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eCommerce 
automation: 
launch faster & 
sell more with AI
AI-powered automation is changing the scale, speed, and 
intelligence of B2B eCommerce — from smarter product 
onboarding to personalized buyer journeys.
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Introduction:  
The age of intelligent  
eCommerce

Your procurement team just spent three hours manually entering order details 
from a supplier’s PDF catalog into your ERP system. Your biggest customer 
called to mention that the “smart” recommendations on your B2B portal 
suggested winter coats in July. And your sales director is climbing up the wall 
because the quoting process for complex configurations still takes two weeks, 
causing deals to go stale.

If this sounds familiar, it is because you are watching your old automation systems clash with 
rising buyer expectations. Now your B2B customers research purchases using the same AI tools 
they use to plan vacations. They expect:

Product recommendations that understand their industry, seasonality, and business 
constraints.

Pricing that reflects their relationship history and buying patterns.

Systems that can handle complex configurations without requiring a PhD in your product 
catalog.

AI-powered automation can give your customers all this and more. The companies that are 
pulling ahead today have figured out how to use the power of AI B2B eCommerce to anticipate 
customer needs and eliminate manual bottlenecks. This guide shows you how they are doing it 
while providing a practical roadmap for implementing AI automation that actually works in the 
reality of B2B commerce.

“B2B companies still believe digital commerce is just an online storefront. It’s not. It’s a 
full-stack operational shift — from pricing and inventory to fulfillment and support.” 

— Arnaud Rihiant, Founder & CEO, DJUST
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1. The shift from simple rules  
to smart systems

eCommerce automation handles repetitive 
tasks without human intervention. With 
automation, your inventory management 
system automatically updates stock levels 
when products arrive, your email campaigns 
trigger when customers abandon their 
carts, and your shipping labels generate the 
moment orders are placed.

And for years, this level of automation worked 
well enough. These rule-based systems 
followed predictable “if-this-then-that” logic 
and delivered consistent results for stable, 
well-defined processes.

The limits of traditional,  
rule-based systems

Yet things became strained as B2B commerce grew more complex. B2B customer relationships 
now involve intricate pricing structures, multi-level approval workflows, and personalized 
experiences. Product catalogs have expanded to contain thousands or millions of SKUs, and 
buyers now expect recommendations that make sense for their industry, company size, purchase 
history, and current project requirements.

Rule-based systems start to break down when faced with this level of complexity. A traditional 
system might know to send a reorder reminder after 90 days, but can it factor in seasonal buying 
patterns, budget cycles, supply chain disruptions, or changes in the customer’s business that 
might make that timing completely wrong? No. For that, you need real AI-powered automation.
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AI-powered automation: 
Designed for intelligence

AI automation works by using machine learning (ML), natural language processing (NLP), and 
predictive analytics to make dynamic decisions based on data patterns. It analyzes information 
holistically and optimizes continuously rather than merely executing predefined steps. 

Real AI automation has a few more tricks up its sleeve than traditional rule-based automation:

Machine learning
Algorithms that improve performance through experience enable predictive analytics for 
demand forecasting, customer behavior analysis, and anomaly detection. Unlike static rules, 
these models get smarter as they process more data, identifying patterns that humans might 
miss entirely.

Natural language processing
AI’s vastly improved ability to understand and process human language allows systems to 
extract meaningful information from unstructured sources. An AI system can read a customer’s 
email describing a technical problem and automatically suggest compatible replacement 
parts, generate a quote, and route the inquiry to the right specialist, for example.

Real-time decision making:
AI systems process multiple data streams simultaneously to make contextual decisions in 
milliseconds. They can consider current inventory levels, customer credit status, shipping 
constraints, and competitive pricing to optimize every transaction as it happens.

Predictive capabilities: 
Advanced analytics forecast future outcomes based on historical patterns and current 
conditions. This enables proactive rather than reactive responses, such as identifying 
customers likely to churn and automatically triggering retention campaigns with personalized 
offers.

Generative functions: 
Modern AI can create new content tailored to specific situations. After identifying a high-value 
prospect, the system can generate personalized email campaigns, product comparisons, 
and technical documentation that directly address the buyer’s needs and concerns.
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A practical example: 
Simple vs. smart automation

Imagine a procurement manager for a manufacturing company trying to purchase industrial 
pumps.

With traditional automation, 
the experience is often frustrating and inefficient. 

The system might offer results based on simple keyword matching, presenting a long list 
of pumps in a random order with generic specifications. 

This forces the buyer to do the heavy lifting. They might spend 30 minutes or more 
manually filtering through irrelevant options, comparing technical specs, and trying to 
determine which models are even compatible with their existing systems. The burden is 
on the customer to find the right product in a sea of options.

Smart automation, in contrast, 
delivers a curated and intelligent experience. 

It understands the buyer’s context — that they 
operate a manufacturing plant, require pumps with 
ANSI specifications, typically order industrial-grade 
equipment with 24/7 support, and need installation 
services in their area.

Because the AI system processes dozens of variables 
simultaneously, learns from each interaction, and 
improves its recommendations over time, it provides 
context and reasoning that helps buyers make smart 
decisions rather than simply presenting correlated 
products.

Instead of a generic list, the system immediately presents 
three pre-qualified options complete with compatibility 
notes, bulk pricing, and accurate delivery timelines, 
saving the buyer significant time and effort.
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Real-world efficiency gains

AI automation translates into measurable business improvements over manual processes and 
traditional rule-based systems.

Productivity growth
McKinsey estimates that the adoption of automation could raise global productivity growth by 
0.8%-1.4% annually. Real-world implementations demonstrate direct labor savings of 20% or 
more, with processing times for complex, data-intensive tasks reduced from days to minutes.

Error reduction
Manual processes inherently contain human error, which proves costly in B2B contexts 
where mistakes can damage relationships and require expensive corrections. AI automation 
enables a shift from periodic, sample-based quality checks to 100% real-time quality control, 
dramatically reducing errors in key areas such as order entry and inventory management. 

Rather than making deterministic choices, intelligent systems can be configured to 
automatically process orders only when confidence levels reach 80%-90%, and flag uncertain 
cases for human review. This hybrid approach maintains accuracy while reducing manual 
workload.

Adaptability and longevity

Rule-based systems quickly become obsolete and require constant manual intervention as 
business conditions change. AI systems maintain their effectiveness and continue delivering 
value as markets evolve, customer behaviors shift, and product catalogs expand. 

Scalability
Traditional systems scale linearly, requiring proportional increases in configuration and 
maintenance as complexity grows. AI systems scale dynamically, handling vastly larger 
datasets and more complex interactions without equivalent increases in operational overhead.
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How AI-powered automation 
reshapes B2B eCommerce2.

Let’s look at some specific ways AI-powered automation can help a B2B eCommerce business in 
2025 and beyond.

01 Intelligent product 
onboarding

The problem: Product data chaos from hundreds of suppliers

Picture this: Your company distributes industrial equipment from over 200 manufacturers. Every 
week, suppliers send you product data in different formats: PDFs with embedded tables, Excel 
spreadsheets with inconsistent column headers, emails with product specifications buried in 
paragraphs of text, and sometimes even scanned paper catalogs.

Your product team spends hours every week trying to standardize this information. They must 
manually copy specifications, guess at proper categorization, and often make mistakes due to 
the wildly differing supplier terminology. 

A “heavy-duty industrial pump” from one manufacturer might be classified completely differently 
from an identical pump from another supplier. Meanwhile, your sales team gets frustrated 
because new products take weeks to appear in your catalog, and when they do, the information 
is often incomplete or incorrect.

“Product data enrichment is the most urgent and impactful area for AI automation. B2B 
catalogs often have thousands of SKUs with missing, inconsistent data. That bottleneck 
slows onboarding, clogs quoting, and undermines discoverability.” 

— Erik Wikander, CEO & Co-founder, Wilgot

8.

https://www.linkedin.com/in/erikwikander/
https://www.linkedin.com/in/erikwikander/


The solution: AI reads & categorizes product data automatically

Modern product information management systems equipped with AI, such as DJUST’s Smart 
Order module, can digest all these formats automatically. Machine learning algorithms trained 
on your specific industry can read unstructured text and extract relevant specifications. 

For instance, natural language processing can identify that “Azure,” “Sky Blue,” and “Light Blue” all 
refer to the same color variant, and computer vision can extract data from complex PDF tables or 
even interpret product photos to suggest specifications.

DJUST’s Smart Order module, for example, can process PDFs and CSVs without requiring specific 
formatting, while providing contextual product recommendations based on the user’s written 
requirements.

Real-world results: Steelcase transforms 25 quadrillion  
product configurations

Steelcase, the global office furniture manufacturer, faced an extreme version of this challenge. 
It manages a product portfolio with over 
25 quadrillion possible configurations, 
considering all combinations of sizes, 
materials, colors, and accessories across its 
furniture lines.

By implementing Adobe Commerce 
integrated with specialized catalog 
management tools, it created a system that 
presents this overwhelming complexity in a 
user-friendly way for its dealer network. The 
solution automatically generates suitable 
product combinations, ensures pricing 
accuracy across all variants, and provides 
dealers with personalized catalogs that 
display only relevant options for their specific 
market segments.

The change was so successful that 90% of Steelcase’s B2B sales now flow through its digital 
channels. Dealers can configure complex furniture systems, visualize them in 3D, generate 
accurate quotes, and place orders without calling Steelcase directly. What once required extensive 
phone consultations and manual quoting now happens through intelligent self-service.
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02 Personalized cart building  
& recommendations

The problem: One-size-fits-all catalogs fail different  
business needs

Traditional B2B eCommerce shows the same products to everyone, regardless of their industry, 
company size, or specific needs. A small restaurant owner and a large food processing plant 
might both search for “commercial mixer,” but they need completely different equipment with 
different capacities, safety certifications, and price ranges.

Generic recommendations based on simple purchase correlation often miss the mark entirely. The 
system might suggest expensive industrial-grade equipment to small businesses or recommend 
consumer products to enterprise buyers. Sales teams waste time fielding calls from confused 
customers who cannot find appropriate products or have received irrelevant suggestions.

The solution: AI personalizes every interaction based on  
buyer context

AI personalization engines analyze multiple data streams to understand each buyer’s context. 
They examine the user’s company profile, past purchases, browsing behavior, and compare it 
with patterns from similar businesses.

The system can consider factors such as:

Company size

Industry

Location

Time spent viewing products

Documentation downloaded

Seasonal buying patterns

Regulatory requirements

This understanding, which mirrors a conscientious sales associate, enables hyper-personalized 
experiences, where the same product search returns different results for different users. Pricing 
automatically reflects their negotiated rates or volume discounts. Cross-sell suggestions 
make sense for their specific use case. The entire catalog adapts to each buyer’s context and 
preferences.
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“Cart abandonment recovery through AI email sequences provides the greatest 
opportunity for short-term gains as these are customers who already have demonstrated 
buying intent. AI can help identify browsing behavior, purchase patterns, and timing to 
send the right products at the right time, with recovery rates of 40 percent or more.” 

— Caleb Johnstone, SEO Director, Paperstack

Real-world results: HP Tronic sees a 136% conversion increase with 
smart personalization

The data on the impact of personalization is undisputed. A 2025 Forrester report found that 
companies implementing advanced personalization consistently report significant improvements 
in conversion rates and average order value, demonstrating the power of tailoring experiences to 
individual buyer contexts.

71% of both consumers and B2B buyers expect companies to understand exactly when, where, 
and how they want personalized interactions.

Half of B2B buyers (50%) are open to companies using Generative AI, provided it delivers 
more relevant and valuable interactions.

Top-performing “Experience Leaders” are seven times more likely than their peers to use AI/
ML for predictive and actionable recommendations.

HP Tronic, a consumer electronics retailer, implemented AI-driven website personalization that 
analyzes visitor behavior to customize content, product displays, and recommendations for 
different user segments. Its focus on personalizing experiences for new, unknown customers 
proved particularly effective, resulting in a 136% increase in conversion rates for first-time visitors.

11.

https://www.linkedin.com/in/calebjohnstone7/
https://www.linkedin.com/in/calebjohnstone7/
https://business.adobe.com/content/dam/dx/us/en/resources/reports/personalization-at-scale-report/personalization-at-scale-report.pdf
https://business.adobe.com/content/dam/dx/us/en/resources/reports/personalization-at-scale-report/personalization-at-scale-report.pdf
https://www.bloomreach.com/en/case-studies/hp-tronic-wins-with-weblayers-and-bloomreach-engagement


03 Email-to-order 
conversion

The problem: Manual order entry creates bottlenecks & errors

Despite years of digital transformation efforts, many B2B buyers still send orders via email. Some 
customers prefer email because digital ordering systems are too complex or do not integrate with 
their procurement software. Others operate in industries where this remains standard practice.

This means order entry teams spend hours manually transcribing information into the enterprise 
resource planning (ERP) system. Mistakes are common because it is too easy to misread a 
quantity, enter the wrong SKU, or misinterpret pricing information. These errors create downstream 
problems: shipping incorrect products, billing disputes, and frustrated customers who lose 
confidence in your ability to fulfill their needs accurately.

“The hard part is product data. Inconsistent titles, missing specs, duplicate SKUs, and 
pricing rules that live in people’s heads.” 

— Borja Obeso, Founder, Rebelgrowth

The solution: AI converts emails directly into accurate order data

Natural language processing (NLP) and computer 
vision technologies can read and interpret 
unstructured documents with remarkable 
accuracy. DJUST’s Mail to Order module uses 
advanced NLP to convert inbound emails 
into structured orders, even when customers 
use informal descriptions or competitor part 
numbers. The technology extracts key order 
details (customer information, PO numbers, SKUs, 
quantities, pricing) and automatically populates 
your order management system.

Advanced systems can validate information 
against your current inventory, flag potential 
errors (such as unrealistic quantities or pricing 
discrepancies), and route orders to the appropriate 
team members based on value, complexity, or 
customer relationship requirements.
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Real-world results: Document processing saves Vertikal  
4,834 work hours annually 

Vertikal, a risk management company, was 
struggling to manually process over 10,000 
insurance forms every month, a task that 
took its team 30-45 minutes per document. 
Its previous attempts at automation, using a 
legacy OCR tool and outsourcing, both failed 
to deliver the necessary accuracy.

By implementing an intelligent document 
processing platform, Vertikal achieved 
transformative results:

Drastic time savings: The AI platform reduced the processing time per form to just 65 seconds, 
saving the company over 4,834 work hours annually. This represented a remarkable 97.6% 
reduction in time and effort for its employees.

Significant cost reduction: The efficiency gains completely eliminated the need for its 
outsourced data entry team, leading to $20,000 in annual cost savings.

Near-perfect accuracy: The system achieved a 99.13% accuracy rate in extracting data from 
complex, unstructured documents, preventing the downstream errors that plagued its 
previous process.

04 Smart quoting
for sales teams

The problem: Slow quote turnaround loses deals  
to faster competitors

Complex B2B sales involve multiple product configurations, custom pricing negotiations, and 
lengthy approval processes. Your sales team might spend days creating a single quote for a large 
customer, researching product compatibility, calculating volume discounts, and coordinating 
with multiple departments for pricing approval.

Meanwhile, your customer is evaluating three competitors who can turn around quotes faster. 
By the time your detailed, accurate quote reaches the buyer, they have already moved forward 
with a competitor who provided “good enough” pricing within 24 hours. Your superior product 
knowledge and customer service become irrelevant because you could not respond in time.
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The solution: AI-powered CPQ systems automate  
complex pricing logic

AI-driven Configure-Price-Quote (CPQ) 
systems change this process by automating 
the complex logic that typically requires 
human expertise. They guide users 
through product configurations, ensuring 
compatibility and optimal performance. They 
apply pricing rules automatically, taking into 
account customer-specific contracts, volume 
discounts, and current market conditions.

Advanced systems analyze historical sales 
data to suggest intelligent upsells and 
cross-sells based on what similar customers 
purchased. They predict deal probability 
using machine learning models trained on 
your sales history and automatically trigger 
appropriate follow-up sequences to keep 
opportunities moving.

Real-world results: Sales teams achieve 40% higher conversion 
with AI qualification

The impact on sales efficiency is substantial. McKinsey’s analysis of actual B2B implementations 
shows that companies using AI for lead qualification achieve 40% higher conversion rates and 
30% faster lead execution. This allows them to focus on relationship-building and strategic selling 
rather than administrative tasks.

05 Operational 
efficiency gains

The problem: Traditional demand forecasting misses critical 
market signals

Demand forecasting remains one of the most challenging aspects of B2B operations. Traditional 
methods rely on historical averages and basic seasonal adjustments, often missing important 
signals that could improve accuracy. This means you are left with costly stockouts that damage 
customer relationships or excess inventory that ties up working capital and increases carrying 
costs.
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The solution: Machine learning detects complex patterns  
humans miss

Machine learning models can identify complex patterns in data that humans typically miss. 
These systems analyze sales history, as well as dozens of variables, including economic indicators, 
weather patterns, industry trends, customer pipeline activity, and even social media sentiment. 
They can detect subtle correlations, such as how construction industry news affects demand for 
certain materials or how changes in fuel prices impact shipping patterns.

Real-world results: Jeff de Bruges optimizes 20,000 product 
references across 520 stores

Companies implementing AI-enabled supply chain planning report impressive results, and the 
case of European chocolatier Jeff de Bruges offers a compelling real-world example. Operating 
in a highly seasonal industry, precise stock management is critical to its success; however, an 
outdated ordering system created significant operational challenges for its 520 stores.

To address this, Jeff de Bruges, with the help of DJUST, implemented a modern, unified B2B order 
management platform capable of handling its 20,000 product references. This new system was 
designed to tackle the complexities of its business directly.

Key transformations included:

Optimized recommendations: The platform now automates order suggestions, which 
removes the need for store managers to perform complex manual calculations. This results 
in more effective inventory control and informed purchasing decisions.

Proactive seasonal planning: To handle high-demand periods effectively, the new solution 
allows stores to place orders in advance. This capability enables better planning and more 
precise restocking ahead of seasonal peaks.

Streamlined operations: The system now simplifies daily work by offering real-time order 
tracking and providing managers with the flexibility to place orders from any device, including 
computers, tablets, and mobile phones.
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Getting started with AI 
automation: A practical roadmap

Here is the encouraging reality about AI automation: you can begin changing your operations 
without rebuilding your entire technology infrastructure. The most successful implementations 
take a modular approach, introducing AI capabilities where they deliver immediate value while 
establishing a foundation for broader change.

Step 1: Audit your current state
Start with a comprehensive audit of your current data quality, accessibility, and integration 
capabilities. While you do not need perfect data to begin, you do need to establish a solid 
foundation that AI can work with and improve upon.

“The majority of B2B companies grossly underestimate data hygiene before deploying AI. 
Companies spend $50,000 on AI systems, only to find their database is 30% duplicates 
with inconsistent product classifications.” 

— Baris Zeren, CEO, Bookyourdata

3.
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Practical steps to assess & prepare your data

Evaluate your data across these four key dimensions:

1.	 Accessibility: Can your systems share data with external tools? Identify which systems 
contain your most valuable data (e.g., ERP, CRM, PIM) and determine whether they 
have modern APIs or require legacy integration methods. 

2.	 Consistency: How standardized is your data? Run sample queries to check for 
duplicate records, inconsistent naming conventions, and missing required fields.

3.	 Currency: How fresh is your information? Check when product specifications, pricing, 
and inventory levels were last updated. Stale data leads to poor recommendations.

4.	 Completeness: What critical information is missing? For a product catalog, essential 
fields might include SKU, description, category, price, and inventory status. Nice-to-
have fields could include detailed specifications or images.

Using AI to clean your data progressively

Modern AI tools can help standardize and improve data quality as part of the implementation 
process:

Automated deduplication: AI can identify duplicate customer records even when names are 
spelled differently or addresses vary slightly, merging them into single, authoritative records.

Smart categorization: Machine learning can analyze product descriptions and automatically 
assign appropriate categories, even for products that were never properly classified.

Gap filling: AI can infer missing specifications by comparing products with similar 
characteristics, and flag these AI-generated fields for human review.
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For example, if you have 10,000 products but only 6,000 have complete specifications, do not wait 
to manually complete the remaining 4,000. Start with what you have, let AI suggest specifications 
for the incomplete products based on similar items, and have your team validate and refine these 
suggestions.

“I personally watched a luxury goods company blow £60,000 on AI automation because 
they assumed the technology would work right out of the box without understanding that 
their product catalog was a complete mess. The AI kept recommending leather handbags 
to customers shopping for men’s briefcases because their product descriptions were 
inconsistent.” 

— William Forshaw, CEO, Maxwell-Scott

The lesson here: 
invest time upfront to reach a “minimum viable data quality” threshold, addressing the 
most glaring inconsistencies that would cause AI to make obviously wrong decisions.

Step 2: Choose your implementation partner
Before diving into implementation, consider whether to build AI B2B eCommerce capabilities 
internally or partner with specialists. 

Opting to build your AI capabilities internally grants you complete control over customization 
and your product roadmap. This could lead to long-term cost savings and help develop valuable, 
in-house AI expertise, freeing you from dependency on external vendors.

However, there are significant drawbacks. The timeline is extensive, often requiring 12-18 months 
for even basic functionality. It demands hiring and retaining scarce, expensive AI talent and carries 
a high risk of technical dead-ends and costly delays.

Alternatively, partnering with a specialist offers a much faster path to value, with typical 
implementation times of just 3-6 months. You get a proven solution built on established best 
practices, complete with ongoing support and updates.

For most B2B companies, this is the most efficient way to get results quickly, especially when 
starting your AI journey. You can always bring specific capabilities in-house later once you have 
proven the business case and built internal expertise.

18.
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Use case: How DJUST enables practical AI adoption

DJUST offers a modular, AI-powered B2B commerce platform designed to centralize data while 
adapting to your specific workflows. Its API-first architecture and DataHub module ensure 
seamless integration with your existing systems, managing data conversion, validation, and real-
time synchronization.

The platform allows you to deploy features as needed across the entire B2B lifecycle, such as:

eCommerce & Marketplaces: Simplify the buyer’s journey with customer-specific portals, 
tailored catalogs, and complex pricing (e.g., contract, volume, and promotional). For broader 
ecosystems, DJUST digitalizes your network with dedicated supplier portals and multi-
warehouse management.

Order & Replenishment: Automate and centralize order processing from all channels. The 
system handles bulk orders (1,000+ lines), CSV uploads, and mobile-based replenishment, 
while optimizing shipping and providing real-time tracking.

Product & Data Management: A comprehensive product information management (PIM) 
system manages detailed product sheets, variants, and attributes. Intelligent features are 
embedded throughout, including a Mail to Order module for email processing and a 
Commerce Agent for smart recommendations.

DJUST supports a phased implementation, helping you identify and launch the highest-impact 
features first to ensure you see results and build confidence before expanding.
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Step 3: Document your processes
AI systems work best when they understand your business rules, objectives, and constraints. 
Before implementation, map out the processes you want to automate, focusing on decision 
logic, approval workflows, and quality standards that will ensure AI aligns with how your business 
actually operates.

What to document (with examples)

Pricing and discount rules: Avoid simply stating that “volume discounts 
exist.” Specify the exact logic: “Customers ordering 100-499 units receive 
10% off; 500-999 units get 15% off; 1000+ units get 20% off. Gold-tier 
customers receive an additional 5% across all tiers...”

Approval workflows: A manufacturer might document: “Orders under 
$5,000 require manager approval. Orders $5,000-$25,000 need director 
approval. Orders over $25,000 require CFO sign-off...”

Customer segmentation criteria: An industrial parts distributor might 
define: “Enterprise customers (1000+ employees, $500,000+ annual 
spend) see the full catalog with negotiated pricing. Mid-market customers 
(100-999 employees, $50,000-$500,000 spend) see standard catalog 
with volume discounts...”

Edge cases: Document processes for what to do when unusual things 
happen: “If a customer orders a product that requires certification they 
have not provided, flag for review rather than blocking. If inventory shows 
‘available’ but the warehouse has not confirmed stock in 48 hours, alert 
the operations team...”

Focus on your most critical processes, particularly those involving repetitive decisions, data 
processing, or situations where errors are costly or delays impact customer satisfaction. 
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Step 4: Set up system integrations
Effective AI automation requires data to flow between systems in real time. Most companies start 
by connecting their three core systems: ERP (which manages inventory, pricing, and financials), 
CRM (which tracks customer relationships and sales history), and eCommerce platform (which 
handles the customer-facing experience).

If you are working with a platform provider, verify that it offers ready-made connections for your 
specific ERP and CRM systems. A platform with native SAP or Microsoft Dynamics integration (if 
you use these systems) can reduce setup time from months to weeks. 

What integration work actually involves

Inventory: Decide how often data needs to refresh (e.g., every 15 minutes, hourly, or in real 
time). Map which fields matter, such as current stock, safety stock minimums, incoming 
shipments, and reserved quantities.

Customer data: Identify which system owns which data. Your CRM likely has the customer’s 
negotiated pricing and contract terms, but your ERP might have their payment history and 
credit status. Build connections that pull from the authoritative source for each piece of 
information.

Order flow: Map the complete order flow across systems. When does the order get written to 
the ERP? What triggers fulfillment? Which system sends confirmation emails? Document each 
handoff point and what happens if any step fails.

Build in monitoring from the start. The most common integration failures happen silently, so set up 
alerts for missing data, sync delays, or error rates that exceed normal levels.

21.



Step 5: Select & prepare your pilot
Select your initial pilot use case based on impact and feasibility. Evaluate potential use cases 
using this framework:

High volume, low complexity first: Workflows that happen frequently but follow predictable 
patterns (order entry, basic product updates, inventory alerts).

Revenue impact vs. technical lift: Calculate the business value against the challenge of 
implementing it.

Data readiness: Select use cases where you already have clean, structured data.

For instance, product data management can deliver immediate time savings by using AI 
to normalize supplier feeds, fill missing attributes, and flag duplicates, all while building your 
foundational data. Another ideal area is email-to-order processing, where high volume and 
clear business rules allow AI to create immediate efficiency gains. 

Similarly, intelligent reordering is effective because its predictable patterns and measurable 
outcomes, such as basket size and frequency, make the results easy to track.

“Start with the workflows that are taking the most time or creating ‘key person risk’ where 
only one team member knows how to perform a critical task. These bottlenecks are 
constraints that hold back scale.” 

— Dylan Jahraus, Founder & CEO, etSEO
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Step 6: Deploy a limited pilot
Start small and contained. Do not try to automate everything at once. Launch your chosen AI 
capability in a controlled environment with clearly defined boundaries, not across your entire 
operation.

Practical deployment approaches

For product onboarding: Start with a single product category (e.g., “electrical 
components”) or a single supplier that sends regular updates. Run the AI system in 
parallel to your manual process for 2-4 weeks, comparing outputs to verify accuracy 
before replacing the manual workflow.

For personalization: Deploy AI recommendations to a specific customer segment 
(e.g., “mid-market manufacturers in the automotive sector”) or product category 
(e.g., “maintenance supplies”). This allows you to measure the impact on a subset 
while maintaining your existing experience for others.

For email-to-order processing: Begin with orders from your most predictable 
customers who order regularly in consistent formats. Once the system achieves 95%+ 
accuracy with this group, gradually expand to more variable order formats.

Step 7: Train your team for success
The biggest barriers to success are often human rather than technical. Plan for comprehensive 
training, ongoing support, and gradual adoption rather than forcing immediate change. Your 
team needs to understand how AI tools will change their workflows, what new capabilities they will 
have, and how their roles might evolve.

Focus on helping your team understand how AI tools augment their expertise rather than 
replace their judgment. At first, rather than having AI make final decisions, configure it to prepare 
recommendations that humans can review and approve. This builds confidence in the technology 
while maintaining quality control. 

Encourage experimentation and feedback collection. Make it easy for your team to flag errors and 
suggest improvements. 
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Step 8: Measure & optimize
Establish measurement criteria and track results carefully. Document what works well, what needs 
improvement, and what unexpected benefits or challenges emerge during the pilot.

Track metrics that directly relate to your business objectives rather than just technical performance 
indicators. For example:

Operational efficiency metrics: Processing time reduction, error rate decreases, manual 
intervention requirements, and capacity for handling increased volume without proportional 
staffing increases.

Customer experience improvements: Order accuracy rates, response time improvements, 
self-service adoption rates, customer satisfaction scores, and retention metrics.

Business impact measurements: Revenue per customer, conversion rate improvements, 
average order value increases, and customer lifetime value enhancements.

Team productivity indicators: Time saved on routine tasks, capacity for higher-value 
activities, employee satisfaction with new tools, and skill development progress.

DJUST provides real-time dashboards and KPI monitoring that give you complete visibility into 
your commerce operations.

Step 9: Scale successful implementations
Roll out successful pilot implementations to broader portions of your organization. Use lessons 
learned during the pilot to improve training, refine processes, and address integration challenges.

Add complementary AI capabilities that integrate with your initial implementation, building an 
intelligent system where different AI components work together to deliver compound benefits.

Whether you are working with a specialist partner or building capabilities internally, establish 
governance frameworks that ensure consistent quality as you scale. Create documentation of 
lessons learned, best practices, and common edge cases to accelerate expansion to new teams, 
product lines, or customer segments.

Companies achieving the strongest returns share common characteristics: they start with clear 
objectives, maintain realistic expectations, invest in proper change management, and commit 
to continuous improvement rather than expecting immediate perfection.
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Future trends in eCommerce 
automation

AI in B2B eCommerce is just beginning; over the next five years, new eCommerce trends and 
strategies will reshape how B2B businesses operate, sell, and serve their customers. If you can get 
ahead of them, you position your organization for competitive advantage.

Conversational commerce takes center stage
The interface for B2B commerce is moving from websites and portals to natural language 
conversations. The IBM Institute for Business Value predicts a 53% increase in the use of AI to 
power personalized self-service for customers by 2027.

This means buyers will interact with intelligent agents that can understand complex queries, 
provide guided selling assistance, and execute transactions through natural conversation. Instead 
of navigating through category trees and filters, a procurement manager might simply say: “Find 
me materials rated for corrosive chemicals, compatible with our Dubai facility specifications, 
under $10,000 each, with delivery by Q2.”

The AI agent will instantly understand the requirements, check compatibility with existing systems, 
verify budget approval, and present tailored options with contextual recommendations.

Predictive commerce & buyer intent modeling
AI will become increasingly sophisticated at identifying purchasing signals from diverse data 
sources such as website activity, content downloads, market conditions, and even external 
economic indicators. This enables a change from reactive to proactive engagement.

Advanced buyer intent modeling will allow sales and marketing teams to engage prospects with 
relevant content and offers before the buyer even knows they need a solution. AI will analyze 
patterns indicating a company is likely to need equipment maintenance, raw materials restocking, 
or technology upgrades, enabling suppliers to reach out proactively with valuable insights and 
solutions.

4.
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“What actually works for automation is the reordering process because B2B customers 
buy the same products repeatedly and AI can predict when they need restocks based 
on purchase history.” 

— William Forshaw, CEO, Maxwell-Scott

Autonomous procurement systems
Perhaps the most dramatic trend may be the emergence of AI-to-AI commerce. Industrial B2B 
firms will optimize their digital storefronts for autonomous buyer agents.

These “buyer bots” will make purchasing decisions based on predefined parameters: budget 
limits, quality requirements, delivery windows, and compliance needs. On the supplier side, AI-
powered seller agents will compete for these transactions by dynamically optimizing pricing, 
availability, and value propositions.

More internet-connected devices will be capable of autonomously purchasing their own supplies 
and services — manufacturing equipment will effectively order its own replacement parts, office 
systems will restock supplies, and fleet vehicles will schedule their own maintenance.

Dynamic pricing & real-time market response
AI-driven pricing engines will move beyond simple rules to consider hundreds of variables 
simultaneously: competitor pricing, supply chain costs, demand patterns, customer lifetime value, 
and market conditions. Prices will adjust in real time to optimize for different objectives such as 
maximizing revenue, gaining market share, or clearing inventory.

This will extend to contract terms, payment options, and service levels. AI will continuously test 
and optimize the complete commercial offer, not just the price point.

26.

https://www.linkedin.com/in/william-forshaw-b8b46420
https://www.linkedin.com/in/william-forshaw-b8b46420
https://www.djust.io/blog-posts/autonomous-b2b-marketplaces
https://www.djust.io/blog-posts/autonomous-b2b-marketplaces


Generative experiences & mass personalization
Forrester research indicates that one in five US and EMEA retailers will launch customer-facing 
generative AI applications in 2025. In B2B, this will manifest as dynamically generated storefront 
layouts, personalized marketing content, and entire buyer journeys assembled uniquely for each 
visitor.

Rather than maintaining static catalog pages, AI will generate product presentations, comparison 
charts, and technical specifications tailored to each buyer’s industry, role, and current project 
needs. The same product will be presented completely differently to a procurement manager at 
a small manufacturer versus a technical buyer at a Fortune 500 company.

Hyperpersonalized replenishment flows
B2B replenishment — the process of restocking regular supplies — will become increasingly 
intelligent. AI will analyze usage patterns, seasonal variations, supply chain conditions, and 
business growth trends to optimize ordering timing and quantities.

Advanced systems will integrate with production schedules, sales forecasts, and market 
intelligence to anticipate needs before they occur. For instance, a packaging company’s AI 
might detect increased activity in its customers’ seasonal product lines and proactively suggest 
inventory adjustments weeks in advance.

“Workflow reordering is the largest untapped opportunity. AI can examine purchasing 
patterns and determine when to reorder and recommend complementary products. 
One manufacturing customer increased their average reorder value by $2,400 per 
transaction through intelligent quantity optimization.” 

— Baris Zeren, CEO, Bookyourdata
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Conclusion: Smarter starts now

The gap between B2B companies that simply digitize their operations and those that intelligently 
optimize them continues widening. Research shows that data-driven B2B companies using AI 
are 1.7 times more likely to increase market share than their competitors. Every month of delay 
means competitors are building stronger AI capabilities, capturing more market share, and 
creating customer relationships that become increasingly difficult to disrupt once established.

Companies that will dominate the future of B2B eCommerce recognize that AI helps teams move 
faster with fewer errors and achieve more customer relevance. AI automation enables you to 
move beyond reactive order-taking toward proactive value creation.

The barriers to getting started are lower than ever, too. You can begin with your current technology 
stack, imperfect data, and existing processes. What you need is a clear vision of where AI adds 
immediate value, a modular approach to implementation, and a platform that grows with your 
ambitions.

As DJUST helps companies simplify B2B commerce with AI and improve order management 
with AI, we consistently see that the biggest wins come from starting with clear objectives, 
implementing systematically, and maintaining focus on business outcomes rather than just 
technical capabilities.

We can provide the technology, expertise, and support to change your B2B commerce operations. 
Whether you are automating your first workflow or rebuilding your entire commercial operation, 
we make intelligent commerce achievable.

Ready to launch smarter? 

Book a demo with DJUST today.

28.

https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/five-fundamental-truths-how-b2b-winners-keep-growing
https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/five-fundamental-truths-how-b2b-winners-keep-growing
https://www.djust.io/blog-posts/how-digital-transformation-is-shaping-the-future-of-b2b-ecommerce
https://www.djust.io/ebook-guides/how-ai-can-simplify-b2b-commerce
https://www.djust.io/ebook-guides/how-ai-can-simplify-b2b-commerce
https://www.djust.io/blog-posts/ai-is-revolutionizing-order-management
https://www.djust.io/blog-posts/ai-is-revolutionizing-order-management
https://www.djust.io/blog-posts/ai-is-revolutionizing-order-management
https://www.djust.io/request-demo
https://www.djust.io/request-demo


djust.io  


