The Biggest Al Mistake

in Distribution

Has Nothing to Do With
the Technology.
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As a wholesale distributor, deploying Al too
soon may be the most expensive decision
your business makes right now. In an
industry that finished 2025 at $8.442
trillion in sales, a single margin point
matters. The question isn’t whether Al is
ready. It’'s whether your operation is.

THE REAL PROBLEM

N\ Inconsistent discounting with
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Most distributors carry pressure exceptions or why
points that Al will expose, not solve.

The culprit isn’t the technology.
It’s the data underneath it:
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ARE YOU READY OR RUSHING?

Deploying Al before the data is clean Data governance established first
Treating Al as a software rollout Managing it as a behavioral shift
Skipping incentive alignment and override controls Governance formalized before scaling
Letting pilots drift without metrics @ 90-120-day window with a single owner
Al replaces sales judgment Al augments expertise; humans control pricing
Scaling before proving it works Prove it. Then scale selectively.

HOW LONG DOES Al READINESS TAKE?

9-18 months for a mid-sized distributor
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Q1 Q2 Q3
Build the foundation Launch a contained pilot Expand selectively Formalize and scale
= Clean data = One use case + Sales enablement = Governance
» Define governance = Clear metrics or forecasting » Vendor standards

where data is ready

= Align margin visibility = Single owner Model review cadence

Pricing discipline, margin visibility, and inventory precision create competitive advantage. Al is the amplifier.
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DISTRIBUTION VERTICALS: WHO MOVES FASTEST WITH Al

Industrial
@ and Electrical

Structured pricing

Foodservice

Thin margins, rebate

complexity, and cost

matrices and high pass-through timing mean
transaction density Predictable reorder Al is more likely to amplify
give Al models a clean cycles make demand errors than surface insight.
signal from day one. forecasting a fast, Portfolio-level returns can
high-confidence win. take 18-36 months.

THE BOTTOM LINE

The biggest Al mistake in distribution isn’t buying the
wrong technology. It’s deploying the right technology into
the wrong operation.

The distributors who win build clean data, clear governance, and aligned
leadership, then let Al do what it actually does.

The data will tell you if you're
ready. Will your leadership listen?

See how Al-driven solutions optimize
pricing, automate rebate management, and
sharpen forecasting across your operation.

Business Al
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