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Executive Summary
HCL Commerce has powered enterprise B2B operations for decades. But for many 
organizations running complex B2B and B2B2C deployments, the platform has reached an 
inflection point. The weight of accumulated customization, the cost of ongoing maintenance, 
and the organizational drag of implementation-heavy operations are compressing margins 
and slowing competitive response.

This guide is not a marketing pitch. It is a structured roadmap for technology and commerce 
leaders who have already concluded that the status quo is no longer acceptable and who 
need an honest picture of what a migration path looks like, what it costs, and what they gain.

KIBO is purpose-built for B2B complexity. A complete composable platform that handles 
commerce, order orchestration, and inventory management, KIBO eliminates the integration 
seam that most organizations are currently maintaining between their commerce layer and a 
separate order management system. The result: faster onboarding, more accurate fulfillment, 
and a total cost of ownership that improves over time rather than compounding.

Introduction: Capable Platform, 
Real-World Friction
HCL Commerce, formerly IBM WebSphere Commerce, was built to handle scale and complexity. 
Large-volume transaction environments. Multi-tiered account structures. Deep B2B workflow 
requirements that standard commerce platforms simply could not address. For organizations with 
those requirements, it was often the only credible option available.

IBM sold the platform to HCL Technologies in 2019, and it has been navigating a transition from 
on-premise deployments to HCL Commerce Cloud ever since. That transition has added 
uncertainty on top of an already-difficult operational picture for many organizations.

What has not changed is the fundamental architecture. HCL Commerce was designed in an era 
when customization was the primary mechanism for handling B2B complexity. That model made 
sense then. Today, it produces a set of predictable operational outcomes that are difficult to justify: 
upgrade cycles measured in months, implementation queues that grow faster than they are 
resolved, and integration maintenance costs that scale with every platform version.

This guide is for the operations and technology leaders inside those organizations. It acknowledges 
the real challenges of running HCL Commerce at scale, explains what a structurally different 
approach delivers, and provides a phased migration framework that minimizes disruption while 
moving the organization toward a modern, composable foundation.
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HCL Commerce's roots in IBM WebSphere mean it carries architectural decisions from the early 
2000s. The platform was built for customization at a time when customization was the only 
mechanism for handling B2B complexity: account hierarchies, contract pricing, approval workflows, 
ERP connectivity.

Over years of operation, organizations have accumulated layered Java-based customizations that 
now make every upgrade, every migration, and every platform change exponentially more 
expensive. Many B2B deployments are running heavily modified versions that are effectively trapped 
between the current state and any viable future state. The platform cannot easily be moved without 
first resolving the customization debt.

The Legacy Architecture Problem

The Real Challenges HCL 
Commerce Organizations Face

Every HCL Commerce upgrade requires re-application of all customizations. Custom files are 
overwritten during upgrades and must be manually rebuilt. The heavier the customization 
burden, and B2B deployments carry the heaviest, the more expensive and operationally risky 
every version update becomes. Major upgrades require bringing down active deployments, 
upgrading database schemas, rebuilding images, and reconstructing search indexes.

The predictable result: organizations delay upgrades until they have no other option. Every 
quarter of delay adds to the technical debt that makes the next upgrade more expensive. The 
cycle compounds.

The Upgrade Burden

Enterprise HCL Commerce deployments require deep platform expertise and specialized 
implementation partners. B2B capabilities that should be configuration exercises become 
development projects. Punchout catalogs, tiered contract pricing, account-based permissions, 
buyer approval workflows: when each of these requires a development sprint, the backlog never 
shrinks. Business requirements that should be live within weeks remain in a queue for quarters.

Implementation Timelines That Slow the 
Business Down

B2B organizations running HCL Commerce sit at the center of a complex integration ecosystem. ERPs, 
CPQ tools, PDM/PIM systems, EDI networks, payment processors, and separate OMS platforms. 
Building and maintaining those integrations is a significant ongoing cost. One that grows with every 
HCL version change, because every upgrade potentially breaks connector logic that must be rebuilt 
and retested.

Integration Complexity and TCO
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The full cost picture is rarely visible in a single budget line. 
The table below separates costs by visibility:

Cost Category Often Visible Often Underestimated

Platform Licensing Yes Escalation at renewal

Custom Development Partially Re-application cost per upgrade

Implementation Services Yes Partner dependency for changes that should be 
self-serve

Internal IT Resource Partially Ongoing maintenance and integration 
management

Upgrade Projects Yes Frequency compounds with version lag

Implementation Partner 
Dependency

Partially Cost of waiting for partner availability on 
business-critical changes

The alternative to customization-heavy commerce is not a simplified platform that sacrifices 
capability. It is a platform where B2B complexity is handled through configuration rather than code, 
and where the commerce layer and order management operate as a single unified system rather 
than two systems requiring an integration layer between them.

What a Simpler Architecture 
Actually Delivers

Speed to value, not speed to contract.
A composable, API-first architecture means 
capabilities can be configured, tested, and 
deployed incrementally. Business teams do not 
wait behind developer queues to activate 
standard B2B functionality.

Unified commerce and order data.
B2B organizations particularly benefit from a 
single platform that handles both the storefront 
and order orchestration. When commerce, order, 
and inventory share a single data model, there is 
no sync latency and no integration logic to 
rebuild when either system changes.

B2B-native capabilities through 
configuration.
Account hierarchies, contract pricing, self-service 
buyer portals, approval workflows, and quote 
management should not require custom 
development. They should be configurable. When 
they are, the business can respond to changes in 
customer requirements in days rather than 
development sprints.

A TCO that improves over time.
Composable architecture means components 
can be updated independently. When KIBO 
releases a new capability or infrastructure 
improvement, organizations receive it without a 
disruptive upgrade cycle. The cost of staying 
current decreases, rather than compounds.
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KIBO is not assembled from acquired components. It is purpose-built as a complete platform 
that handles both the commerce layer and order orchestration, eliminating the integration 
seam that most B2B organizations are currently maintaining between HCL Commerce and a 
separate order management system.

Why KIBO: The Complete 
Commerce Solution Advantage

KIBO's B2B Commerce capabilities cover the full scope of enterprise B2B purchasing workflows:

● Hierarchical account structures with roles, permissions, and spending limits at every level of 
the account hierarchy

● Unlimited price lists supporting contract pricing, tiered volume pricing, and 
customer-segment-specific pricing strategies

● Exclusive price lists that transform the storefront into a curated purchasing portal, showing 
each buyer only the products and prices they are contractually entitled to see

● Full quote lifecycle management, from request through seller negotiation and approval to 
order conversion

● B2B order release workflows and purchase limit rules for approval-based purchasing

● Purchase order-based purchasing with credit limits and payment terms

These capabilities are configuration-driven. They do not require custom development to activate.

B2B Commerce, Built In

KIBO's Inventory Management system is the single authoritative source of truth for stock across 
the entire fulfillment network. Warehouses, distribution centers, physical stores, and third-party 
vendor sites are all represented in a unified inventory record. The Real-Time Inventory Service 
(RIS) delivers accurate availability data to the storefront at the low latency required for product 
listing and detail page performance. This means:

● Every available unit is visible and sellable across every channel simultaneously

● Available-to-Promise (ATP) calculations include both current and confirmed incoming
future inventory

● Inventory segmentation allows stock to be ring-fenced for specific channels, customer 
segments, or fulfillment types

● Safety stock thresholds protect against overselling while maximizing sellable inventory

For B2B organizations managing complex inventory across multiple fulfillment nodes, this is the 
foundation for accurate order promising and reliable delivery commitments.

Real-Time Inventory Visibility Across Every Node

https://docs.kibocommerce.com/solutions/b2b-commerce
https://docs.kibocommerce.com/concept-guides/inventory
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KIBO's Order Routing engine is the central orchestration layer that translates fulfillment strategy into 
action. It evaluates every order against a configured hierarchy of routes, scenarios, filters, and 
after-actions to assign the optimal fulfillment location in real time.

Key routing capabilities include:

● Geographic proximity routing to minimize shipping costs and delivery time

● Excess inventory prioritization to reduce markdowns by clearing slower-moving stock first

● Customer attribute-based routing to route B2B Gold-tier or SLA-bound accounts to designated 
premium fulfillment locations

● Daily assignment thresholds to prevent capacity overload at individual locations

● Transfer routes and consolidation logic to minimize split shipments and reduce carrier cost

● Extensible routing attributes that allow custom item, location, order, customer, and inventory 
data points to be incorporated into routing logic without code changes

Routing decisions are configured by business operations teams, not developers.

Intelligent Order Orchestration

KIBO's architecture is MACH-certified: Microservices-based, API-first, Cloud-native, and Headless. 
Every capability is independently deployable. Every function is API-accessible. The platform scales 
with demand and receives improvements without disruptive upgrade cycles.

KIBO is also built for agentic commerce readiness, with an MCP-ready, LLM-agnostic architecture 
designed to support AI-driven commerce workflows as they mature.

A Platform You Won't Have to Replace

167%
Return on Investment 
over 3 years

$12.8M
in net present value 
operational benefits 
within 3 years

Sub-6-
month
Payback period.

Source: Forrester Total Economic Impact™ of KIBO Order Management
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Phase 1

No enterprise migration is risk-free. The playbook below is structured to reduce migration 
risk through staged implementation, parallel operation, and incremental decommission. 
Organizations do not move everything at once. They move strategically, measuring 
results before expanding scope.

The Migration Playbook: 
From HCL Commerce to KIBO

Objective: Establish a complete, honest picture of the current state before any technical work begins.

Key activities:

● Current state inventory: Document all active HCL customizations, their business purpose, and their 
downstream dependencies

● Customization audit: Categorize each customization as keep, replace with native KIBO capability, 
or decommission

● ERP and integration mapping: Catalog every active integration, its data flow, and its current 
maintenance burden

● Keep vs. replace decisions: Identify which custom functionality can be replaced by native KIBO 
configuration and which requires a migration path

● Success metric definition: Establish baseline measurements for TCO, fulfillment accuracy, 
implementation cycle time, and business team self-service rate

This phase typically takes four to eight weeks for a complex B2B environment.

Discovery and Architecture Mapping

Phase 2

Objective: Validate the architecture against real business conditions before committing to full rollout.

Key activities:

● Select a limited scope: one business unit, one customer segment, or one channel

● Deploy KIBO in parallel with HCL Commerce, not as a replacement

● Configure B2B capabilities natively: account structures, price lists, approval workflows, order routing

● Measure KIBO performance against the HCL baseline using the metrics defined in Phase 1

● Identify integration gaps and resolve them before expanding scope

Parallel operation during the pilot phase eliminates the all-or-nothing risk that makes big-bang 
migrations so costly.

Pilot Implementation
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Phase 3

Objective: Expand KIBO deployment incrementally while progressively decommissioning HCL.

Key activities:

● Expand by segment, region, or channel based on pilot results

● Replace HCL integrations incrementally with KIBO-native connectors, validating data fidelity at 
each step

● Progressively decommission HCL Commerce infrastructure as KIBO absorbs each scope segment

● Maintain rollback capability until each segment has been validated in production

Staged Rollout

Phase 4

Objective: Complete HCL decommission and activate advanced capabilities.

Key activities:

● Finalize order routing configuration: activate excess inventory prioritization, refine geographic
proximity logic, enable customer-tier-based routing

● Activate advanced B2B capabilities: quote management, self-service buyer portals, volume pricing tiers

● Complete HCL Commerce decommission

● Establish a continuous improvement cadence using KIBO's configurable routing and pricing tools, 
operated by business teams without developer involvement

Full Production and Optimization

Factor Traditional Big-Bang Approach KIBO Phased Approach

Go-live risk High: full dependency on single cutover Low: each phase validated before 
expansion

Business disruption High: all channels affected simultaneously Minimal: HCL and KIBO operate in parallel 
during transition

Rollback capability None after cutover Available at each phase boundary

Time to first value Long: entire platform must be live before 
any benefit is realized

Fast: pilot delivers measurable value in 
weeks

Integration risk High: all integrations cut over 
simultaneously

Managed: integrations replaced 
incrementally with validation

Stakeholder 
confidence

Low: all risk front-loaded High: results demonstrated before full 
commitment

Migration Risk Comparison
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Building the Internal Business Case

The most common internal obstacle to migration is not technical. It is financial framing. The cost of 
staying on HCL Commerce is distributed across budget lines that are rarely aggregated into a 
single number. Building the business case requires making those costs visible.

For a B2B organization, the true cost of staying includes:

● Customization re-application burden: Every HCL upgrade requires rebuilding custom logic. For 
heavy B2B deployments, this is not an occasional cost. It is a recurring expense that compounds 
with every delayed upgrade.

● ERP integration maintenance: B2B organizations running HCL Commerce typically maintain 
multiple ERPs or ERP-adjacent integrations. Each HCL version change potentially breaks 
connector logic that must be rebuilt and retested.

● Delayed self-service and portal capabilities: Every B2B capability that requires a development 
project rather than configuration represents an ongoing cost in implementation partner fees 
and delayed business value.

● Implementation partner dependency for self-serve changes: Pricing changes, account 
configuration updates, catalog modifications, and routing adjustments that should be operated 
by business teams are instead queued behind developer and partner availability.

Quantifying the True Cost of Staying

KIBO's Forrester Total Economic Impact™ study provides a validated benchmark for ROI 
modeling. Key metrics for your financial model:

Modeling KIBO ROI

167%
Return on Investment 
over 3 years

$12.8M
in net present value 
operational benefits 
within 3 years

Sub-6-
month
Payback period.

Source: Forrester Total Economic Impact™ of KIBO Order Management

Use these benchmarks as a starting point and layer in your organization's specific 
customization re-application costs, integration maintenance burden, and current 
implementation partner spend.
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Addressing Common Objections
"We've invested too much to walk away." 
Sunk cost reasoning is the most common obstacle to platform modernization, and it is the weakest 
financial argument available. The investment already made in HCL Commerce customizations does 
not reduce the future cost of maintaining, upgrading, and extending those customizations. The 
question is not what has been spent. It is what the next three years cost on the current platform 
versus a modern alternative.

"A migration will disrupt the business."
The phased approach is specifically designed to eliminate this risk. KIBO operates in parallel with 
HCL Commerce during the transition. No channel goes dark. No customer experience is disrupted 
before the new platform has been validated against real business conditions.

"Our SAP or Oracle integration is too complex to rebuild."
ERP integration complexity is real. It is also addressable. ERP integration with KIBO is a documented 
scope item in Phase 1 of the migration playbook. KIBO's API-first architecture means ERP connectivity 
is built through standard, documented interfaces rather than platform-specific customization. The 
integration you build on KIBO does not have to be rebuilt every time the platform is upgraded.

Conclusion: Complexity Is Not 
a Strategy
The B2B organizations that win the next decade of commerce competition will not necessarily be 
the ones running the most powerful platforms. They will be the ones that can onboard new 
accounts faster, respond to pricing changes without a development cycle, and fulfill complex 
orders accurately without manual intervention.

HCL Commerce was built for an era when customization was the only path to B2B capability. That 
era is over. The platforms and architectures that required those customizations have been 
replaced by composable systems where B2B complexity, account hierarchies, contract pricing, 
approval workflows, and order orchestration across complex fulfillment networks, is handled 
through configuration.

KIBO is purpose-built for the B2B organization that needs enterprise commerce and order 
management capability without enterprise implementation drag. A unified platform. Real-time 
inventory across every fulfillment node. Intelligent order routing configured by business teams. A 
TCO validated by Forrester at 167% ROI over three years.

The roadmap in this guide exists because the path from HCL Commerce to a modern composable 
platform is achievable without disrupting operations. The question is not whether to modernize. It is 
how to do it with confidence.
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Talk to a KIBO commerce strategist about your current HCL Commerce deployment and 
what a phased migration timeline looks like for your organization.

Ready to map your migration path?

Established in 2016, KIBO is a market leader in composable commerce solutions for retailers, 
manufacturers, distributors, and wholesalers that want to simplify the complexity in their 
businesses and deliver modern customer experiences. KIBO is the only modular, MACH-certified 
platform supporting experiences that span Order Management, Commerce, and Subscriptions, 
with cutting-edge AI and agentic technology designed to improve operations and productivity. 
Companies like Zwilling, Ace Hardware, RONA, Al-Futtaim, Vulcan, and REEDS Jewelers trust KIBO 
to bring simplicity and sophistication to commerce and order management operations.

About KIBO

Learn more

Sources: Forrester Total Economic Impact™ of KIBO Order Management; Forrester Wave™ : Order Management Systems, 
Q1 2025. KIBO platform capabilities referenced throughout this document reflect documented functionality available 

within the KIBO Composable Commerce Platform. See docs.kibocommerce.com for full product documentation.

Speak with an Expert

https://kibocommerce.com/
https://docs.kibocommerce.com/
https://kibocommerce.com/speak-with-an-expert/

