
The ERP Ceiling:
What It's Costing Your B2B 
Commerce Operation
And What Order Orchestration Changes



Introduction: When Your ERP 
Becomes the Bottleneck
The ERP has been the operational backbone of B2B manufacturing, wholesale, and distribution for 
decades. It manages the finances, enforces compliance, and keeps the system of record intact. 
That calculus has changed.

B2B buyers now expect speed, accuracy, and self-service that finance-centric ERP systems were 
never designed to deliver. When a customer places an order today, a complicated sequence of 
events must happen in close to real time:

1. Price verification against the customer's specific contract

2. Inventory availability checks across a distributed fulfillment network

3. Product allocation, warehouse instructions, carrier selection, and shipment tracking

Most B2B organizations patch the gap with spreadsheets, custom middleware, and a small team of 
operations experts who apply routing knowledge one order at a time. These patches work, until 
they do not. The cost compounds with every passing quarter in the form of IT maintenance burden, 
operational overhead, delayed fulfillment, and quiet buyer attrition.

A modern order management or order orchestration platform is not a replacement for the ERP. It is 
the intelligent orchestration layer between how your business sells and how your ERP records. With 
technology companies starting to embed agentic AI into that layer, the gap between what legacy 
stacks can do and what modern order orchestration systems like KIBO can do is widening every 
quarter.

The Central Question
The storefront is not an island. And neither is the ERP. The question is what connects them, and 
how intelligently it can act.
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Engage:

Proactively surfaces 
relevant products and 
reorder suggestions 
based on purchase 
history and account 
rules

Sign 1:

ERPs do certain things exceptionally well: managing the books, enforcing compliance, producing 
the audit trail that finance and regulators require. But ask operations leaders what their ERP 
struggles with, and a different picture emerges:

● Order workflows requiring custom pricing approved across multiple people

● Post-placement changes that require manual intervention at every step

● Inventory data arriving via overnight batch job, already hours out of date

● Downstream systems connected by middleware that only two or three people fully understand

The ERP is not failing. It is doing exactly what it was designed to do. The problem is that a single B2B 
order now requires pricing validation, approval routing, inventory allocation across multiple nodes, 
split shipment logic, and carrier selection, all simultaneously. ERPs are built around transactions, not 
workflows. Each order requiring custom pricing may sit for hours while a rep calculates rates and 
secures approvals, delaying fulfillment and eroding the margins the ERP is simultaneously trying to 
protect.

The hidden cost is institutional knowledge. When the system cannot handle complexity 
automatically, people fill the gap. A small group of operators learns the rules and applies them 
manually every day. That works until turnover, illness, or volume growth exposes the bottleneck as 
human, not technological. Organizations find themselves unable to scale because the constraint is 
a person, not a platform.

Your ERP Was Built for Finance, 
Not for Modern B2B Commerce

KIBO's agentic AI embeds intelligent decision-making directly into the order orchestration layer, 
handling tasks that previously required human judgment:
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Kibo Agentic Commerce:
Four Functions that Replace Manual Effort

Configure:

Applies 
contract-specific 
pricing, restrictions, 
and approval logic 
automatically at the 
moment of order 
placement

Explain:

Provides buyers and 
reps plain-language 
answers to order 
status, availability, 
and fulfillment 
questions

Tune:

Continuously refines 
routing and allocation 
rules based on real 
outcomes, reducing 
exception 
management over 
time



Sign 1 Confirmed
If your order process depends on manual steps, institutional knowledge, or cross-system 
reconciliation, your ERP is being asked to do something it was not built for.
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Sign 2:

Most ERP systems manage inventory through scheduled batch updates: nightly runs, hourly feeds, or 
manual refreshes. The moment a batch process runs, the data begins to age. Shipments arrive, orders 
are allocated, stock is consumed, and none of it is visible until the next job runs. The result is a view of 
inventory that is always, to some degree, wrong.

This inaccuracy has real consequences:

● Orders are confirmed for items that are not actually available

● Commitments are made that the warehouse cannot keep

● Replenishment decisions are based on counts that do not reflect what is actually on the floor

In B2B, where a single account can represent significant annual revenue, a pattern of fulfillment failures 
creates retention risk that compounds over time.

The alternative is event-driven visibility. When a shipment arrives, levels adjust immediately across all 
channels. When an order is placed, stock is reserved instantly. A sales rep using KIBO can see inventory 
currently in transit, allocate inbound stock to an urgent order, and provide an accurate delivery 
commitment without the customer experiencing any friction. That kind of promise is only possible 
when visibility is real, current, and complete across every node in the network. KIBO's distributed order 
orchestration platform delivers unified stock levels across multiple locations in real time:

Immediate allocation: Stock is reserved the moment an order is placed, preventing overselling across 
any channel

Future available-to-promise: Buyers can order out-of-stock items with accurate restock date 
transparency rather than hitting a dead end

Network-wide visibility: Operations leaders manage from a picture of the business as it is right now, 
not twelve hours ago

The Inventory Visibility Problem: 
Why Batch Is Broken

Sign 2 Confirmed
If your current system relies on batch updates, the order you are about to confirm may be the 
one your warehouse cannot fill.



Sign 3:

Most B2B buyers want to confirm product availability before they commit to an order. Most B2B 
organizations cannot give them a reliable answer online. Without a distributed order orchestration 
layer, inventory data from branches, warehouses, and dropship suppliers lives in separate systems 
that cannot be accurately surfaced on a commerce storefront in real time. Buyers guess, call their rep, 
or order elsewhere. Revenue leaks quietly through a gap that never appears on a single report.

KIBO closes this gap through three interconnected capabilities:

● Multi-channel integration: Inventory data stays synchronized across all platforms so what a buyer 
sees on the storefront reflects what is actually available across your entire network

● Automatic allocation: Stock is reserved the moment an order is placed, eliminating the awkward 
follow-up call about a confirmed order that cannot ship

● Dropship and extended catalog: Real-time supplier inventory visibility lets your storefront offer 
products you do not physically stock, expanding the sellable assortment without adding 
warehouse complexity

You Cannot Sell What 
You Cannot See

Sign 3 Confirmed
If your buyers cannot see accurate availability on your storefront, you are losing orders to 
competitors who can give them a straight answer.

Sign 4:

Manually routing orders across a network of warehouses, distribution centers, and third-party suppliers is 
one of the highest-risk operational practices in B2B commerce. It depends on a small group of expert 
operators, is vulnerable to human error at volume, and simply cannot scale. When that expertise leaves,
so does the ability to route efficiently.

KIBO's automated routing weighs multiple factors simultaneously for every single order:

● Proximity and real-time inventory: Which node has the product and can reach the buyer fastest,
based on current stock, not yesterday's batch

● Cost and SLA: Which option meets the delivery commitment at the lowest freight spend

● Split order strategy: Whether to fulfill from one node or multiple, based on buyer preference and urgency

● Labor rates: Which warehouse can fulfill most cost-effectively given current staffing

Intelligent Order Routing Across a 
Distributed Fulfillment Network
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When disruptions occur, such as a stockout at a primary location or a carrier delay, KIBO reroutes 
automatically. No phone call, no manual override required. The benefits extend beyond cost reduction: 
real-time insights into order flows, warehouse performance, and fulfillment bottlenecks allow 
operations teams to make data-driven decisions rather than reactive ones.

● Identify which warehouses are consistently underperforming against SLA

● Spot patterns in carrier delays before they become customer complaints

● Optimize node utilization across the network rather than overloading primary locations

The Tune agent continuously refines routing rules based on fulfillment outcomes, adapting to your 
network as it evolves and reducing the need for manual rule maintenance over time.

Sign 4 Confirmed
If routing decisions still depend on people rather than rules, you are one departure or one 
disruption away from a fulfillment crisis.

Sign 5:

B2B buyers purchase across ecommerce sites, marketplaces, direct sales, and catalogs 
simultaneously. Without a centralized order management layer, each channel becomes its own 
coordination problem, and those problems multiply non-linearly as channels are added. 

The first two or three channels are manageable. By the time a fourth or fifth is live, the coordination 
overhead becomes unsustainable: sales teams work from different order views, customer service 
cannot see a complete account history, and inventory is allocated separately per channel, creating 
the risk of overselling from shared stock.

Adding a new channel without a unified order orchestration platform does not add one more data 
source. It multiplies coordination complexity across every existing workflow. KIBO consolidates orders 
from every channel into a single system, with consistent routing, allocation, and fulfillment logic 
applied regardless of where the order originated:

● Single view of the customer: Order history, contract terms, and account status are visible 
regardless of which channel the buyer used

● Unified inventory: Stock is allocated from a shared pool across all channels, governed by 
consistent logic that prevents overselling

● Scalable channel addition: New channels connect to the platform rather than creating parallel 
workflows, so complexity does not compound

The Forrester TEI study of KIBO found that enabling new omnichannel fulfillment models was one of the 
primary drivers of incremental profit for the composite organization over three years.

Omnichannel Fulfillment: 
One Order, Any Channel
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Sign 5 Confirmed
If adding a new sales channel requires building new order management workflows rather than 
connecting to an existing one, your architecture is not built for omnichannel growth.

Sign 6:

B2B customers increasingly expect their unique configurations, split shipments, and contract-specific 
requirements to be handled accurately and quickly, not escalated for manual processing. When the 
system cannot do that, quote-to-cash cycles lengthen, cross-department miscommunication 
multiplies, and manual workflows become unsustainable as order complexity or volume increases.

Consider a practical example: a contractor orders sealant, flooring, tiles, and adhesive. The sealant 
must arrive before installation begins. The remaining items can ship via cost-effective ground freight 
to arrive at the scheduled installation date. Without flexible order logic, this requires a rep to manually 
split, route, and communicate the order. With KIBO, it is configured once and executed automatically, 
every time.

KIBO handles order complexity without requiring a full CPQ engine:

● Split shipments: Items are divided into custom shipping groups with different fulfillment attributes, 
timelines, and carriers

● Partial deliveries: Urgently needed items ship immediately while the remainder follows on the 
standard schedule

● Pricing service integration: KIBO integrates with existing homegrown or commercial pricing 
services to apply contract-specific rules at the order level, without re-platforming

Complex Orders Deserve 
Flexible Systems

Configure and Explain Agents for Complex Orders

Configure:
Automatically applies contract-specific 
rules and pricing logic at order placement, 
without a sales rep manually validating 
each line item

Explain:
Gives buyers and reps a plain-language 
view of why an order was routed, split, or 
priced the way it was, reducing inbound 
inquiries and accelerating issue resolution

Sign 6 Confirmed
If complex orders still require manual escalation to complete accurately, your system is treating 
your most important transactions as exceptions.
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Sign 7:

Custom integrations feel like one-time investments but behave like ongoing operating costs. They 
require specialized resources to build, specialized knowledge to maintain, and they accumulate 
technical debt with every change to the systems they connect. 

For most B2B organizations, the integration landscape looks something like this: a custom connection 
between the ERP and the storefront, another between the ERP and the WMS, a third to the shipping 
carrier, a fourth linking customer pricing to the sales tool. Each is a point of failure. Each requires 
maintenance. None were designed to share data cleanly with each other.

For a B2B commerce operation to function, three categories of data must be synchronized in real time:

● Pricing and quote logic: Contract rates and customer-specific pricing must be visible at order 
placement, not calculated retroactively

● Product and catalog data: Availability and specifications must flow consistently from source to 
storefront across every channel

● Order and inventory status: Every system that touches an order must see the same current state, 
from the warehouse to customer service

KIBO replaces point-to-point integrations with a centralized API-first approach. Pre-built connectors for 
common ERP, WMS, CRM, and PIM systems reduce deployment timelines significantly. New systems 
plug in rather than requiring bespoke development, and IT budget previously consumed by integration 
maintenance can shift toward capability development.

● Decommission redundant middleware that exists only to patch integration gaps

● Eliminate manual reconciliation steps that arise when systems do not share data cleanly

● Compress future deployment timelines compared to custom-built connections

The Forrester TEI study identified legacy system retirement savings as one of the three primary benefit 
categories for the composite organization.

Stop Paying for Custom 
Integrations

Sign 7 Confirmed
If your IT team spends more time maintaining integrations than building new capabilities, the 
custom integration tax is compounding against your competitive position.
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Sign 8:

B2B buyers have B2C expectations. The same person who tracks a personal package to the hour 
expects comparable transparency when purchasing for their business. When that experience does not 
exist, they do not complain. They call their rep, send an email, or find a competitor who makes it easier. 
The cost shows up as reduced digital order volume, increased call center burden, and quiet account 
attrition among buyers who decide ease of doing business is a factor in who they buy from.

KIBO's self-service portal is designed to handle the full range of B2B purchasing complexity without a 
phone call:

● Personalized pricing at login: Contract rates and approved product sets are visible the moment a 
buyer accesses the portal, not on request

● Auto-replenishment: Recurring orders are handled automatically based on buyer-defined 
schedules, without requiring either party to initiate each transaction

● Full order management: Buyers can view status, initiate returns, manage approvals, and track 
shipments without contacting customer service

For buyers who do call in, KIBO acts as a unified source of truth for customer service reps. Rather than 
toggling between systems, the rep has a complete, current view of the account, enabling issue 
resolution in a single interaction.

Your Buyer Experience is 
Falling Behind B2C Standards

Engage and Explain Agents in the Buyer Portal

Engage:
Surfaces personalized product 
recommendations and reorder prompts 
based on purchase history, increasing 
average order value without requiring 
sales intervention

Explain:
Acts as an always-available assistant for 
product questions, order status, and return 
eligibility, answering in plain language 
without requiring a rep to respond

Sign 8 Confirmed
If your buyers regularly contact customer service for information they should be able to find 
themselves, your digital experience is working against you.
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Sign 9:

When systems do not share data in real time, the metrics that matter most become difficult or 
impossible to access without dedicated analytical effort. Average order value, order cycle time, and 
cost-to-serve are questions that should have immediate answers. In most ERP-only architectures, they 
do not. The organizational cost is concrete, not theoretical:

● Operations leaders manage inventory blind spots because warehouse and ERP data do not 
reconcile in real time

● Finance teams watch margin erode without a clear picture of where in the operation the leakage is 
occurring

● Executive teams make strategic decisions based on reports that required days to produce and are 
already out of date by the time they are read

● Customer service teams cannot give buyers accurate order status because the system of record 
lags behind what is actually happening in the warehouse

KIBO acts as a unifying layer in order fulfillment, bringing together data from different sources to 
enable real-time collaboration across functions. Organizations can pinpoint exactly where to add 
resources to reduce fulfillment time from twelve hours to four hours or less, quickly identify the optimal 
warehouse routing for incoming shipments to reduce distribution costs, and understand which orders, 
accounts, or channels are generating disproportionate handling cost, and take targeted action.

Siloed Data is a Strategic 
Blind Spot

Sign 9 Confirmed
If your leadership team cannot answer basic operational questions without running a report, 
your data architecture is slowing your decision-making.
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Sign 10:

The final sign is the most forward-looking: when system changes described as straightforward come 
with significant price tags and long implementation cycles, the platform is not built for the pace of 
modern commerce. This is not a technology problem. It is an architecture problem, and the gap 
between organizations that have solved it and those that have not is growing wider every year.

KIBO is built on MACH principles: Microservices, API-first, Cloud-native, and Headless. These are not 
marketing terms. They describe a specific structural approach that allows B2B organizations to adapt 
quickly without wholesale replacement:

● Microservices: Individual capabilities like inventory visibility or order orchestration scale 
independently, without touching the entire platform

● API-first: New partners, platforms, and systems connect through documented, standard APIs rather 
than requiring custom development for each integration

● Cloud-native: Infrastructure scales with demand rather than requiring capital investment ahead of 
seasonal peaks

● Headless: The buyer-facing experience and back-end commerce logic evolve independently, so a 
front-end update does not require a full re-platform

KIBO's MACH foundation creates the conditions for its most significant competitive differentiator: 
Agentic Commerce. AI-powered automation for complex order decisions is not a feature layered on 
top of the platform. It is embedded in the orchestration layer itself, compounding operational 
efficiency gains over time.

Future-Proofing with MACH 
Architecture and Agentic 
Commerce



Engage
Increases conversion and 
average order value without 
adding sales headcount

Configure
Eliminates manual pricing and 
approval validation for even the 
most complex accounts

Explain
Reduces inbound inquiry volume 
and accelerates resolution for 
buyers and reps alike

Tune
Compounds operational 
efficiency gains over time as 
routing and allocation logic 
continuously improves from 
real outcomes

One Agent Across Functions
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In a fully deployed KIBO environment, KIBO’s agent operates 
simultaneously across the order lifecycle:

Sign 10 Confirmed
If a straightforward system change requires a six-month project and a significant budget, your 
platform is not built for the pace modern B2B commerce requires.



        

Recognizing any one of these signs in your own operation is meaningful. Recognizing several is a 
signal that the gap between your current architecture and what modern B2B commerce demands 
is not closing on its own. It is widening.

KIBO's approach is additive, not disruptive. The order orchestration layer sits on top of your existing 
ERP, handles the complexity your ERP was never built for, and begins delivering measurable value in 
approximately 90 days. The Forrester Total Economic Impact study of KIBO found that the 
composite organization achieved:

Ten Signs. One Foundation.

Where to Start
The right starting point is an honest evaluation of where your current stack is costing you.
Ask which of these signs appeared most in your operation as you read:

● Are orders still waiting for manual pricing approval?

● Is your inventory data hours old by the time teams see it?

● Are you routing orders manually across a distributed network?

● Is your buyer experience lagging behind the B2C standard?

● Are your agentic AI capabilities driving real outcomes, or still limited to a demo?

● When your next platform change comes up, will it take weeks or quarters?
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167%
Average return on investment 
over three years.

$8.0M
Net present value delivered 
through operational gains.

<6 Months
Fast recovery of your 
initial investment.

The $12.8 million in total benefits spanned three categories:

1. Fulfillment productivity gains from automating manual order orchestration

2. Incremental profit from new revenue models including omnichannel fulfillment and 
expanded catalog

3. Savings from retiring legacy systems and eliminating custom integration overhead

Ready to Take the Next Step?
KIBO is purpose-built for B2B order orchestration. It deploys on top of your existing ERP, 
integrates with your current stack, and delivers measurable value in approximately 90 
days. Visit kibocommerce.com to learn more or request a personalized assessment.



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 AI 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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Speak With an Expert

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

