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Executive Summary

The B2B commerce landscape is at a critical inflection point, moving beyond mere digitalization toward an era of
intelligent, autonomous, and self-learning systems. Traditional B2B procurement, particularly within the fast-paced and
high-stakes Retail and Consumer Packaged Goods (CPG) sector, is plagued by inefficiencies stemming from manual
processes, limited personalization, and fragmented data. These challenges create a significant chasm between the agile
demands of modern commerce and the capabilities of legacy systems, leading to substantial operational costs and

lost opportunities.

This white paper introduces cognitive commerce agents, a robust solution that leverages advanced Artificial
Intelligence (Al), including Generative Al and Reinforcement Learning, to create fully autonomous, end-to-end buying
experiences. Unlike conventional chatbots or search engines, these agents are not just tools for information retrieval;
they are intelligent entities capable of understanding nuanced buyer intent, learning from every interaction, and
orchestrating complex procurement workflows across an enterprise’s entire digital ecosystem. By integrating seamlessly
with core functions such as Enterprise Resource Planning (ERP), Product Information Management (PIM), and Customer
Relationship Management (CRM), cognitive commerce agents deliver hyper-personalized product discovery, dynamic

quoting, streamlined reordering, and proactive issue resolution at an unprecedented scale.

For the Retail & CPG industry, these agents promise significant value. They will fundamentally transform how B2B
transactions are conducted, shifting procurement from a reactive, transactional activity to a proactive, strategic
function. Cognitive commerce agents are poised to transform the sector, driving unparalleled operational efficiency,

enhancing buyer satisfaction, and securing a lasting competitive advantage.

Blurb: Why the Market Is Ready

With Al investments surging and B2B buyers demanding B2C-like experiences, cognitive agents are no
longer optional—they’re essential for staying relevant and resilient.

This paper delves into the market trends necessitating their adoption, the deep learning behaviours that power their
intelligence, practical enterprise integration patterns, and the quantifiable, data-driven outcomes that underscore their

strategic value. It also addresses the critical implementation considerations and the future of agentic commerce.

©LTIMindtree | Privileged and Confidential
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The digital imperative:
The shifting tides of B2B commerce

The comprehensive digital transformation witnessed in the consumer (B2C) space has reshaped expectations in the
business-to-business (B2B) realm. B2B buyers, accustomed to the convenience, speed, and personalization of their B2C
e-commerce interactions, now demand a similar level of sophistication in their procurement journeys. They expect

platforms that are intuitive, intelligent, and available on demand, regardless of location or time zone.

However, the reality for many B2B enterprises, particularly within the established Retail & CPG sector, falls short of this
expectation. Legacy B2B platforms often function as little more than static online catalogs, requiring buyers to navigate
complex interfaces, fill out cumbersome forms, and wait for human intervention to get a quote or place an order. This
disconnect creates a palpable sense of friction, leading to buyer frustration, prolonged sales cycles, and operational

inefficiencies that negate the demands of a modern, agile supply chain.

The advent of advanced Al and the rapid maturation of Generative Al and autonomous agents offer a compelling
solution to this growing chasm. This white paper reiterates that the next evolution of B2B e-commerce is not a better
website, but a shift to a new paradigm: Cognitive commerce agents. These agents are intelligent, self-learning partners

that can understand, anticipate, and execute complex business tasks on behalf of the buyer, redefining procurement

from a mundane task into a highly efficient and strategic function.

©LTIMindtree | Privileged and Confidential
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The B2B procurement chasm:
A barrier to modern commerce
in the retail & CPG sector

The operational realities of B2B procurement in the Retail & CPG sectors are complex and fraught with systemic
inefficiencies. The gap between outdated processes and modern buyer expectations presents a significant and

quantifiable strategic impediment.

I, \\
t 01 ! The burden of manual, repetitive workflows
AR |
i A staggering portion of B2B procurement is still reliant on manual, human-intensive tasks. Procurement
| professionals and sales teams spend excessive time on non-strategic activities, such as:
l
|
| . .
! i) Generating and responding to RFQs (Request for quotes)
i = This process is often an email-based, multi-step process involving data compilation, price checks,
: and manual quote generation, which can take days. For high-volume items like raw materials or
i packaging, this represents a significant bottleneck.
l
[ e - cpe .
: Verifying product specifications
i ~© Manually cross-referencing product details, relevant industry certifications, and technical data
l from static documents is tedious and prone to human error, leading to order inaccuracies and
|
: compliance risks.
l
|
: Order and shipment tracking
| <
: NE buyer’s simple query, "Where is my order?" often triggers a chain of internal communications
: across sales, logistics, and warehousing teams, consuming valuable time and delaying response.
|
|
I,’—\\\
t 02 ' Lack of context and hyper-personalization

Generic e-commerce platforms fail to provide the tailored experiences that B2B buyers expect. Forinstance, a

logistical requirements than a small, independent food manufacturer sourcing specialty ingredients. Legacy

\
|
|
i
| large multinational retail chain purchasing in bulk has fundamentally different needs, pricing structures, and
|
|
|
| platforms cannot dynamically adapt to:

|

|
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@ Buyer-specific pricing and contracts
They struggle to instantly apply complex, volume-based discounts, contractual pricing, or specific
payment terms.

Historical purchasing patterns
© The system has no memory of the buyer’s past orders, preventing it from proactively suggesting
reorders or recommending products that align with their business model.

Industry and regional nuances

X
_@ A grain supplier, for instance, needs to understand seasonal demand, regional consumption
patterns, and local delivery challenges, which a static system cannot address.

Data silos and fragmented systems

A holistic view of a B2B relationship is often impossible due to data fragmentation and the fact that critical
information resides in disparate systems. These systems include:

e ERP

Holds inventory levels, pricing, and order status.

PIM

Stores product specifications, marketing content, and digital assets.

CRM

=
— Contains customer history, sales interactions, and service tickets.

Warehouse Management System (WMS)

(D)
(W)

Provides real-time stock levels and shipping data.

Without a central, intelligent layer to connect and orchestrate these systems, transactions become slow,
error-prone, and inefficient, leading to the creation of siloed data across channels.

©LTIMindtree | Privileged and Confidential
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Extended buying cycles and slow response times

The culmination of these inefficiencies is a protracted B2B buying cycle. The average B2B buying process
involves multiple stakeholders and departments, with each step often requiring manual data retrieval and
human approval. For Retail & CPG, this sluggishness can lead to missed market opportunities, delays in

Cognitive commerce agents are the necessary evolution to overcome these systemic challenges. They are
designed to operate as an intelligent, unified layer that eliminates friction, accelerates workflows, and
provides a truly personalized, on-demand buying experience.

]
|
|
|
|
|
|
|
|
|
|
i product launches, or catastrophic stock-outs, directly impacting revenue and market share.
|
|
|
|
|
|
|
|
|
|
|
|
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Defining cognitive commerce agents

Cognitive commerce agents represent a revolutionary leap beyond conventional B2B e-commerce platforms and
rudimentary chatbots. They are sophisticated, Al-driven entities designed to emulate the capabilities of an expert
human procurement or sales professional, but with unparalleled speed, scalability, and data-driven precision.

At their core, cognitive commerce agents are conversational, autonomous, and adaptive.

rta
AQO
TLod

Conversational Autonomous Adaptive

Conversational

Unlike traditional search bars or click-based navigation, these agents interact with buyers using natural language (text
or voice). They understand complex queries, interpret intent, and engage in multi-turn dialogues, mirroring a human
conversation. This means a buyer can ask, "l need 500 kg of fair-trade organic cocoa powder for a new chocolate line,
what's your best price, and shipment timelines to Mumbai?", and the agent can respond contextually, factoring in
product availability, location-specific logistics, and buyer-specific pricing.

Autonomous

Cognitive agents are empowered to execute entire procurement workflows independently, from initiation to
completion, without constant human intervention. This involves accessing and processing information from various
backend systems, applying complex business logic, generating documents (like quotes or purchase orders), and even
initiating multi-party approvals. They move beyond mere assistance to proactive task execution.

Adaptive
The ‘cognitive’ aspect signifies agents’ ability to learn and evolve. Leveraging advanced machine learning techniques,
particularly reinforcement learning and deep neural networks, they continuously improve their understanding of buyer

behaviour, product knowledge, and optimal transaction paths. Each interaction refines their intelligence, leading to
increasingly personalized and efficient experiences over time.

©LTIMindtree | Privileged and Confidential



Key characteristics of cognitive commerce agents
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A staggering portion of B2B procurement is still reliant on manual, human-intensive tasks. Procurement professionals

and sales teams spend excessive time on non-strategic activities, such as:

01

Contextual

awareness

Agents maintain memory of
the current conversation and
recall relevant historical data
(past orders, preferences,
contract terms) to provide
highly personalized and
continuous interactions.

04

Proactive

engagement

Based on learned patterns and
real-time data, agents can initiate
proactive outreach, suggest
reorders, alert buyers to new
product availability (e.g., a new
sustainable packaging material),
or inform about potential supply
chain disruptions - instead of just

waiting for queries.

02

Intent-driven
interaction

Agents go beyond
keywords,
deciphering the
underlying goal or
need expressed by the
buyer, even if
ambiguously phrased.

05

Multi-system
orchestration

Unlike simple bots,
these agents are deeply
integrated into the
enterprise ecosystem,
capable of pulling and
pushing data from ERP,
PIM, CRM, logistics, and

other systems to complete

complex tasks

03

Hybrid human-

Al collaboration

While highly autonomous,
the agents are designed to
seamlessly hand off
complex or sensitive
queries to human experts
when necessary, ensuring a
superior overall experience.

06

Intelligent
decision-making
Powered by large language
models (LLMs) and advanced
algorithms, they can apply
sophisticated business rules,
perform real-time calculations
(e.g., dynamic pricing based
on volume and demand),
and even conduct

basic negotiations.

©LTIMindtree | Privileged and Confidential
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System architecture:
The engine behind intelligent commerce

The sophisticated capabilities of cognitive commerce agents are underpinned by a robust and interconnected system
architecture. This architecture integrates various Al components with core enterprise systems, enabling seamless data
flow, intelligent processing, and autonomous action. While implementations may vary, the fundamental components

typically include:

The cognitive agent core

This is the brain of the system, comprising several specialized modules:

Natural language understanding and natural language generation

These modules act as the agent's ‘ears and mouth.’ The former processes buyer input,
identifies intent, and extracts key entities (e.g., product names, quantities, delivery dates).
The latter converts the agent's internal decisions and data into human-readable,
conversational responses.

Dialogue management system

]
l
|
This module manages the flow of the conversation, maintains dialogue state, and |
determines the most appropriate next action, ensuring continuity and logical progression. :

|

|

Knowledge graph and domain knowledge base

This provides the agent with a deep, structured understanding of products, suppliers,
business rules, and industry regulations. It is often populated from PIMs and external data
sources, ensuring the agent's responses are grounded in accurate, verifiable information.

©LTIMindtree | Privileged and Confidential
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Decision and orchestration engine

This is the heart of the agent's autonomy. It interprets buyer intent, applies complex business
logic (e.g., pricing rules, approval hierarchies), and orchestrates actions across various
backend systems via API calls.

I, \\
i 05 ! Learning and adaptation module (Reinforcement learning)
|
| This is the core of the agent's self-learning capability. It uses algorithms to continuously refine
|
! an agent's ‘policy’ to choose certain actions, and optimize for positive outcomes like
| successful order completion and high buyer satisfaction.
|
|
Cognitive Agent Core
ERP PIM / DAM
Inventory . Product Specs,
Qrder Management > Attributes
Financials . Digital Assets
Customer Accounts . Certifications
Pricing Rules
CRM
Customer Profiles
Sales History
Service Interactions
E-commerce I
Platform Core WMS / Logistics

. Product Catalog Live Stock

+  Shopping Cart «— Integration Layer / APl Gateway — Shipment Tracking
. Order History

°Pt'°|z‘a'AP's/ External APIs / Market Data
Market Data Secure Payments Payment Gateway
Compliance Checks . Secure Payments

Commodity Prices

Analytics & Reporting

. (G
. Dashboards
. Interaction Logs

Figure 1: System Architecture - The Engine Behind Intelligent Commerce

©LTIMindtree | Privileged and Confidential
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The integration layer (APl gateway)

This is the crucial conduit that connects the cognitive agent’s core to the organization's existing technology landscape.

It manages secure and standardized communication, data translation, and the orchestration of calls to:

01‘

02

03
04
05
06

07

ERP

The central hub for all transactional data. Integration allows the agent to check real-time inventory,
initiate order creation, access customer-specific pricing, and provide order status updates.

E-commerce platform core

This is the core commerce engine that manages the product catalog, shopping cart, and checkout
process. The agent integrates with it to guide product discovery, manage the shopping cart, and
facilitate the transaction.

Product Information Management / Digital Asset Management (PIM/ DAM)

Supplies the agent with comprehensive product information, technical specifications, and rich
digital assets, ensuring intelligent search and accurate recommendations.

CRM

Provides a holistic view of the customer relationship, leveraging sales history, service interactions,
and customer profiles, to personalize every interaction.

WMS/ Logistics
Feeds real-time stock levels and shipment tracking information to the agent for accurate delivery
estimates and proactive communication.

Payment gateway

Allows the agent to facilitate secure payment processing and provide real-time
financial transparency.

Analytics and reporting

Gathers data on agent performance, buyer interactions, and outcomes, providing insights for
continuous improvement.

OLTIMindtree | Privileged and Confidential 13



This robust, layered architecture ensures that cognitive commerce agents are not isolated tools but deeply embedded,

intelligent components that drive enterprise-wide digital transformation.

Deep dive:
The learning behaviours of cognitive agents

The ‘self-learning’ capability is the core differentiator and transformative power of cognitive commerce agents. Unlike
traditional, rigid chatbots that merely execute pre-programmed scripts, these agents leverage advanced Al mechanisms

to continuously adapt, improve, and personalize their interactions with every engagement.

At the very foundation of the agent's adaptive intelligence are sophisticated reinforcement learning (RL) loops. The
agent operates within an environment (the B2B e-commerce platform and the buyer's interaction context), taking
actions and receiving feedback or ‘rewards’ based on the outcomes of those actions.

Reward function
This defines what constitutes a successful interaction, such as a completed purchase, a positive feedback
score, or a reduced query resolution time.

OLTIMindtree | Privileged and Confidential
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Learning algorithms

Algorithms like Proximal Policy Optimization (PPO) allow the agent to iteratively refine its ‘policy’—the strategy

for choosing actions—to maximize long-term positive outcomes. This means the agent becomes progressively
better at predicting buyer needs, offering hyper-relevant solutions, and guiding complex transactions.

Human-in-the-Loop

03

A crucial component of this learning process is Reinforcement Learning from Human Feedback (RLHF). This
allows human experts to provide direct qualitative feedback, correct errors, and further align the agent's
behavior with desired business objectives and ethical guidelines.

Multi-turn dialogue memory and contextual recall

Cognitive agents are endowed with robust memory systems that extend far beyond the immediate interaction.

Session memory (Short-term)

This multi-layered, persistent memory ensures that interactions are not only highly personalized
but also deeply contextually relevant, fostering a sense of seamless partnership for the buyer.

\

\

|

|

|

|

|

|

l

|

o1 _ | AU

. Maintains a precise memory of the current conversation, ensuring continuity and coherence across
|

: multiple turns.

|

|

|

:

|

. Contextual memory (Long-term)

. 02 . i, :
! This is where the ‘cognitive’” aspect becomes apparent. The agent draws upon a comprehensive,
: multi-layered long-term memory that includes:

l

|

: Buyer profile Business rules Product knowledge graph
: Detailed records of the Dynamic access to A deep semantic

|

: buyer's company, historical company-specific pricing understanding of product
: purchase patterns, matrices, volume discounts, attributes,

|

: contractual terms, and promotional offers, and interdependencies, and

: preferred payment methods. approval hierarchies. relationships from the PIM.
l

|

|

|

|

|

|

|
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Environment / B2B E-commerce Platform

Takes Action
(e.g. Suggest Product, Generate
Quote, Initlate Order)

Receives Reward/ Penaity
- (e.g. Order Completed,
Cognitive Agent Posotive Feedback)

Decision-Making Module

Decision-Making
T Module

Learning Module y 4 Takes Action

(e.g. Suggest Product,
pdates - p Generate Quote, Initiate
Policy/ Leams (RLHF- _ Learning Memory Order)
Reinforcement
Learning from Human
Feedback)

Takes Action
(e.g. Suggest Product, Generate Quote,
Initiate Order)

Environment / B2B E-commerce Platform

Figure 2: The Cognitive Learning Loop - How Agents Learn and Adapt

Personalization at scale

The advanced learning behaviours enable unprecedented levels of personalization, scaled efficiently across
a diverse B2B customer base.

Adaptive recommendations

01
Moving beyond simplistic ‘customers who bought this also bought...” suggestions, agents offer
hyper-personalized recommendations based on predictive analytics, intent analysis, and
behavioural triggers.
Tailored workflows

02

Agents can dynamically adjust the entire procurement workflow to align with specific buyer
personas, company policies, or compliance requirements, such as automatically routing
high-value purchases through a predefined approval chain.

e e e

©LTIMindtree | Privileged and Confidential
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Market trends and industry signals

The emergence of cognitive commerce agents is not just a technological advancement; it's a strategic imperative

driven by dynamic market shifts and evolving industry demands.

The past 18-24 months have witnessed an unprecedented acceleration in Al adoption, particularly generative Al, across
enterprise applications.

According to Market.us, the global generative Al in procurement market is projected to grow at a CAGR of 33% from 2023
to 20331. This surge reflects a strategic shift in enterprise priorities, as organizations increasingly adopt Al-driven tools to
enhance sourcing, contract analysis, and supplier engagement. The trend underscores the urgent appetite for
intelligent, adaptive solutions like cognitive commerce agents that can deliver measurable business outcomes

Modern B2B buyers, influenced by their B2C digital experiences, now expect seamless, intuitive, and personalized
procurement tools. Surveys reveal a strong demand for intuitive digital channels and self-service options, with a growing
expectation for 24/7 availability. They desire conversational tools that mimic human-like interactions, direct answers

without unnecessary complexity, and real-time transparency regarding pricing, product availability, and delivery times.

Current global and local market dynamics, including persistent supply chain volatility and inflationary pressures, compel
B2B companies to seek unprecedented levels of operational efficiency and supply chain resilience. Manual, error-prone
processes are simply unsustainable. Thereis a burgeoning need for predictive analytics, automated risk assessment, and
the rapid identification of alternative sourcing options - areas where Al-driven agents offer a compelling solution.

©LTIMindtree | Privileged and Confidential 17
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Enterprise integration patterns:
Weaving agents into the digital fabric

The transformative potential of cognitive commerce agents is fully realized through their seamless and secure
integration with an organization's existing enterprise technology landscape. They function as an intelligent
orchestration layer, dynamically pulling and pushing data from disparate systems to create a unified, intelligent, and

efficient buyer experience.

I, \\
. 01 |, ERP integration
\ |
i e Purpose: To provide real-time access to critical transactional data.
|
|
| * Integration points:
|
: Live inventory and Order creation and Customer and
|
: availability: management: pricing data:
: Agents query the ERP Agents trigger the The agent accesses
|
: to confirm real-time creation of new sales customer-specific pricing tiers,
: stock levels across orders directly within the volume discounts, and contractual
|
: multiple locations. ERP, auto-populating all terms to ensure accurate quoting
: necessary fields. and personalized offers.
|
|
I,’ B \\\
\ 02 ! E-commerce platform integration

Purpose: To facilitate core commerce functions.

Integration points:

Product catalog

and search:

The agent interacts
with the platform's
catalog to enable
conversational
product discovery and
guided selling.

©LTIMindtree | Privileged and Confidential

Shopping cart

and checkout:

Agents manage the
buyer's cart, add
products based on
conversational requests,
and guide through the
final checkout process.

Account
management:
Agents can provide
self-service options for
managing customer
accounts, viewing
order history, and
reordering past items.

18
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CRM integration

&p LTIMindtree

» Purpose: To empower agents with a holistic view of the customer relationship.

» Integration points:

Customer profiles and segmentation:
Agents access detailed buyer profiles,
company demographics, and past
interactions to tailor their communication
style and recommendations.

Workflow and approval integration

Sales history and preferences:
The agent retrieves past quote
requests, sales opportunities, and
stated preferences to provide highly
relevant suggestions.

o Purpose: To automate complex B2B procurement workflows.

o Integration points:

Purchase request and approval workflows:

Agents can initiate purchase requests and
intelligently route them through predefined
approval hierarchies based on purchase value
or product category.

©LTIMindtree | Privileged and Confidential

Budget and threshold checks:

Agents can query financial systems to check
against pre-set purchase thresholds,
automatically triggering an approval request
if a transaction exceeds a certain limit.

19
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Data-driven outcomes and benchmarks

The true measure of any technological innovation lies in its tangible impact on business performance. Cognitive

commerce agents, by design, generate measurable improvements across key operational and customer-centric metrics.

These outcomes are increasingly validated by leading consulting firms such as McKinsey, Deloitte, and BCG, who

emphasize Al’s role in driving enterprise efficiency, personalization, and resilience.

Operational Efficiency Outcomes

:/’01\ Quote conversion rate
‘., McKinsey’s Al deployment frameworks highlight that intelligent quoting systems can significantly improve
\-/ conversion rates by streamlining RFQ cycles and applying dynamic pricing logic. Internal benchmarks suggest
a25-35% increase? in quote conversion rates when cognitive agents are used.
(/’(')_2\ Time-to-order completion
v, Al-enabled procurement platforms reduce manual steps and approval delays. According to Deloitte’s

procurement automation insights, organizations can achieve up to 50%? faster order completion through

intelligent agent orchestration

’ *. Support ticket volume

\ /' BCG’s service automation studies show that conversational Al agents can deflect routine inquiries, reducing

support ticket volume by up to 40%?*, especially for order status and product queries.

Operational Efficiency Gains from Cognitive Commerce Agents

60

50

40

30 -

20 -

10

0 =

Quote
Conversion Rate

Time-to-Order
Completion

Support Ticket
Volume

¥ Quote Conversion
Rate
Time-to-Order
Completion

B Support Ticket
Volume

Figure 3 - Operational Efficiency Gains from Cognitive Commerce Agents

©LTIMindtree | Privileged and Confidential
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Customer experience and revenue outcomes

/~ X
. 01

\

‘ // McKinsey’s Next in Personalization report reveals that companies excelling in customer intimacy see 20%?°

~—“

Customer retention and loyalty

faster revenue growth than peers. Cognitive agents foster this intimacy through proactive engagement and
tailored experiences.

/~~ "\ Average Order Value (AOV)

. 02

‘\\ /" Intelligent cross-sell and upsell recommendations, grounded in behavioral analytics, can increase AOV by
15-20%S9, as supported by internal performance dashboards and personalization frameworks.

/""", Procurement cycle time

. 03 . ‘ : : : ‘

‘ /' Bain and Deloitte emphasize that automating RFQ generation, compliance checks, and approval workflows

can reduce procurement cycle time by 30-45%, enabling faster sourcing and improved agility.

Quantifiable Impact:
Key Performance Indicators (KPIs) Improved by Cognitive Agents Customer Experience & Revenue Outcomes

40
&
g 30
£
v
>
9
S
£ 20
[
g
€ 10
g
o]
a
0 T
Conversion Retention Average Order Procurement Cycle
& Loyalty Value (AOV) Time Reduction

Figure 4: Quantifiable Impact - Customer Experience & Revenue Outcomes Enhanced

OLTIMindtree | Privileged and Confidential 21



KPI Improvement Source
Customer Retention ~20-40% McKinsey personalization studies (2021-2025)

& Loyalt (McKinsey & Company, Progress.com)
yalty g

Average Order
Value (AQV)

~10-25% McKinsey personalization metrics
(McKinsey & Company, Business Chief)

Procurement Cycle ~30% Gartner reports on Al-powered sourcing (2024)

Efficiency (globality.com, C-Suite Strategy)

Ilustrative Use Cases

Use case 1 A multinational retailer managing thousands of products across diverse geographies often faces
. delays and compliance risks due to fragmented procurement workflows. Each region operates
Multi-tiered under distinct pricing contracts, approval hierarchies, and regulatory constraints, making manual
procurement coordination across ERP, CRM, and legal systems inefficient and error-prone.

optimization

for a global By deploying a cognitive commerce agent, procurement operations can be seamlessly integrated
retailer across enterprise systems. The agent autonomously applies buyer-specific pricing, routes

high-value purchases through dynamic approval chains, and ensures regulatory compliance in
real time.

Expected outcomes:

Procurement cycle time reduction of up to 45%® and compliance accuracy gains of 60%?,
outcomes consistent with Gartner’s 2024 predictions on Al-powered sourcing, which
reported 30-40% cycle time reductions and 50-60% compliance improvements®.

©LTIMindtree | Privileged and Confidential



Use case 2

Intelligent
demand
forecasting
and reordering
for a CPG
manufacturer

Use case 3

Conversational
product
discovery and
guided selling
for B2B
E-commerce

CPG manufacturers frequently struggle with demand volatility for seasonal products, resulting in
stockouts and excess inventory. Traditional systems lack predictive capabilities and contextual
memory, limiting their ability to respond to dynamic market conditions.

A cognitive commerce agent can leverage historical purchase data, regional consumption trends,
and promotional calendars to forecast demand more precisely. It proactively recommends
reorders and adjusts procurement workflows based on real-time inventory and supplier capacity.

Expected outcomes:

Forecast accuracy improvement of ~35%? and stockout reduction of ~40%?, aligned with
McKinsey’s Supply Chain 4.0 research, which documents 20-50% gains in forecasting
accuracy and 30-50% reductions in stockouts?®.

B2B buyers often face challenges navigating complex product catalogs, while sales teams are
burdened with repetitive queries. Static search engines fail to deliver personalized, context-

aware recommendations.

A cognitive commerce agent can transform the buyer experience by enabling natural language
interaction for product discovery. It understands buyer intent, recalls historical purchases, and
recommends products based on business rules and inventory availability.

Expected outcomes:

Conversion uplift of ~25%%° and an average order value (AOV) boost of ~20%?°, validated by
McKinsey and Accenture studies, which show personalization and conversational
commerce can lift conversion by 20-25% and AOV by 10-20%?°.

Blurb: Why Agentic Commerce Is the Next Frontier

Traditional chatbots and search engines fall short in delivering intelligent, personalized B2B experiences.

Cognitive commerce agents go further—learning, adapting, and orchestrating complex tasks

autonomously. They represent a paradigm shift from static tools to dynamic, enterprise-integrated

intelligence.

©LTIMindtree | Privileged and Confidential
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Competitive landscape:
The dawn of agentic commerce

The B2B e-commerce landscape is rapidly evolving, moving beyond simplistic digital storefronts to highly intelligent,
autonomous systems. To truly appreciate the disruptive edge of cognitive commerce agents, it's essential to position

them against existing solutions, revealing where they excel and why they represent the next frontier.

Traditional rule-based chatbots

These are the earliest forms of conversational Al, operating on predefined scripts and decision trees. While they can
provide instant, pre-programmed answers to basic FAQs, they are static and lack the ability to handle multi-turn
complex conversations or learn from interactions. They cannot access dynamic enterprise data and are non-adaptive,
requiring constant manual updates.

E-commerce search engines

The cornerstone of most e-commerce platforms, search engines allow buyers to find products via keyword search and
filters. While effective for known-item search, they are non-conversational and passive. They lack the ability to answer
complex, qualitative questions, proactively guide buyers through a process, or provide intelligent, context-aware
recommendations based on historical data.

The agentic commerce paradigm

Cognitive commerce agents are conversational, autonomous, adaptive, and goal-oriented. They go beyond simple
search and predefined rules to offer a truly intelligent, end-to-end buying experiences. They can perform multi-step
tasks independently, continuously improve through reinforcement learning, and provide hyper-personalization at scale.
Their seamless integration with a full technology stack makes them a comprehensive solution for end-to-end
automation.
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Implementation and phased rollout

Adopting Cognitive Commerce Agents is a strategic investment that requires a phased and well-defined roadmap.

Analyst studies on Al adoption emphasize phased delivery as critical to ROI realization and risk management 2,

Phase 1: Discovery & Strategy (1-2 Months)

Comprehensive needs assessment, identifying key pain points and defining specific use cases. The outcome is a clear
ROI projection and a high-level architectural plan.

Phase 2: Data & Integration Foundation (3-4 Months)

Establish secure API connections with core enterprise systems and build the agent’s knowledge graph to ensure access
to clean, real-time data.

Phased Implementation Timeline for Cognitive Commerce Agents

Needs assessment, Phase2:
ROl projection Data & Integration Foundation

APl setup, Knowledge Graph Phase3:
Agent Core Development & Training

NLU/NLG model development, training Phase4:
Pilot Deployment

& Iteration
User feedback, Phase5:
Iterative refinement Scaled Rollout

& Optimization
Expansion,
Performance tuning

Figure 5 - Phased Implementation Timeline for Cognitive Commerce Agents

Phase 3: Agent Core Development & Training (4-6 Months)

Build and train NLU/NLG models with domain-specific dialogues, ensuring contextual accuracy and scalability.

Phase 4: Pilot Deployment & Iteration (2-3 Months)

Launch with a specific user segment or product line, gather user feedback, and refine agent capabilities in a
live environment.

Phase 5: Scaled Rollout & Optimization (Ongoing)

Expand to more product categories and geographies with continuous learning, governance, and performance
optimization.
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Conclusion:
The future of B2B commerce is cognitive

The imperatives for transformation in B2B e-commerce are clear. The confluence of surging Al investments, rapidly
evolving buyer expectations, and persistent digital maturity gaps demands a new paradigm. Cognitive commerce
agents are the intelligent, self-learning solution poised to bridge this gap, fundamentally redefining how businesses

interact and transact in the B2B landscape.

By empowering B2B buyers with intelligent conversational interfaces, these agents unlock unprecedented levels of
efficiency, personalization, and autonomy. They transform complex, manual procurement processes into seamless,
intuitive journeys. The quantifiable data-driven outcomes—from significant increases in quote conversion rates and
customer retention to substantial reductions in support ticket volumes—provide a compelling business case for
adoption. In a competitive landscape where traditional solutions fall short in delivering truly intelligent, autonomous,
and adaptive experiences, cognitive commerce agents emerge as the clear leader, offering a disruptive edge that

accelerates growth and fortifies supply chains.

The future of B2B commerce is not just digital; it is cognitive. Incorporating cognitive commerce agents is about
embracing a strategic imperative to drive efficiency, enhancing buyer satisfaction, and securing a lasting

competitive advantage.
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