Since Al can assess competitor pricing,
inventory, and demandinreal time, |
am optimistic about the results from

automated pricing features.

C-level Executive, Marketing

s Vice President, Digital Transformation
B2B Manufacturer and Distributor

B2B Distributor

¢) OroCommerce 15
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Personalization and Enhanced
Customer Relationships

Anotherfocus of therespondents’ optimism
centerson Al-powered personalization.
Leaders are either already delivering, oreagerly
anticipating the ability to deliver, tailored
catalogs, custom pricing, and personalized
productrecommendations to customers.

My optimism stems from the
personalization aspect. B2B buyers now

expectaB2C-like experience, and Al is
the only way we can offer custom pricing
and tailored catalogs to thousands of
distributors at once.

Director, Marketing

How Skeptical Leaders Feel About Al

However, skepticismruns alongside optimism
intheresponses, and it clustersinto equally
recognizable patterns.

Some leaders are concerned about how Al
unreliability and “hallucinations” could affect their
strategic direction and the relationships they’ve
built with customers. Others are hesitant due to
implementation challenges and the risk of losing
“the humantouch.”

¢) OroCommerce
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Some hope to create buyer experiences that
more closely resemble the best of consumer
shopping. Severalrespondents connect this
directly torelationship strength, noting that
smarter personalization can deepenloyalty
ratherthan feelimpersonal.

If customers are happy with our
B2B commerce solutionandits
Al features, we can build lasting
businessrelationships.

Vice President, Service/CX
B2B Distributor

Implementation Complexity and
Organizational Readiness

Leaders acknowledge that Al's potentialisreal,
but many express frustrations with the difficulty
of operationalizingit. Legacy system constraints,
datasilos, and keeping pace with innovation are
challenges. At some organizations, thereis alack
of readiness oraclearimplementationroadmap.
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Al shows promise operationally,

but the complexity of our pricing,
contracts, and workflows limits what
it can actually do today.

Vice President, IT

Loss of Human Touch and Relationship Erosion

Inanindustry built onrelationships, the concernthat
Al could erode the human elementis persistent.

Respondents worry about over-automation
makinginteractions feelimpersonal, and they

While | am enthusiastic about Al
innovation, I worry that the human
element will eventually be lost completely
— afterall, itis the human touch that
defines many strong B2B relationships.

Vice President, Digital Transformation
B2B Distributor

¢) OroCommerce

The pace of Alinnovation
excites me, but what worries
me is how difficultitis to
operationalize.

Department Head, eCommerce
B2B Distributor

guestionwhether Alcan handle the nuances of
B2Brelationship management. Success often
depends on trust-building, empathy,

and complex negotiations.

Excessive levels of automation

in customer-facing tools

can make interactions feel
impersonal, and thatis not what
we wantin B2B commerce.

Director, Sales, B2B Distributor

17
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Accuracy, Trust, and Reliability Concerns

Finally, leaders also recognize that Al outputs
are only as trustworthy as the data and oversight
behind them. Concerns about hallucinations,
inaccurate forecasts, unexplainable decisions,
andtherisk of blind trust come up often.

| worry about scenarios where Al
cuts off along-term distributor
because of atemporary dipin
their credit score — andif | cannot
explainwhy ithappened, | have a

Alisonly as smart as the data
| v PR nightmare on my hands.

itlearns from. If the datais
messy orwrong, the Al will Vice President, eCommerce
make mistakes.

C-Level Executive, IT
B2B Manufacturer

¢) OroCommerce 18
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What’s Holding Al Back: Poor Data Quality and

Legacy Systems

The barriers to Aladoptionin B2B commerce are
not existential, as organizations are nolonger
debatingwhether Al belongsintheiroperations.
They are struggling with the infrastructure, data, and
organizationalreadinessrequired to make it work.

Top Barriers to Adoption

Mostrespondents (53%)rate legacy system
or dataintegration as one of theirtop-three
biggest barriers to Aladoptionin their B2B
commerce operations.

Organizations want Alembedded in their existing
systems, but those same systems are the primary
obstacle to making it work. For many, the path
forwardisn’t awholesale technology overhaul
but a targeted effort to modernize the specific
integrations and data pipelines that Aldepends
onthemost.

Concerns about data security and privacy
(46%) andresistance from employees or sales
teams (41%) round out the top obstacles. These
concerns are evident across virtually all the
companiesinthe study, including those that are
successfully leveraging Al to generate value.

Adoption, specifically, has always beena
challengeinB2B eCommerce. While Al can help
lower the barrier, especially with natural language
interfaces,itwon’t solve theissue onitsown. A
clearfocus oneducation, alongwith defined
guardrails and expectations, is still key to driving
adoptionandimproving sentiment overtime.

¢) OroCommerce

What are the three (3) biggest barriers
preventing deeper Al adoptioninyour
B2B commerce operations?

Legacy system ordataintegration

I 53%

Concernsabout datasecurity and privacy

I 46%

Resistance fromemployees orsalesteams

T 4196

Lack of executive buy-in or organizational alignment

I 33%

Unclearuse cases orbusinessvalue

P 33%

Regulatory orcompliance concerns

I 26%

Poordata quality

P 23%

Lack of internal Al/technical expertise

I 22%

Insufficient budget orunclearROljustification

6%

Lack of vendorsolutions that meet our specific needs

N 3%
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You cited eitherlegacy systemintegration
or poor data quality (or both) among your
top barriers to deeper Al adoption. Where
doyousee the biggest gapsinyourdata
thatwould needto be addressed before
Al canbe effectively used?

Lack of standardized dataformats across
teams and systems

D e7%
Inaccurate orincomplete order history
D 63%
Outdated orsiloed ERP system
P 49%
Disconnected pricingandinventory data
I 4%
Manualdataentry errors

I 36%

Product datainconsistencies (missing
attributes, inconsistent pricing, customer part
numberdata, etc.).

I 20%

¢) OroCommerce

The concentration of barriers around data and
systemsis also significant. Instead of struggling
with alack of expertise, budget, orexecutive
buy-inas somedidin the past, most B2B
organizations have strategicintent and leadership
support for Al. What they lackis the foundational
infrastructure to execute onit.

The Biggest Gapsin Data

Therespondents who cite data quality, legacy
systemintegration, orboth as barriers also deliver
someinsights about where theirdataislacking.

A majority of these respondents say theirbiggest
gaps existin alack of standardized data formats
acrossteams and systems (67%) and inaccurate
orincomplete order history (63%). At 49%, about
half of these respondents cite outdated or siloed
ERP systems.

These are not anomalous problems but the
everydayrealities of B2B operations. Fragmented
systems built up over decades, inconsistent
dataentry practices, and ERPs that were never
designedto feed Almodels canall contribute to
the challenge of Alimplementation.

Fixing them may require new data policies,
changesintechnology, and new forms of Al
and data governance. However, these are
prerequisites forevery Alambition that follows.
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Governance and Risk — The Policy Gap

Indeed, as Aladoption accelerates, governance
has not kept pace. The disconnect between how
widely organizations deploy Aland how rigorously
they oversee it creates significant risk.

Most organizations (62%) have some basic Al
governance guidelines, but they are not fully
formalized. Another 30% are currently developing
policies. Only 4% have comprehensive Al
governance policies with clearapproval processes.

This means that 96% of B2B organizations are
running Al without mature governance frameworks.

Inalandscape where employees are using Al
both atwork andin their daily lives, the potential
forunapproved oruncoordinated Alusage is
significant. Foranindustry that handles sensitive
pricing, customer-specific contracts, and
complex supply chain data, thisis a blind spot
that demands attention.

Where Al Is Headed:
Future Priorities and
Investments

Despite the challenges, organizations are moving
forward with their Alinvestments. They are doing
sowithafocus onapplications that drive customer
experience and operationalintelligence.

Overthe next 24 months, respondents believe Al
willhave the greatestimpact onthe B2B customer
experienceinthree areas:

» Guidedbuying and decision support(57%)
 Predictive maintenance andreordering (49%)

» Dynamic pricing optimization (48%,).

¢) OroCommerce

AlReality Check:
The 2026 B2B Commerce Al Benchmark

Does your organization have formal
governance policiesin place for Alusage?

Yes, we have comprehensive Algovernance
policies with clearapproval processes.

N 4%

Yes, we have some basic guidelines, but they are
not fully formalized.

I 2%

We are currently developing Al
governance policies.

P 30%

No, butwe planto develop theminthe
next12months.

N 4%

Inwhich three of the following areas do you
believe Al willhave the greatestimpacton
your B2B customer experience over the
next 24 months?

Guided Buying & Decision Support

e 57%

Predictive Maintenance /Reordering

I 49%

Dynamic Pricing Optimization
P 48%
Intelligent Search & Discovery
P 45%
Sales & AccountIntelligence
P 39%
Personalized Product Recommendations
P 28%

Automated Quote-to-Cash
P 20%

Customer Support & Post-Sale Service

0%
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Notably, 45% of the respondents selected
intelligent search and discovery asatop area
ofimpact. These focus areas represent a shift
away from back-office and customer support
functions. Organizations are moving toward
Althat directly shapes how buyers discover,
evaluate, and purchase products.

Planned Al Investments

Inthe nearterm, the three most common Al
investments over the next 12 months will be
advanced analytics and businessintelligence
(65%), product data management and content
generation (40%), and sales enablement and
CRM automation (39%,).

More than one-third of the respondents also
say supply chainlogistics optimization (38%)
and marketing personalization and campaign
automation (37%) are among their top priorities.

These plannedinvestmentsreinforce a
consistent theme: Organizations are prioritizing
practical, measurable Al applications over
experimental ones. The top investment priority,
advanced analytics, speaks to a desire for better
visibility into what is already happeningin the
business before layering on more automation.

Which three of the following Alinvestment
priorities is your organization planning to
pursueinthe next 12 months?

Advancedanalytics and businessintelligence
I 55%
Product datamanagementand contentgeneration
I 40%

Salesenablementand CRM automation

I 39%

Supply chainandlogistics optimization
P 38%

Marketing personalization and campaign automation
I 37%

Al-powered pricing and quote optimization

I 26%

Customer-facingAl(chatbots, virtual assistants, search)

P 25%

Back-office automation toimprove
operational efficiency

P 18%

Employee training and Al literacy programs

R 14%

Algovernance andrisk management frameworks

M 3%

¢) OroCommerce
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Conclusion: Grounding Al in Value and Efficacy

The state of Alin B2B commerce may not match
the sweepingrevolution the headlines promise,
but a genuine transformationis underway.
Successful Aldeployments share acommon
thread: They target well-defined problems,

are built oncleandata, and are matchedto
realistic expectations.

This study suggests that the organizations best
positionedto benefit from Al are those that
resist the temptationtoinvestinand expand Al
simply because of industry trends.

Instead, they should focus on strengthening
theirfoundations. That meansinvestingin data
quality before investingin models. It means
embedding Alinto existing workflows rather
thanlayering new Al tools ontop of them.
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Mostimportantly, it means putting the focus
onpeople first. Educationalinitiatives for
employees and customers can be critical to
improving sentiment and making Al easier
to adopt. Organizations must also treat Al
governance, limits, and expectations as a
prerequisite for trust, both internally and
externally.

The B2B organizations most likely torealize value
from Al are those that approachit with discipline.
They must start where the returns are clearest,
measure relentlessly, bring employees and
customersinto the conversation, and scale only
whatworks. Al canbe disruptive, but it works
bestwhenit'simplemented as a practical tool,
developedwiththe end-userand customer at
the forefront.
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Key Suggestions

Expect gradual Alimplementation
and expansion, notrevolution.
While some organizations are

Focus onimplementing practical,
process-first Al before exploring
experimental options. Respondents

seeing measurable, multi-function recognize Al as a competitive
results, few have fully integrated necessity, but they intend to
the technology, and some have approach adoption pragmatically.
seenno value from their current Most believe Al should serve as
deployments. Organizations an assistant that augments their
should expect a gradual, employees’ work ratherthana
iterative journey. technology thatreplaces human
expertise, especially in complex
Start where Al is already proven B2B commerce scenarios.

to work, then work outward.
Back-office automation and
customer service automation are
where B2B organizations see the

Focus on education, as well as defined
limits and expectations foruse, to
encourage Al adoptioninternally.

earliest and clearest wins. Adoption has always been a challenge

inB2B eCommerce, and educationis

iy Fix your data foundation foundationalto encouraging use and
S%?Qé@ before diving headfirstinto Al improving sentiment.

implementation. Data quality and
legacy systems are the primary
barriers. Among those facing data
barriers, the most critical gaps are
standardized formats and order
history accuracy, so these are
data types to focus on first.

Establish a governance model
@ for approved and ethical Al use
within the business. With only
4% having comprehensive Al
governance policies, organizations
risk exposure from unapproved
tools, inconsistent oversight, and
spurious results.
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