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From strategy and pilots to production outcomes.

Retail & E-commerce AI
Benchmarks
2026.
Conversion, AOV, contact deflection and margin-per-order benchmarks for AI programs across

omnichannel retail, marketplaces and DTC brands. Product discovery, guided shopping, post-

purchase servicing, returns and clienteling — with peer bands by revenue and channel mix.
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Retail AI matured past personalization in 2026. Assortment, pricing, in-store operations and post-

purchase service all now show measurable ROI. The winners are treating AI as a full-funnel operating

capability, not a marketing feature. This benchmark covers 300+ retail and ecommerce brands across
mass, specialty, luxury and marketplaces.

What this report answers

01 Personalization has diminishing returns
Onsite recommendation and email personalization are now table stakes. Incremental gains from further personalization

investment are shrinking.

The next wave of ROI is in assortment planning, dynamic pricing and post-purchase service.

02 Assortment and pricing are the new ROI leaders

AI-assisted assortment planning is producing sell-through improvements of 5% to 12% at leading specialty and mass

retailers. Dynamic pricing on long-tail SKUs is delivering 3% to 7% gross margin improvement.

Both workloads pay back in under nine months for programs with clean SKU and inventory data.

03 Post-purchase service is the sleeper

Returns triage, order status and warranty automation reliably produce 40% to 60% containment. This is often the fastest

win in the entire retail AI portfolio and the most under-invested.

04 Store-level AI operations

Store labor scheduling, shrink detection and associate copilots are the newest category to cross into meaningful ROI.

Expect fast movement here through 2027 as the tooling matures.

05 The pattern separating winners from laggards

The winning retailers are treating AI as an operational capability owned by merchandising, supply chain and store

operations. The laggards are still routing AI through marketing.

75+
Retail & DTC brands benchmarked

9 min
Read time · 29 charts

6.4%
Median AOV lift (top-quartile)

Conversion and AOV lift from guided shopping and product discovery agents

Post-purchase servicing — containment, CSAT-proxy, refund-avoidance

Returns automation — cycle-time and margin impact

Clienteling — assisted-selling lift in stores and contact centers

Personalization — margin per order, not just revenue



Ownership location predicts ROI more accurately than budget size.

THE  BOTTOM  L IN E

Retail AI moved past the CMO in 2026. If your AI portfolio still lives inside marketing, you are optimizing the smallest

lever available to you.

Questions we get asked

Is DTC benchmarked separately from omnichannel retail?

Yes — every use case includes distinct DTC, marketplace and omnichannel bands where relevant.

What conversion lift comes from guided shopping agents?

Top-quartile programs realize 11–17% conversion lift and 6.4% AOV lift on product-discovery and guided-shopping agents when
paired with structured product data.

Does the report address peak-season and Black Friday scaling?

Yes — a dedicated section covers cost, latency and containment behavior during peak-season load, with observed practices
from marketplaces and top DTC brands.

Benchmark your own program. Model the business case with
our ROI calculators, or book a working session with the
practitioners who ship these programs.
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