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Introduction: The Stability Trap

For decades, the ERP was the backbone of B2B commerce. It managed financial transactions,
enforced compliance, and served as the reliable system of record for the business. It was stable. It
was auditable. And for a long time, it was enough.

It is not anymore.

Today's B2B buyers arrive with expectations shaped by the best consumer experiences on the
internet: real-time inventory, accurate order promising, self-service account management, and
frictionless checkout. The organizations that can deliver this are winning accounts. The ones that
cannot are quietly, steadily losing them.

The problem is not that B2B leaders do not see the gap. Most do. The problem is that the
architecture built to run their businesses was never designed to meet these expectations.
Finance-centric ERPs, rigid middleware, and manual spreadsheets bridging critical pricing and
catalog gaps all carry a real and compounding cost. It shows up as:

e Phantom inventory and overselling driven by stale batch data
e Working capital tied up in slow order-to-cash cycles

e Sales teams acting as human middleware: re-keying orders, chasing inventory answers, and
resolving pricing exceptions instead of building customer relationships

e |T organizations spending the majority of their capacity maintaining brittle integrations instead
of delivering new capabilities

The answer is not to tear everything out. A rip-and-replace of a core ERP is among the highest-risk
programs a B2B organization can undertake. The answer is a smarter path: collapsing operational
sprawl into a single, adaptive foundation for commerce and intelligent order orchestration, layered
on top of your existing ERP rather than replacing it.

And with more technology companies embedding Al agents into their systems, the gap between
what legacy stacks can do and what a modern platform can do is widening every quarter.

In October 2025, Forrester Consulting published a Total Economic Impact study of KIBO, based on
interviews with decision-makers across multiple organizations. The composite organization
achieved a 167% return on investment, $8 million in net present value, and payback in under six
months, with $12.8 million in total benefits over three years spanning fulfillment productivity gains,
incremental profit from new revenue models, and savings from retiring legacy systems.

What This Guide Covers

This guide will show you how to close the integration gaps bleeding your margin, reclaim dead
capital locked in inaccurate inventory, eliminate the technical debt inflating your total cost of
ownership, and deliver the buyer experiences that drive loyalty and growth, without betting the
business on a single high-risk program.



Chapter I:

The Hidden Cost of Stability:
Why Your ERP Is Now a Liability

Stability is a source of pride in mid-market manufacturing and distribution. Your legacy ERP served
as the engine of growth for decades: it managed pricing, tracked inventory, kept the books, and
gave finance the auditability they required. For a long time, that was exactly the right tool for the job.

The current market demands speed that legacy on-premise systems were never designed to
provide. And that gap, which once appeared manageable, is now compounding.

The Frankenstein Stack

Walk through the technology architecture of the average mid-market B2B organization and you will
find something remarkable in its improvisation:

e Alegacy ERP at the core, often 15 to 20 years old
e Third-party search tools bolted to an aging backend

e Manual spreadsheets managing complex contract pricing because the ERP cannot handle
customer-specific tiers, volume rules, and promotional logic simultaneously

e Rigid middleware barely connecting the legacy system to a modern web portal, requiring weeks of
specialist developer time to modify

This is not a system. It is a collection of systems assembled over time, each one a reasonable response
to a specific problem, all of them together creating something far more fragile and expensive than the
sum of its parts. The sprawl increases overhead, erodes margins, and because it has developed
gradually, its true cost is rarely visible in any single budget line.

The Hidden Cost of Doing Nothing

Every year a B2B organization operates on a disconnected legacy stack incurs costs that accumulate
silently across the business:

e Custom middleware debt: Specialized resources must remain involved whenever anything
changes. As documentation falls behind and tribal knowledge grows, organizations become
dependent on a small group to understand how systems actually interact. This slows delivery,
increases operational risk, and drives up maintenance costs.

e Spreadsheet fragility: Master data for catalog, pricing, and locations managed in spreadsheets is
brittle. Every change becomes a high-friction event: files reformatted, mappings revalidated,
downstream systems breaking when a column name changes. As organizations grow, this
foundational work gets deprioritized, and the result is stalled progress precisely when the business
needs to move at speed.

e Extra-hop complexity: Each additional application introduces its own middleware layer,
accumulating unnecessary hops across critical workflows like pricing, inventory, and order
orchestration. Latency increases. Failure points multiply. Teams spend disproportionate time
responding to incidents instead of building new capabilities.
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The most visible symptom is what happens when organizations invest in a modern commerce
storefront. They build a clean, responsive buyer experience, invest in product content and self-service
functionality, then launch and discover that the front end is only as good as the data flowing into it.
Inventory availability is stale. Pricing does not reflect negotiated contracts. Order status requires a call
to customer service. Buyers encounter friction, reduce their digital order volume, or shift spend to a
competitor with a better experience.

The Forrester TEI study makes the financial opportunity concrete: $12.8 million in total benefits over
three years, with payback in under six months. The competitive window is still open, but it is narrowing.

The Cost of Inaction

Every year that a B2B organization operates on a disconnected legacy stack is a year of
compounding disadvantage. Operational costs stay elevated. IT capacity is consumed by
maintenance. The ability to respond to market changes is measured in months and years
rather than weeks.



Chapter 2:

The Six Integration Gaps
Bleeding Your Margin

When B2B leaders investigate falling margins or rising operational costs, they often look for

answers in pricing strategy, supplier negotiations, or sales productivity. These are important
levers, but they frequently miss the largest and most persistent source of margin erosion in

complex B2B operations: the structural failure of disconnected systems.

There are six integration gaps that, left unaddressed, will consistently drain margin and limit
growth regardless of how strong your commercial strategy is.

Integration Gap

What Breaks

The Margin Impact

Customer and Account Data

Buyers see incorrect pricing and
catalog access that does not
reflect their agreements.

Confidence in the digital channel
erodes. Buyers call reps or go
elsewhere.

Product and Catalog Data

Stale or disconnected product
data from PIM or ERP means the
catalog cannot be trusted.

An untrusted catalog does not
convert. Manual corrections
consume team time.

Pricing and Quote Logic

Spreadsheet-managed pricing
creates errors at the moment of
quoting.

Every pricing error is a margin
event. Quote cycles slow and
accuracy suffers.

Order and Inventory Status

Batch inventory updates mean
commitments are made on
yesterday's picture.

Fulfillment exceptions, emergency
freight costs, and avoidable
customer service interactions.

Fulfillment

Disconnected WMS and 3PL
systems mean routing decisions
ignore real constraints.

Suboptimal routing burns margin
on freight. SLA misses damage
customer relationships.

Location Master Data

Fragmented or
spreadsheet-managed location
data produces wrong availability
calculations.

Order routing is suboptimal. The
business cannot fully leverage its
own network capacity.

The Financial Consequence

For CFOs, these integration gaps show up directly in the cost-to-serve. Manual order servicing and
quote development consume sales time that should be spent on value-driven activities. Every manual
touch on an order bleeds margin. Every integration failure creates an exception that costs time and

money to resolve.

KIBO integrates with existing homegrown pricing services and accommodates complex, unit-based,
and contract-specific rules, eliminating the need for a heavy CPQ engine while ensuring quotes are
fast and accurate. KIBO's platform connects across 80-plus WMS and 3PL systems and 100-plus

shipping carriers to automate fulfillment decisions in real time.

The opportunity is clear: Fulfilment productivity gains from automating these workflows, cost savings
from retiring the systems that make manual work necessary, and incremental profit from new revenue
models that only become possible on a unified platform.
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Closing These Gaps is the Prerequisite

Addressing these six integration gaps is not an aspirational exercise. It is the foundation for
every other improvement in this guide.

Chapter 3:

The Case for a Unified Platform:
Without the Rip-and-Replace Risk

Not all integration approaches deliver the same result, and the wrong architecture
creates its own long-term burden. Understanding the tradeoffs is the first step
toward choosing the path that delivers capability without compounding debt.

Three Integration Approaches:
What They Actually Cost

Most B2B organizations have experienced all three of these approaches at some point:

e Batch file transfers: The legacy default. Scheduled jobs move data between systems on a fixed
cadence. Simple to understand, but inventory data is always stale, pricing updates lag, and any
failure in the batch requires manual detection and remediation. Acceptable in a slower-moving
market. A liability in the current one.

e Custom APl integrations: An improvement over batch, but each custom-built connection is a
maintenance obligation. Specialized developers own the integration. When systems change, the
integration breaks. Over time, these custom connections consume up to 40% of IT budgets, leaving
little capacity for new capabilities.

e Event-driven, pre-built integration: Systems communicate in real time the moment something
happens: an order placed, a shipment received, a price updated. No lag. No manual intervention.
And when integrations are pre-built rather than custom, they deploy faster and carry none of the
ongoing maintenance debt.

Modern B2B success requires moving to real-time, event-driven integration. The question is whether to
build it or buy it, and the data is clear.

KIBO's Unified Foundation

KIBO's cloud-native platform is built around pre-built integrations that connect the full commerce and
order orchestration stack without requiring the ERP to be replaced. The ERP remains the financial
system of record throughout. KIBO handles everything that sits between the buyer experience and the
back-end ledger.



e 15-plus ERP integrations: SAP, Oracle, Microsoft Dynamics, and more, with the ERP remaining
untouched as the financial system of record

e 80-plus WMS and 3PL integrations: Intelligent order routing across a distributed fulfillment
network, connected in real time

e 950-plus marketplace integrations: Every channel consolidated into a single order
orchestration layer

e 100-plus shipping carrier integrations: Carrier selection automated against cost, SLA, and
availability constraints

Pre-built integrations are the key differentiator. Custom builds take quarters or years and
accumulate debt from day one. KIBO deploys in as little as 90 days and eliminates the
maintenance burden that consumes IT capacity on legacy stacks.

The Right Architecture Question

The question is not whether to modernize. It is whether to build connections that will require
ongoing maintenance forever, or deploy pre-built integrations that free IT capacity for new
capabilities from day one.

Chapter 4:

Solving the Real Complexity
of B2B Commerce

Mid-market B2B commerce is hot a shopping cart problem. It is a contract pricing,
multi-warehouse sourcing, and freight constraint problem, and most commerce platforms
were not built to handle it. The organizations that try to solve B2B complexity with B2C tools
find themselves back to manual workarounds within months.

Where B2B Complexity Lives

The gap between what a B2B buyer needs and what most platforms can deliver shows up in
predictable places:

e Contract-specific pricing: Every account may have unique tier structures, volume breaks, and
promotional rules. Pricing that is accurate for one customer may be wrong for another. When
this logic lives in spreadsheets, errors are not exceptions. They are routine

e Multi-warehouse sourcing: A single order may need to draw from multiple fulfillment nodes
based on availability, proximity, freight cost, and SLA commitments. Manual routing decisions
cannot optimize across all of these constraints simultaneously

e Freight and carrier complexity: B2B shipments carry weight, dimensional, and hazmat
constraints that consumer platforms ignore entirely. Routing logic that does not account for
these variables produces expensive surprises at the carrier level
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e Approval workflows: Many B2B orders require internal approval before fulfillment can begin.
Without a system that can manage these workflows automatically, approvals become
bottlenecks that delay cash collection

KIBO addresses this complexity by integrating with existing pricing services to accommodate
unit-based and contract-specific rules without forcing a CPQ implementation. The result is quotes
that are fast, accurate, and consistent, without the overhead of a separate pricing platform.

Kibo Agentic Commerce:
Where Manual Decisions Become Automatic

Engage

Configure

Proactively surfaces relevant Applies contract-specific pricing,

products, contract-eligible
substitutions, and reorder prompts to
buyers based on purchase history
and account rules, increasing order
value without sales intervention

product restrictions, and multi-step
approval logic automatically at order
placement, eliminating the manual
validation that slows quote-to-cash
cycles

Explain

Gives buyers and customer service
reps plain-language answers to
complex questions about order status,
inventory availability, and fulfillment
timelines, without requiring a rep to
investigate manually

Tune

Continuously refines routing logic,
allocation rules, and workflow
decisions based on real outcomes,
compounding operational efficiency
gains over time without manual rule
maintenance




When the Portal Becomes a Reliable Source of Truth

The transformation that happens when a digital portal is backed by accurate, real-time data is not
incremental. It is structural. When buyers can trust what they see, they use the portal. When they
cannot, they call.

e Pricing confidence: Buyers see their specific contract rates at login. No calls to verify, no
surprises at invoice.

e Real-time inventory: Availability reflects the actual state of the network, not yesterday's batch.
Buyers can commit to orders they know will ship.

e Self-service order management: Status, returns, approvals, and reorders handled without a
customer service interaction. The portal becomes the first stop, not the last resort.

The Buyer Experience Payoff

When digital becomes reliable, buyers shift volume to the digital channel. That shift reduces
cost-to-serve, increases order frequency, and frees the sales team for the work that actually
grows accounts.

Chapter 5:

Unlocking Dead Capitail:
The Inventory Audit

The biggest risk in any legacy exit is data integrity, and nowhere is that risk more concrete
than in inventory. Legacy systems routinely produce an inaccurate picture of actual stock.
Organizations respond by carrying unnecessary safety stock buffers as insurance against a
system they cannot fully trust. The result is working capital tied up in inventory that exists to
compensate for a data problem, not a supply problem.

Phantom Inventory and Its Cost

Phantom inventory is stock that appears available in the system but cannot actually be fulfilled. It
is the product of batch updates, disconnected fulfillment nodes, and location master data that is
not maintained in real time. Its consequences compound across the business:

e Overselling: Orders are confirmed for items that are not available. The resulting exceptions
require manual resolution, emergency freight, or customer communication

e Excess safety stock: When inventory data cannot be trusted, teams compensate with buffer
stock. That stock ties up working capital that could be deployed elsewhere

e Suboptimal replenishment: Buying decisions made on inaccurate counts result in overstock in
some locations and stockouts in others, neither of which serves the customer or the margin

e Fulfillment routing errors: Orders routed to nodes that do not actually have available stock
create downstream delays and cost



Improved inventory visibility across channels was a direct contributor to the digital revenue growth
the Forrester TEIl composite organization experienced within the first year of deployment. When the
system can be trusted, safety buffers can be reduced, working capital is released, and fulfillment
accuracy improves across the network.

A Practical Inventory Audit Framework

Before modernization begins, a structured inventory audit establishes the baseline and sizes the
opportunity. The audit addresses four questions:

e Where is the data integrity gap?
Compare system-reported stock levels against physical counts across fulfillment nodes. The
variance quantifies the phantom inventory problem.

e Where are safety buffers masking systemic issues?
High safety stock levels relative to demand velocity are often a signal that the underlying data
is not trusted. Identifying these locations sizes the capital release opportunity.

e Where do batch updates create the most exposure?
Map the lag time between inventory events and system visibility at each node. The nodes with
the longest lag carry the highest overselling risk.

e What is the working capital at stake?
Quantify the inventory value tied up in excess safety stock. This becomes a line item in the
modernization business case.

Inventory as a Business Case Input

The inventory audit is not just an operational exercise. The capital it identifies as recoverable
belongs in the modernization ROl model. Safety stock reduction alone has funded
modernization programs for mid-market organizations.
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Chapter 6:

The De-Risked Migration
Methodology

High-failure modernization projects share a common cause: trying to change everything at
once. The organizations that succeed treat modernization as a phased program, not a
single event. They validate before they scale. They control risk at every step. And they keep
the existing ERP stable throughout.

The Headless-First Approach

KIBO's migration methodology is built on a composable, headless-first model. The front-end
commerce and order experience is replaced while the legacy backend remains stable. The ERP
continues to serve as the financial system of record. What changes is the connective tissue: the
order orchestration layer, the integration architecture, and the buyer-facing experience.

This approach eliminates the single largest risk in B2B modernization: a simultaneous change to
both the system of record and the customer-facing experience. By decoupling the two, each can
be validated independently before the other is touched.

Three Phases of Controlled Rollout

Phase 1: Controlled Pilot

Deploy with lower-risk customers and order types to validate the full order
lifecycle: quote to order to fulfillment to cash. Automated, touchless workflows
are established and confirmed before any compilexity is introduced.

Phase 2: Complexity Expansion

Expand to moderately complex scenarios, introducing real-world variability in
pricing rules, fulfilment constraints, and order types. Edge cases are surfaced
and resolved in a controlled environment.

Phase 3: Full Rollout

Broad deployment with confidence. Edge cases resolved in Phase 2 do not
become surprises at scale. The organization has validated the full lifecycle
before committing the entire customer base.



Pilot duration is calibrated to buying cadence. High-frequency customers validate quickly because
the order lifecycle repeats rapidly. Calendar-driven buyers, such as those ordering on seasonal or
project cycles, require 90 to 180 days to observe a complete lifecycle before Phase 2 begins.

Fulfillment automation is established from the start. Automated, touchless order workflows reduce
manual intervention at every step from quote acceptance to cash collection. The Forrester TEI
study identified fulfillment automation as a primary driver of the productivity gains documented for
the composite organization.

And once the unified platform is in place, KIBO's agent activates on top of it: the Tune function
begins refining routing and allocation rules based on real outcomes, compounding efficiency gains
in each subsequent phase without additional configuration effort.

Why Phased Migration Outperforms Big-Bang

Prog rams

e Riskis contained: Failures in Phase 1 affect a small subset of orders and customers, not
the entire business

e Learning compounds: Each phase surfaces edge cases that would otherwise appear as
crises in a full rollout

e Value is realized earlier: Phase 1 productivity gains begin funding the program before
Phase 3 is complete

e The ERP stays stable: Finance never loses the system of record they depend on, removing
the single largest source of executive resistance

Chapter 7:

The Financial Case:
What Forrester Found

The financial case for B2B commerce modernization is often built on assumptions and estimates.
In October 2025, Forrester Consulting removed the guesswork. The Total Economic Impact study
of KIBO, based on interviews with decision-makers across multiple KIBO customers, provides an
independently validated financial model grounded in real deployment outcomes.

167% $8.0M <6 Months

Average return on investment Net present value delivered Fast recovery of your
over three years. through operational gains. initial investment.



Three Benefit Streams, $12.8 Million in Total Value

The composite organization’'s $12.8 million in total benefits over three years breaks across three
distinct categories:

¢ Incremental profit from new revenue models: New revenue enabled by expanding into digital
channels, new customer segments, and omnichannel fulfillment capabilities that were not
possible on the legacy stack. This was the largest single benefit category.

¢ Fulfillment productivity gains: Streamlined workflows and automation reduced the manual
labor burden across order processing, exception management, and inventory reconciliation.
Sales teams shifted from transactional processing to relationship-driven work.

e Legacy system cost savings: Retiring the legacy commerce platform and its associated
licensing and maintenance fees generated direct cost reduction that contributed to the
sub-six-month payback.

What Forrester Did Not Quantify

Beyond the three financial benefit streams, Forrester documented a set of unquantified benefits
that reinforce the operational case:

e Improved real-time data insights: Leaders gained access to inventory, order, and fulfillment
data in real time rather than through lagged reports, improving the speed and quality of
operational decisions.

e Peak season reliability: The composite organization experienced fewer fulfillment disruptions
during high-volume periods, reducing the cost and friction of seasonal peaks.

e Higher customer satisfaction: Buyers who received accurate inventory, reliable delivery
commitments, and functional self-service capabilities reported higher satisfaction and shifted
more volume to the digital channel.

Applying the Model to Your Organization

The Forrester composite is not a universal benchmark. Every organization's current state of
architecture, order volume, and manual process burden is different. But the three benefit
categories provide a framework for building your own model:

Benefit Category Key Input Where to Find It

New revenue from omnichannel Current digital order mix and Commerce analytics, sales
channel gaps reporting

Fulfillment productivity Hours spent on manual order Operations data, CS ticket volume

touches and exceptions

Legacy system savings Current licensing, maintenance, IT budget, vendor contracts
and integration support costs

The Forrester Finding in Plain Terms

167% ROI, $8 million in net present value, and payback in under six months is not a best-case
outcome. It is what a composite of real KIBO customers achieved. The question is not whether
modernization creates value. It is how much of that value is available in your organization.



The Path Forward Starts with
a Reality Check

You do not need a massive RFP to begin your legacy exit. You need clarity: on where your current
architecture is costing you, where your inventory data cannot be trusted, and where the
highest-impact, lowest-risk first steps are.

The Forrester TEI study gives B2B commerce and operations leaders a credible, independently
validated starting point for that conversation: 167% ROI, $8 million in net present value, and payback
in under six months for a composite organization of KIBO customers, with $12.8 million in total
benefits spanning fulfillment productivity, new revenue models, and legacy system savings.

Your Starting Points

Three practical first steps that do not require a full program commitment:

e Conduct an inventory audit: Quantify the phantom inventory in your current system and size
the working capital tied up in safety buffers that exist to compensate for data you cannot trust.

e Map your integration gaps: Walk the six gaps from Chapter 2 against your current architecture.
Identify which ones are actively costing you margin today.

e Request alegacy Architecture Assessment: KIBO offers a collaborative assessment to identify
specific points of margin erosion in your current stack, map a phased modernization sequence
anchored to your business goals, and build the financial model that turns the conversation
from should we modernize to here is what modernization is worth.

_ J:-- Request your
" ‘::ETE" Legacy Architecture
o=k a Assessment

- I::!EJ. !

Read the full
Forrester TEIl study

About KIBO

KIBO is an adaptive commerce and order orchestration provider that unifies the entire
quote-to-cash process, merging commerce, intelligent order orchestration, and agentic Al
capabilities into a single, real-time solution. This unified approach collapses system sprawl,
allowing organizations to move beyond finance-centric ERPs and fragmented legacy tools.
KIBO empowers B2B enterprises to deliver a fast self-service experience while dramatically
reducing the cost-to-serve through touchless order workflows, real-time inventory visibility,
and promise-accurate fulfillment.
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