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Al-Native Commerce

(vs)
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Bolt-On Al

What's the Real Difference?
(And Why It Impacts Revenue)
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Very few are actually
Al-native.

5'- Integration Gap
The difference isn't technical — it's structural.

g,%, Structural Core

And it directly determines your revenue upside. Al-NATIVE
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( Architecture Comparison j

The Side-by-Side Comparison

5:} Bolt-On Al

Surface-level features

® Chatbot added to website
® Surface-level enhancements
® Disconnected tools

® Manual overrides required

® Static merchandising logic

® Limited data feedback loop

( Impact Analysis j

-

‘4 Al-Native Commerce
§

Structural Intelligence

® Al embedded across the commerce stack

® Structural intelligence

® Unified system

® Self-optimizing

® Dynamic ranking + personalization

® Continuous learning loop

What This Actually Means

The "Add-On" Approach

Bolt-On Al

You're adding Al features on top of your ecommerce
platform without changing the core engine.

COMMON EXAMPLES

£ Standalone chatbot

98 Basic recommendation widget

Q. Simple Al search plugin

© These tools operate independently and

don’t influence your full commerce engine.

Typical ROI Lift: 2-3%
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The "Embedded" Approach

Al-Native Commerce

Al is embedded directly into the core decision-
making layers of your platform.

EMBEDDED INTO CORE SYSTEMS

Search Product Ranking

Personalization Merchandising

Promotions Inventory

¥ These tools operate independently and
don't influence your full commerce engine.

Typical ROI Lift: 5-10%
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[ Performance Analysis j

The ROI Gap

A Incremental Gains Growth Trajectory

Bolt-on Al produces small, linear improvements. It
adds value, but rarely transforms the business
trajectory.

Linear vs. Exponential Impact

8 Compounding Gains
\J

Al-native commerce produces compounding
results. When Al controls ranking, discovery, and
personalization simultaneously, every interaction

Al-Native

improves the next one.
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Transformation vs. Optimization

That's the critical difference. Optimization makes

things slightly better. Transformation changes the [ ‘J Data-Driven Feedback Loop J
entire revenue model.

( Case Study j

Real-World Example

KEY RESULTS

Mid-Market Retailer REVENUE IMPACT Higher
0 Conversion Rate

Transformation
A leading retailer transitioned from a -
fragmented stack of bolt-on Al tools to a Faster o

. . Greater Revenue Lift Merchandising Cycles
unified Al-native commerce stack.
- Moved from reactive to predictive Reduced Manual Intervention

Automated decision making
- Eliminated data silos

THE KEY SHIFT
“ "Al stopped being a — and became
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( Self Assessment j

Decision Guide:

What Do You Actually Need?

Ask yourself these 3 questions to determine your Al maturity.

o

Is Al influencing your
core revenue engine —
or just supporting it?

A2 THE LITMUS TEST

If Al doesn't control search
ranking, personalization, and
merchandising logic, you're
likely using a bolt-on solution.

[ Key Takeaways j

The Bottom Line

o

The Approach
Bolt-On Al

Feature Upgrade

IF YOUR GOAL IS MARGINAL GAINS...
A bolt-on may be enough

Contact Us Today To Learn How Local Express Al Agents are streamlining
manual merchandising https://www.localexpress.io/get-demo

<

Are your Al tools
sharing data
seamlessly?

If your chatbot, search, and
recommendations

operate independently, your
optimization is fragmented.

Can your system self-
optimize in real-time?

~”  THE LITMUS TEST

If Al doesn't control search
ranking, personalization, and
merchandising logic, you're
likely using a bolt-on solution.

g

The Approach

Al-Native Commerce

Structural Advantage

IF YOUR GOAL IS COMPETITIVE ADVANTAGE...
Al must be embedded — not attached.
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