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T H E  U N C O M F O R T A B L E  T R U T H  – M O S T  I N H I B I T I N G  I S S U E S  A R E  N O T  T E C H N O L O G Y - R E L A T E D

Without addressing organizational structure and strategy, your AI effectiveness gap will widen — especially as 
agentic commerce scales.

Unrealistic Expectations

Treating AI as a silver bullet —
no model development, training, 
or testing investment

Data Fragmentation

Siloed ownership, inconsistent 
definitions, and integrity issues 
that undermine AI trust

Platform Sprawl

Disparate tools and lack of 
architectural cohesion slow scale 
and increase complexity

Conflicting Priorities

Mistrust between teams and 
misaligned goals that stall 
execution and dilute 
accountability

Poor Role Clarity

Unclear ownership between 
central teams and business units 
that slows decisions



Agentic commerce is new.

Getting it right doesn't have to be.

The patterns are familiar. We've navigated social commerce, omnichannel, and the first AI wave. The discipline that 

worked then works now.



N E W  R E S E A R C H   •   C O R D I A L  × O R G . W O R K S   •   N = 1 0 0  R E T A I L  M A R K E T I N G  E X E C S

AI isn't shrinking teams. It's changing them.

The doomsday narrative — that AI will dramatically shrink 

organizations — is not supported by what marketing 

leaders report, or by how frontier teams already use AI.

The result is not less work — it is more capability and 

volume layered onto existing responsibility.

"GEO does not replace SEO. Agentic commerce does not 

replace ecommerce. You inherit the new responsibility while 

continuing to execute the old one. That is why teams grow."

— Dr. Janet Sherlock

How will AI & agents impact your team's size over the next 2–3 years?

Grow significantly

18%

Grow moderately

32%

Same size, different roles

31%

Reduce moderately / significantly

19%

50% expect growth and 31% expect the same headcount with 

significantly different roles. Only 19% expect cuts.



N E W  R E S E A R C H   •   K E Y  F I N D I N G

The real constraint is skills — not technology.

87%
report major capability gaps

across AI, data, and martech

44%
name the skills gap the #1 barrier

ahead of legacy tech (36%) and budget (35%)

83%
are confident in their current structure

the paradox: gaps are underestimated

"Eighty-seven percent report skills gaps, while 83% are confident in their current structure. Both can 

be true — because structure on paper isn't the same as clarity and accountability in practice."
— Dr. Janet Sherlock

Org.Works



N E W  R E S E A R C H   •   D O C T O R A L  S T U D Y

Productivity increases by

when the technology function has 

a single, clearly accountable 

leader.

22%
P R O D U C T I V I T Y  L I F T

Source: Doctoral Research Study — "The Organizational Impacts of Executive Technology Leadership Role Proliferation," University of Southern California, 2023, Dr. Janet Sherlock.
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T H E  O P E R A T I N G  M O D E L

One enterprise standard.

Many empowered teams.

Shared intelligence everywhere.



THE SOLUTION

The CFD 
Organization 
Model for AI

One enterprise standard, many 
empowered teams, shared 
intelligence everywhere.

"There is no one-size-fits-all, but this three-layer 
model is appropriate for most corporations."

Broad AccessSpecializedFoundation

O

emocratized
Data & Insights

AI-powered insights, 
Self-serve data (nonsensitive),

personal efficiency

WHO

Most Employees

ederated
Data Science

Domain-specific models, 
functional expertise, 

shared assets

enter of 
Enablement (CoE)

WHOWHO

Platform, data fabric, governance, 
prioritization, standards

Functional TeamsIT / Core Tech

C

F
D

E N T E R P R I S E  A I  M O D E L  O V E R V I E W



C L E A R  O W N E R S H I P  E Q U A L S  B E T T E R  O U T C O M E S

IT owns the rails. Marketing owns the trains.

IT / Center of Enablement

Owns infrastructure, platforms & enterprise standards

AI Platform & Infrastructure  Enterprise AI platform, core AI capabilities, 

security & audit

MarTech Core Stack  Procurement, vendor mgmt, uptime, data warehouse & 

lake

Integrations & Data  ERP/POS/ecommerce, API mgmt, pipelines, identity 

resolution

Enterprise Governance  AI governance framework, privacy & regulatory 

compliance

Marketing

Owns the data, models, content & domain guardrails

Customer & Master Data  First-party data strategy, taxonomy, quality, 

consent

AI Models & Intelligence  Segmentation, propensity, LTV, media attribution

Campaign & Content Ops  Journey design, orchestration logic, activation

Marketing AI Guardrails  Brand safety, AI decisioning rules, ethical use



Where does agentic commerce actually

stress the organization?

Six specific pressure points — across your teams and your capabilities.



O R G A N I Z A T I O N A L  R I S K S  I N  A G E N T I C  C O M M E R C E

Ownership Friction

AI agents represent additional surfaces to optimize —
with distinct logic, data needs, and measurement 
approaches—bringing potential channel overlap

New Channel Complexity

Marketing and Digital may both claim agent 
leadership. Without clear responsibilities  and 
ownership, conflict may drive overspending and 
suboptimal customer experiences

Upstream Data Gaps

When products and content aren’t machine-readable, 
AI agents can’t reliably interpret or recommend 
them—reducing visibility and selection

Teams must maintain current practices (e.g., SEO, UX) 
while building entirely new agentic capabilities 
simultaneously

Dual Workload Burden

AI Capability Gaps

TE
A

M
C

A
PA

B
IL

IT
IE

S

Agentic commerce requires new AI capabilities and 
skills most retailers don’t yet have fully in place or 
working together

Capability Complacency

Data quality, fulfillment reliability, and execution that 
was 'good enough' now become agent eligibility 
blockers



01 O W N E R S H I P  F R I C T I O N

Agentic Commerce: A Familiar Ownership Problem in a New Form

Marketing and Digital may both claim agent leadership. Without clear ownership, conflict may 
drive overspending and suboptimal customer experiences.

WHAT WE ALREADY KNOW

Social Commerce Ownership
TikTok Shop / Instagram Checkout model

DIGITAL / E-COMMERCE OWNS

• Platform integrations
• Assortment & catalog
• Conversion & checkout
• Order flow & fulfillment
• CX continuity

MARKETING OWNS

• Content & storytelling
• Influencer ecosystem
• Traffic & engagement
• Brand voice & audience

→

NOW 
APPLY TO

NOW APPLY TO

Agentic Commerce
The next evolution of commerce

DIGITAL / TECH MAY CLAIM

• Agent platforms & APIs
• Product data & pricing
• Commerce stack integration
• AI requirements

MARKETING MAY CLAIM

• Brand voice in agents
• GEO
• Customer journey shaping

WITHOUT CLEAR 
OWNERSHIP:

Duplicate Investment
Competing budgets

Conflicting Logic
What agent says vs. sells

Fragmented Experience
Disjointed customer journey

Slower Execution
Unclear decision rights



N E W  C H A N N E L  C O M P L E X I T Y02



04.02

T H E  M E C H A N I S M

You don't need a new org chart.

You need an Operational Throughline.

A horizontal alignment mechanism — not another box, layer, or executive role.



T H E  C O N C E P T   •   O P E R A T I O N A L  T H R O U G H L I N E  ( O T L )

One accountable line across many functions

An Operational Throughline is a horizontal / cross-functional alignment mechanism with a single designated leader and no new 

headcount — it threads accountability through the teams that already exist, instead of adding another one.

T H E  R E F L E X

Invent a new box

✕
New executive role  Headcount, comp bands, a hiring cycle you don't have 

time for

✕
A standing silo  A new team that now competes for budget and turf

✕
Duplicated investment  Two functions building the same capability in 

parallel

✕
Slower execution  Unclear decision rights while the org debates ownership

T H E  T H R O U G H L I N E

Thread one accountable line

Designated leader  One name owns the outcome across functions

No new headcount  Uses the people and budget you already have

Shared assets & standards  AI, creative, and data aligned across surfaces

An exec sponsor  Resolves cross-functional differences fast



T H E  O T L  I N  A C T I O N

The Customer Agentic Throughline

Operational

Through

Line

LLM Shopping

Internal Search

3rd-Party Agents

Store Agents

Customer Service

A single throughline across every agentic surface

All agentic surfaces at one table

Representatives from internal search, third-party agents, physical store agents, 
and customer service.

Shared AI & creative assets

Align assets and ensure consistent customer experiences and outcomes across 
every surface.

A named leader + exec sponsor

The Agentic Commerce Manager leads; an executive sponsor resolves cross-
functional differences.



A G E N T I C  C O M M E R C E  =  A D D I T I O N A L  O P E R A T I N G  L O A D

M A I N T A I N  T O D A Y .

B U I L D  T O M O R R O W .  

A T  T H E  S A M E  T I M E .   
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R E C O M M E N D A T I O N

Don't let the second workload happen by accident.

Inventory the requirements

Name the new agentic work 
explicitly.

Embed into plans & resource 
models

Make it visible in the numbers.

Prioritize against existing 
initiatives

Something gives — decide what.

Set clear expectations with 
leadership

Align on revenue, ROI, and workload.

If you stand up an incubation or project team: define the exit.



A I  C A P A B I L I T Y  G A P S

Most retailers have pieces of this. Very few have it working end-to-end. 

04



Upstream Data Capture
The question isn't just what data — it's where in the flow it's captured, and who owns capturing it.

I T  ( M D M )  +  D I G I T AL

Structured Product Intelligence
Complete, enriched product data that makes your assortment interpretable and eligible 
for AI agents — table stakes.

M E R C H AND I S I NG

Intent-Based Merchandising
Products tagged by when, where, and why they're used — captured as far upstream as 
possible.

M AR K E T I NG

Multimodal & Composable Content + OFF PLATFORM CONTENT 
Rich media plus content built for recombination — so agents can assemble outfits, 
bundles, and recommendations.

COMPOSABLE CONTENT IN ACTION

One product, tagged for occasion and 
recombined by an agent into a complete look.

If content can't be read, tagged, or recombined by a machine —
an agent might not recommend you.

05



Capability Complacency & Readiness

What was good enough for drop-ship may not be sufficient for LLM agentic 

transactions.

Inventory & Availability Truth

Pricing & Offer Integrity

Order Orchestration & Systems Integration

Fulfillment Reliability

Customer Communication & Visibility

Returns & Post-Purchase Experience

The agent chose you.

Not the customer.

Third-party agents aren't the dominant path yet — but 

they will be. Now is the window to shore up.

And here's why it's an organizational risk:

No single owner can self-certify this bar. You can't let one 

function say, "don't worry, we've got this." Readiness must be 

owned across the org — together.
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W H A T  Y O U R  O R G A N I Z A T I O N  N E E D S

The minimum roles to stand up THE FLOOR, NOT THE CEILING

01 Agentic Commerce Manager ★
Digital

Leads the Customer Agentic Throughline, 
Biz Dev for 3rd party agentic, lead 1st party 
agent conception

02 GEO Lead ★
Marketing

Owns generative-engine discoverability and 
coordination with other terms to enable 3rd

party results

03 Agentic AI Lead
Digital / IT

Technical lead who builds the agent, trains 
it, and shapes its context and voice

04 Knowledge Graph Architect
Data Science / IT ·    ENTERPRISE-WIDE

Builds the semantic layer — merch & 
marketing populate it. Agentic 
commerce is one use, not the only one.

Prioritize building these capabilities internally over time.  Third parties can accelerate progress — long-
term differentiation depends on in-house expertise.

All dependent on the on the nature & size of the organization, current baseline, and 

appetite for agentic commerce. 



P R E P P I N G  Y O U R  O R G A N I Z A T I O N

Four principles to lead the transition

Be Transparent & Honest

Acknowledge increased workload with constrained 

resources. Reinforce clear ownership, roles, and 

accountability.

Learn From Experience

Apply lessons from social commerce, omnichannel, 

and early AI — build on what worked, correct what 

didn't.

Think Consumer First

Prioritize the customer over internal boundaries —

apply agentic capabilities consistently across 

channels.

Sharpen Up — Retail Is Detail

The bar is higher and tighter. Product, content, 

context, execution, and experience must be sharper 

than ever.



CLARITY scales agentic commerce.
Don't invent a new ownership model. Upgrade the one you already have.

Dr. Janet Sherlock

Janet@Org.Works linkedin.com/in/janet-sherlock
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