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The Future for Office Product Dealers and their E-commerce Initiatives 

 

Executive Summary 

For over 15 years, Office Products (OP) dealers have relied on e-commerce portals to 
facilitate customer transactions. Yet, despite significant investments in websites, 
online catalogs, and ERP-integrated platforms, these efforts have failed to drive real 
growth. 

The reality is that traditional e-commerce platforms are built for consumers, not 
businesses. The OP industry operates in a B2B environment where buying behavior, 
expectations, and competitive pressures are fundamentally different from retail e-
commerce. While OP dealers struggle to get customers to navigate complex 
catalogs, Amazon Business is winning with automation and frictionless purchasing. 
The result? Dealers are either losing accounts outright or eroding their margins just 
to retain business. 

This white paper explores why legacy e-commerce is failing OP dealers and what 
must be done to transition to an automation-first model. It examines: 

   Why Amazon Business is dominating while traditional e-commerce fails in B2B. 
   The rapid decline of major OP retailers (Office Depot, Staples) and what it 
signals. 
   How SEO and organic search no longer work as customer acquisition strategies. 
   Why dealers are trapped in outdated ERP systems that limit flexibility. 
   How automation, QR-based ordering, and AI-driven workflows can transform OP 
e-commerce. 

To survive in this new era, OP dealers must move beyond basic e-commerce portals 
and embrace a technology-driven, automated fulfillment model that eliminates 
friction for customers, locks in recurring revenue, and protects against Amazon’s 
aggressive B2B expansion. 
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The E-Commerce Struggle in the Office Products 
Industry 

E-commerce is not new to OP dealers. Many have had online portals since the early 
2000s, allowing customers to browse catalogs, build carts, and place orders. Yet, 
despite this long history, e-commerce has never been a primary growth driver for the 
industry. 

The fundamental challenge? Lack of customer traffic and transaction friction. 

Unlike a retail consumer who might casually browse and shop online, OP dealers 
face a different reality: 

1. Most traffic to dealer websites comes from existing customers, not new 
business. 

2. Customers must manually search for products, often making errors in 
selection. 

3. Pricing inconsistencies lead to frustration—contract pricing may not align 
with what’s displayed. 

4. Cart abandonment is common, especially when Google or Microsoft alerts 
customers to lower prices elsewhere. 

Despite these challenges, many OP dealers have continued to invest in SEO and web 
development in an attempt to attract more customers. But the landscape has 
changed dramatically: 

• Organic traffic is drying up as Google pushes AI-driven answers and snippets, 
keeping users on their platform. 

• More websites than ever are competing for fewer clicks, making SEO a costly 
and inefficient strategy. 

• Even dealers with strong SEO practices cannot generate enough new 
business to scale. 

Meanwhile, Amazon Business is rapidly capturing the OP market. Unlike traditional 
OP dealer portals, Amazon’s model prioritizes: 

• Automation over manual search. 
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• Pre-mapped, contract-based purchasing over large, open catalogs. 
• Predictive ordering and real-time price adjustments over static ERP pricing. 

This means OP dealers are competing in an unwinnable game—expecting customers 
to invest their time searching for products manually, when Amazon has made it 
frictionless. 

The solution is clear: 

• OP dealers must transition from traditional e-commerce to an automation-
first model. 

• QR-based ordering, AI-driven fulfillment, and workflow automation are the 
keys to survival. 

• Dealers who fail to modernize risk shrinking margins, higher customer churn, 
and loss of relevance in an industry that is rapidly consolidating. 

This white paper lays out a detailed roadmap for OP dealers, explaining exactly what 
needs to change and how to implement the next generation of B2B e-commerce to 
drive sustainable growth. 

1. The History of E-Commerce in OP & Why Amazon 
Business is Winning 

E-Commerce in the Office Products Industry: 15+ Years of Friction 

The Office Products (OP) industry was an early adopter of e-commerce. By the mid-
2000s, many independent dealers had launched online ordering portals, allowing 
business customers to search for products, build carts, and place orders. At the 
time, this was seen as a major innovation—customers no longer needed to rely on 
paper catalogs or manual order forms. 

Yet, after 15+ years, these platforms have failed to evolve into scalable, high-growth 
revenue streams. Why? Because they were designed with a retail mindset, not a 
business commerce mindset. 

Unlike consumer e-commerce, where buyers shop based on impulse, preference, 
and convenience, business purchasing is structured, repetitive, and cost-driven. OP 
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dealers have always had a fundamentally different sales cycle than a retailer like 
Amazon, Walmart, or Staples.com: 

1. Limited website traffic → Dealers never generated high organic traffic, relying 
instead on existing customers to log in and reorder. 

2. Catalog complexity → Customers must manually search through thousands of 
SKUs, often picking the wrong items or facing pricing inconsistencies. 

3. Cart abandonment risks → Even when customers build a cart, Google and 
Microsoft alert them to lower prices elsewhere, leading to lost sales. 

4. Poor customer experience → Traditional dealer websites lack the automation, 
personalization, and convenience that modern business buyers expect. 

As a result, instead of driving net-new business, OP e-commerce portals have 
functioned primarily as transactional tools—a way for existing customers to place 
orders more conveniently than faxing or emailing purchase orders. 

But convenience alone is no longer enough. 

 

Why Business Commerce is Different from Consumer E-Commerce 

For many years, OP dealers have operated under the assumption that e-commerce 
success follows a simple formula: 

• Build a website with a large catalog 
• Invest in SEO to drive traffic 
• Hope that customers find what they need and complete purchases 

But the reality is that B2B purchasing behaviors are fundamentally different from 
consumer shopping. 

In a B2C environment, customers are: 
✔ Browsing for products based on preference and impulse 
✔ Comfortable making one-off purchases 
✔ Willing to comparison shop between different retailers 

In a B2B environment, business customers: 
  Do not have time to manually search for products 
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  Must adhere to contracted pricing and vendor restrictions 
  Want to automate repetitive purchases to reduce administrative work 
  Need budget controls, spend tracking, and invoice reconciliation 

This is why Amazon Business was created—Amazon recognized that B2B commerce 
is not just retail with bigger orders. Business buyers do not want to "shop"—they want 
frictionless, automated purchasing workflows that reduce the burden on their 
internal teams. 

 

The Rise of Amazon Business: Why OP Dealers Are Losing Ground 

When Amazon Business launched in 2015, many OP dealers dismissed it as just 
another online competitor. But today, Amazon Business generates over $35 billion in 
annual revenue, with millions of business customers using the platform. 

The reason for this growth is simple: Amazon solved the friction points that OP 
dealers ignored. 

Instead of expecting customers to manually browse catalogs and compare prices, 
Amazon Business: 

✔ Automates procurement → Customers set up pre-approved product lists, 
eliminating search errors. 
✔ Offers AI-driven recommendations → Predicts when customers will need 
products and reorders automatically. 
✔ Provides transparent, dynamic pricing → Real-time adjustments ensure 
customers always get the best price. 
✔ Integrates with corporate purchasing platforms → Many businesses automate 
purchases directly through Amazon rather than logging into dealer websites. 

This automation-first model means that every time an OP dealer forces a customer 
to manually search, compare, and order, they are adding friction to the process—
friction that Amazon has already removed. 

And when a business finds an easier, automated way to procure office products? 
They never go back to manual ordering. 
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Erosion of Dealer Margins & Business Losses 

Amazon Business is not just winning new customers—it is also actively eroding the 
margins of OP dealers. 

Here's how it happens: 

1. A dealer sells to a long-standing customer at a reasonable margin. 
2. Over time, that customer searches Amazon Business, sees a better 

price, and begins shifting purchases. 
3. The dealer lowers prices to compete, but Amazon’s dynamic pricing 

adjusts even lower. 
4. The dealer either loses the customer entirely or continues selling at 

near-zero margin. 

This is why asking business customers to invest time searching through a dealer’s 
website is a losing battle. Business customers are actively seeking automation, not 
manual search. 

Amazon recognized this shift early and built technology around it—while OP dealers 
are still expecting customers to shop the way they did 15 years ago. 

 

Summary: Why Traditional OP E-Commerce is a Failing Model 

The legacy e-commerce model that OP dealers rely on today is unsustainable 
because: 

  Customers don’t have time to manually shop → They expect automation. 
  SEO-driven traffic is declining → Google is keeping users on its platform. 
  ERP-driven product catalogs are outdated → Customers struggle to find the right 
products. 
  Cart abandonment is high → Amazon offers frictionless purchasing with 
automated reorders. 
  Dealers are stuck in a reactionary cycle → Lowering margins to compete rather 
than innovating. 
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The solution is not to invest more in traditional e-commerce, but to shift to a next-
generation, automation-first model that eliminates friction, improves customer 
retention, and ensures sustainable growth. 

In the next section, we will explore the cautionary tale of Office Depot & Staples—a 
warning to OP dealers that failure to adapt to this shift could lead to irreversible 
decline. 

2. The Cautionary Tale of Office Depot & Staples 

The Rise and Fall of Big-Box Office Product Retailers 

For decades, Office Depot and Staples were the dominant players in the office 
products industry. As household names, they controlled billions of dollars in 
revenue, operated thousands of retail locations, and built massive e-commerce 
platforms. 

Yet, in just the past two decades, their market power has collapsed. 

   In 2006, Office Depot’s market capitalization peaked at nearly $11 billion. 
   By 2025, that number has plummeted to less than $500 million—a 95% decline. 

Office Depot’s struggles aren’t unique. While Staples is a private company, it has 
faced similar headwinds, shuttering hundreds of stores and struggling to remain 
relevant in the digital era. 

The failure of these once-dominant giants serves as a warning to independent OP 
dealers: If companies with massive scale, brand recognition, and decades of 
experience can’t survive the industry shift, what does that mean for smaller dealers? 

The answer: If OP dealers continue to rely on outdated business models, they will 
face the same fate. 

 

The Common Thread: A Failure to Adapt 

At their peak, Office Depot and Staples had two primary competitive advantages: 
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1. Massive store networks that provided convenient, in-person purchasing. 
2. Bulk purchasing power that allowed them to negotiate lower prices with 

suppliers. 

But as the world shifted toward digital procurement and automation, these 
advantages became liabilities: 

  Their brick-and-mortar footprint became a financial burden rather than an asset. 
  Their e-commerce strategy failed to compete with Amazon Business, which 
offered better automation, better pricing, and better customer experience. 
  They relied too long on brand recognition, assuming customers would stay loyal 
despite increasing frustrations. 

Ultimately, Office Depot and Staples have failed to sufficiently modernize their e-
commerce, procurement, and go-to-market strategies, leaving the door wide open 
for Amazon Business, Walmart Business, and other digital-first competitors to take 
market share. 

 

Why Independent Dealers Haven’t Collapsed (Yet) 

Unlike Office Depot and Staples, local independent OP dealers have not experienced 
a 95% collapse in valuation. Why? 

  Stronger customer relationships → Many OP dealers have long-term, loyal 
customers who appreciate personalized service. 
  Less reliance on walk-in traffic → Unlike big-box retailers, independent dealers 
were never dependent on physical store visits. 
  A focus on B2B instead of B2C → Dealers specialize in serving businesses, rather 
than trying to cater to both businesses and consumers. 

But while these advantages have helped dealers stay afloat, they are not enough to 
ensure long-term survival. 

Amazon, Walmart Business, and other online competitors are actively targeting 
dealer customers—either by: 

1. Winning accounts entirely, or 
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2. Eroding dealer margins, forcing them into a race to the bottom on pricing. 

 

The Biggest Lesson from Office Depot & Staples: Convenience Wins 

What truly killed Office Depot and Staples was not price—it was friction. 

• Business customers don’t have time to search through massive catalogs. 
• They don’t want to compare prices manually. 
• They don’t want to track down their sales rep for reorders. 

They want automation. 

That’s exactly what Amazon Business provides: 
   One-click reordering based on past purchase history. 
   AI-driven product recommendations that eliminate manual searches. 
   Punchout integrations with corporate ERP systems for frictionless procurement. 

Office Depot and Staples never fully automated the purchasing process, and 
because of that, they lost customers not just to lower prices, but to a better buying 
experience. 

 

Why OP Dealers Must Act Now 

OP dealers cannot afford to assume that customer relationships alone will protect 
them. The same mistake was made by Office Depot and Staples—believing their 
brand recognition and history would shield them from digital competition. 

It didn’t. 

The dealers who fail to modernize will see their customers gradually shift to 
competitors who offer: 
✔ Frictionless reordering 
✔ Automated product selection 
✔ Transparent pricing and cost controls 
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The good news? OP dealers still have a chance to evolve, but only if they act before 
they reach the crisis point that Office Depot and Staples now face. 

In the next section, we’ll explore how legacy ERP systems are holding dealers back 
from making this transition—and why traditional e-commerce platforms will never be 
enough to compete in the modern landscape. 

3. The Shortcomings of Legacy E-Commerce & 
ERPs 

The Dealer’s E-Commerce Dilemma 

Independent Office Products (OP) dealers have long recognized the importance of e-
commerce. For years, they’ve invested in websites, integrated product catalogs, and 
attempted to drive online transactions. Yet, despite these efforts, the vast majority of 
dealers struggle to generate meaningful online revenue growth. 

The reason? Their e-commerce platforms are built on legacy ERP systems that were 
never designed for modern B2B commerce. 

  Rigid catalogs that frustrate customers 
  Limited ability to customize pricing & contracts 
  No automation or AI-driven recommendations 
  Clunky user experience compared to Amazon Business 

Instead of eliminating friction, these systems introduce complexity, making it difficult 
for customers to find products, complete purchases, and reorder efficiently. 

For OP dealers to compete in the modern B2B landscape, they must move beyond 
basic e-commerce and embrace automation-first solutions that eliminate these pain 
points. 

 

The Problem with Legacy ERP-Driven E-Commerce 
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Most OP dealers rely on ERP-integrated e-commerce platforms—systems that were 
originally built for back-office operations, not front-end customer experiences. While 
these platforms allow dealers to list products and process orders, they fall short in 
several critical areas: 

1. Poor Customer Experience: Too Many Clicks, Too Many Errors 

Traditional dealer e-commerce portals require customers to manually search 
through massive catalogs, leading to: 

• Product selection mistakes (e.g., wrong toner cartridge for their printer) 
• Frustration with inconsistent pricing (contract price not showing up correctly) 
• Abandoned carts due to cumbersome checkout processes 

Compare this to Amazon Business, where customers can easily reorder, get AI-driven 
product recommendations, and never worry about compatibility issues. 

  What should take seconds in an automated system takes minutes—sometimes 
hours—in a legacy ERP-driven portal. 

 

2. Limited Ability to Expand the Product Offering 

Most dealer e-commerce platforms are locked into the product catalogs of a single 
wholesaler (e.g., Essendant, SP Richards). This creates several challenges: 

• Dealers can’t easily add alternative suppliers for competitive pricing. 
• Product availability is tied to a single distributor’s stock levels. 
• Customizing product bundles, kits, or special pricing is difficult. 

Amazon, in contrast, aggregates thousands of suppliers into a seamless ordering 
experience, ensuring customers always find what they need, when they need it. 

  If a dealer can’t offer a seamless, flexible catalog, their customers will find 
someone who can. 
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3. No Built-In Automation for Reordering & Spend Management 

In today’s business environment, customers expect: 
✔ Automated replenishment for essential supplies 
✔ Spend control tools to enforce purchasing rules 
✔ Predictive analytics to ensure they never run out of key products 

Most dealer e-commerce platforms lack these features, forcing customers to: 
  Manually track inventory levels 
  Manually enter every order 
  Manually ensure compliance with budget constraints 

  Every extra step increases friction—and every moment of friction is an 
opportunity for Amazon Business to steal the customer. 

 

4. SEO & Organic Traffic: A Failing Strategy for Growth 

For years, OP dealers were told that SEO was the key to driving new business online. 
The idea was simple: 

1. Build a website 
2. Invest in SEO 
3. Rank on Google 
4. Get new customers 

But in 2025, this strategy no longer works for two key reasons: 

   Google’s AI & Snippets have reduced traffic to external websites 
   The number of business websites competing for SEO traffic has exploded 

Even dealers who have invested heavily in SEO are not generating enough organic 
traffic to grow their business. 

  Google is no longer a reliable way to acquire new customers—yet many dealers 
are still trapped in this outdated mindset. 
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Why Legacy E-Commerce Will Never Be Enough 

Even if a dealer has the best SEO, the most well-organized catalog, and the fastest 
checkout process, legacy e-commerce will never be enough to win in the modern 
B2B space. 

  Amazon Business has already set new expectations for procurement: 
✔ Automated workflows (customers don’t have to search for products) 
✔ AI-driven recommendations (customers don’t have to guess what they need) 
✔ Seamless reordering (customers don’t have to track inventory manually) 

OP dealers must stop thinking of e-commerce as just a website and start viewing it 
as a fully automated purchasing platform that reduces friction at every stage of the 
customer journey. 

 

What OP Dealers Must Do Next 

To compete effectively, OP dealers must shift from ERP-driven, catalog-based e-
commerce to an automation-first, workflow-driven model that includes: 

   Pre-mapped, contracted product lists → Eliminates search errors 
   AI-driven reordering → Customers never run out of key supplies 
   Budget controls & spend management tools → Purchasing remains centralized 
   QR-based ordering → No need to navigate through complex catalogs 

This shift isn’t optional—it’s the only way for dealers to retain customers, protect 
margins, and prevent competitors like Amazon Business from eroding their 
accounts. 

 

Conclusion: Breaking Free from the ERP Trap 
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For years, OP dealers have been trapped in a cycle of trying to optimize their outdated 
e-commerce platforms. The reality is that these platforms were never designed to 
compete with Amazon Business. 

       Customers no longer want to “shop” for office products—they want automated, 
frictionless procurement workflows. 

In the next section, we’ll explore why SEO and organic search are no longer viable 
growth strategies and how OP dealers must rethink their approach to online 
customer acquisition. 

4. Why SEO No Longer Works for OP Dealers 

The Changing Landscape of Online Customer Acquisition 

For years, Office Products (OP) dealers were told that SEO was the key to e-
commerce success. The promise was simple: 

1. Build a website 
2. Optimize it for Google 
3. Rank on page one 
4. Generate free, organic traffic 
5. Convert visitors into customers 

And for a while, this approach worked—especially in the early days of Google, when 
competition was lower, and search behavior was different. But in 2025, the reality is 
starkly different: 

   Google has fundamentally changed how search results are displayed. 
   AI-driven answers & snippets have reduced organic traffic. 
   The number of websites competing for the same keywords has skyrocketed. 

The result? SEO is no longer a viable customer acquisition strategy for OP dealers. 

 

The Decline of Organic Search Traffic: How Google Has Changed 
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Google’s business model has always been built on keeping users inside its 
ecosystem. Over the past decade, it has made fundamental changes that have 
eroded organic traffic distribution to external websites. 

1. The Rise of Featured Snippets & Zero-Click Searches 

Since 2014, Google has increasingly pushed Featured Snippets—short, AI-generated 
answers that appear at the top of search results. Instead of clicking on a website, 
users now get their answers directly on Google’s search page. 

• 2014: 25% of searches resulted in no click to an external site. 
• 2024: Over 50% of all searches now end without a click. 
• 2030 Projections: 70%+ of searches will be no-click as Google AI continues to 

refine instant answers. 

For OP dealers, this means fewer visitors are reaching their e-commerce sites, even 
when they rank highly. 

 

2. AI-Powered Search Is Eliminating Clicks 

With the rise of Google’s AI-driven search experiences, users now get natural 
language answers without needing to visit multiple websites. 

Instead of: 
    Searching for “best printer for small business” → Clicking 3-5 links → Comparing 
options → Making a purchase 

Users now: 
         Ask Google AI → Get a direct, AI-generated recommendation → Click “Buy Now” 
from Google Shopping or Amazon Business 

This shift is devastating for OP dealers. 

• Informational queries no longer drive traffic. 
• Google is directing purchase-ready users to its own platforms. 
• The role of independent e-commerce sites is shrinking. 
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3. More Websites, Less Traffic to Go Around 

Even if Google had not introduced AI-driven answers, the reality is that there are now 
far more websites competing for the same audience. 

   In 2014: Approx. 12 million active websites existed in the United States. 
   In 2024: Over 22.5 million active websites exist, competing for B2B traffic. 
   By 2030: Almost 30 million active websites are expected, all fighting for 
diminishing organic traffic. 

The math is simple: More websites + Less traffic from Google = SEO is no longer an 
effective strategy. 

For OP dealers who continue to invest heavily in SEO, the return on investment is 
shrinking rapidly. 

 

The Paid Search Trap: Why Google Ads Aren’t the Answer 

Some dealers, recognizing that organic traffic is declining, have turned to Google Ads 
(PPC) as an alternative. While this can generate short-term results, it presents 
several major problems: 

1. Rising Cost-Per-Click (CPCs) → As organic traffic declines, competition for 
paid clicks is increasing, driving ad costs higher. 

2. Amazon & Big-Box Retailers Dominate Bidding → Dealers are forced to 
compete against Amazon, Staples, and Walmart Business, who have larger 
ad budgets. 

3. Low Conversion Rates → Many paid clicks are from price shoppers who will 
ultimately abandon the cart if they find a cheaper option elsewhere. 

       The result? PPC is an expensive, unsustainable strategy for most OP dealers. 

 

Why OP Dealers Must Shift Away from SEO & Google Dependency 
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The core problem with traditional SEO and Google Ads is that they force OP dealers 
to play by Google’s rules—a game that is increasingly rigged against them. 

Instead of spending more money on SEO and PPC, dealers should focus on: 

   Direct customer engagement (email, social, AI-driven chatbots) 
   Automated procurement workflows that reduce friction 
   QR-based ordering to eliminate website dependence 
   Leveraging AI for predictive ordering and customer retention 

  The future is not about getting found on Google—it’s about embedding 
automation into the customer’s buying process so they never need to search in the 
first place. 

 

How Amazon Business Uses SEO Against OP Dealers 

One of the biggest misconceptions in the OP industry is that SEO can help dealers 
compete with Amazon Business. 

The truth? Amazon is using SEO to steal business from OP dealers. 

       Here’s how: 

• Amazon invests billions in AI-driven search optimization. 
• Their product pages rank #1 for thousands of industry-specific search terms. 
• When a customer searches for a product, Amazon Business often appears 

above dealer websites—even when the dealer sells the exact same item. 

The result? Even when OP dealers succeed in SEO, they still lose traffic to Amazon 
Business—which is designed to convert that traffic into long-term customers. 

  Instead of fighting Amazon on its own turf, dealers must create a procurement 
experience that Amazon cannot replicate. 

 

The Future: Moving from SEO to Automation-Driven Engagement 
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If SEO and PPC are no longer viable, what is the solution? The answer lies in 
automation-first, AI-driven commerce strategies that lock customers into seamless, 
frictionless procurement workflows. 

   Eliminate the need for Google-driven discovery by embedding AI into the 
customer’s purchasing process. 
   Use QR-based ordering to bypass traditional e-commerce barriers. 
   Automate contract-based purchasing so customers never have to search for 
products. 
   Engage customers directly through AI-powered chatbots & email workflows. 

  The future belongs to dealers who embed themselves into the customer’s 
workflow—before Google, Amazon, or any competitor even has a chance to enter the 
conversation. 

 

Conclusion: Stop Playing Google’s Game—Create Your Own 

For too long, OP dealers have been told that winning in e-commerce means winning 
on Google. But the truth is: 

       Google is not in the business of helping OP dealers—it is in the business of 
keeping users inside its ecosystem. 

       Amazon is not a competitor that OP dealers can "out-market"—it is a platform 
that will always have more traffic, more data, and better AI-driven pricing. 

The only path forward is to break free from Google dependency and build a 
procurement experience that eliminates the need for search altogether. 

In the next section, we’ll explore what this new model looks like—and how 
automation, QR-based workflows, and AI-driven fulfillment will redefine the future of 
OP dealer commerce. 
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5. The New Model – Automation, Workflows & AI-
Driven Commerce  

The Shift from Transactions to Automation 

For decades, the Office Products (OP) industry has operated on a transactional sales 
model—whether through sales reps, phone orders, or traditional e-commerce 
portals. But this model is rapidly becoming obsolete. 

   Customers no longer want to “shop” for office products—they want automated 
fulfillment. 
   They don’t want to search, compare, and build carts—they want pre-approved, 
pre-mapped, AI-driven procurement. 
   They don’t want to waste time tracking orders—they want a system that does it 
for them. 

       The future of OP dealer commerce is not just about e-commerce—it’s about 
embedding automation into the customer’s workflow. 

This section outlines the new model that OP dealers must adopt—one that shifts 
away from website-driven transactions and toward automated, AI-driven, workflow-
based procurement. 

 

1. From Manual Ordering to Workflow Automation 

Traditional OP e-commerce portals require customers to: 
  Search through large catalogs to find what they need 
  Manually compare options (often leading to errors) 
  Build carts, enter payment details, and complete purchases 

This friction-filled process is exactly why Amazon Business has been so successful—
they eliminate these manual steps by embedding automation into procurement. 
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  The solution? OP dealers must replace manual processes with workflow-driven 
automation. 

 

2. AI-Driven Product Mapping & Smart Procurement 

Most OP dealers struggle with product mapping, especially for consumables like ink, 
toner, and janitorial supplies. Customers often: 

• Buy the wrong items (e.g., incompatible toner) 
• Miss out on contract pricing 
• Manually enter orders, increasing admin work and errors 

With AI-driven procurement workflows, OP dealers can: 
   Automatically map products to each customer’s devices and supply needs 
   Eliminate manual product selection errors 
   Ensure contract pricing is always applied 

       By removing search friction, dealers can prevent customers from shopping 
elsewhere. 

 

3. QR-Based Ordering: Eliminating the Need for E-Commerce Clicks 

One of the most powerful automation tools for OP dealers is QR-based ordering, 
which eliminates the need for customers to: 

  Log into an e-commerce portal 
  Manually search for products 
  Build and submit orders 

  Instead, customers scan a QR code on a printer, supply cabinet, or workstation, 
and their contracted products are automatically reordered. 

   Printers & Copiers: QR codes link to pre-approved ink & toner supplies. 
   Supply Cabinets: QR codes ensure just-in-time restocking of office essentials. 
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   Workstations & IT Equipment: QR codes connect to replacement parts, 
accessories, and service agreements. 

       This removes Google, Amazon, and even the dealer’s own e-commerce portal 
from the equation—customers simply scan and reorder. 

 

4. Budget Controls & Spend Management: Giving Customers the Control They Need 

Traditional dealer e-commerce portals lack spend management tools, forcing 
businesses to: 
  Manually track budgets and control spending 
  Rely on spreadsheets or disconnected systems 
  Risk overspending due to lack of visibility 

  Modern AI-driven procurement solutions offer built-in budget controls that 
allow: 
   Pre-set spending limits by department, user, or product category 
   Approval workflows to prevent unauthorized purchases 
   Automated reporting to track expenses in real-time 

       By providing these controls, dealers can ensure that customers stay engaged with 
their procurement platform instead of seeking alternatives. 

 

5. Just-in-Time (JIT) Replenishment & Predictive Analytics 

Today’s B2B buyers expect Amazon-level fulfillment experiences, including: 
✔ Real-time order tracking 
✔ Predictive restocking before supplies run out 
✔ Automated replenishment based on usage patterns 

Traditional OP e-commerce portals fail to provide this, forcing customers to 
manually track inventory and reorder supplies. 
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  With Just-in-Time (JIT) replenishment and predictive analytics, OP dealers can: 
   Ensure customers never run out of essential supplies 
   Reduce over-ordering and waste 
   Strengthen customer retention by embedding their system into daily operations 

       If dealers aren’t managing inventory for their customers, Amazon Business will. 

 

6. AI-Powered Chatbots & Automated Support 

  Instead of relying on static e-commerce search bars, OP dealers can integrate AI-
powered chatbots to: 

   Answer customer questions in real-time 
   Guide users to the right products without manual searches 
   Initiate reorders and provide support for order tracking 

       Customers no longer need to call a rep or browse a website—they get instant, AI-
driven support. 

 

7. MSP Partnerships & IoT-Driven Commerce 

For OP dealers who want to take automation even further, Managed Service Provider 
(MSP) partnerships provide an opportunity to: 

   Deploy Data Capture Agents (DCA) to monitor print devices & automate toner 
replenishment 
   Leverage Remote Monitoring & Management (RMM) software to track all IT 
assets 
   Identify monetization opportunities for office equipment, servers, and 
workstations 

By integrating with MSP technology, OP dealers can: 
✔ Own the data that Amazon doesn’t have 
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✔ Lock customers into automated procurement workflows 
✔ Expand their revenue beyond office products into IT & managed services 

       Instead of just selling supplies, dealers become an essential part of the 
customer’s technology ecosystem. 

 

Conclusion: The Future of OP Dealer Commerce is Automation-First 

The days of website-driven, transactional e-commerce are coming to an end. The 
next generation of OP commerce is workflow-driven, AI-powered, and fully 
automated. 

   Manual product searches will be replaced by AI-driven procurement. 
   E-commerce clicks will be replaced by QR-based ordering. 
   Google and Amazon will be bypassed as dealers lock in recurring business 
through automation. 

       The dealers who embrace this shift will not just survive—they will thrive. 

In the next section, we’ll explore how QR-based ordering and IoT-driven fulfillment 
will revolutionize procurement for OP dealers—and why this model is the key to 
securing long-term customer relationships. 

6. The Role of QR-Based Ordering & IoT-Driven 
Fulfillment 

The End of Manual Procurement 

The traditional B2B procurement model is slow, inefficient, and error-prone. 
Business customers: 

  Manually track supply levels 
  Place orders reactively—often after running out of key items 
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  Navigate complex online catalogs to find the right products 
  Face errors in product selection, pricing, and compatibility 

       This outdated process is exactly why Amazon Business is winning. 

Customers don’t want to search. 
They don’t want to compare. 
They don’t want to remember to order. 

They want automation. 

This is where QR-based ordering and IoT-driven fulfillment transform procurement 
from a manual, frustrating process into a seamless, frictionless workflow. 

 

1. QR-Based Ordering: Eliminating the Need for Website-Based Procurement 

  What if customers never had to log into an e-commerce site again? 

Instead of: 
  Logging in 
  Searching for products 
  Comparing options 
  Building a cart 
  Completing checkout 

Customers simply: 
   Scan a QR code 
   Instantly reorder the correct, pre-approved product 
   Ensure accurate pricing and contract compliance 

How it works: 

1. Dealers place QR codes on key assets (printers, copiers, supply cabinets, IT 
equipment). 

2. Customers scan the QR code whenever they need to reorder. 
3. The correct, contracted product is automatically added to their order. 
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       No search. No mistakes. No abandoned carts. 

  This removes Google, Amazon, and even the dealer’s own website from the 
equation. 

 

2. QR Codes for Print Devices & Automated Toner Replenishment 

One of the most friction-filled ordering processes in the OP industry is toner and ink 
replenishment. 

  Customers often: 
  Order the wrong cartridge 
  Forget to reorder in time 
  Face pricing discrepancies 
  Experience printer downtime due to supply chain delays 

Solution: 
   A QR code on every printer/copier → Instantly orders the correct toner. 
   Automated fulfillment → The system predicts when toner will run out and 
replenishes it automatically. 
   Integrated with Data Capture Agent (DCA) software → Monitors supply levels in 
real-time. 

       By embedding automation into print fleet management, OP dealers ensure 
customers never need to shop for ink & toner again. 

 

3. QR Codes for Supply Cabinets: Just-in-Time Replenishment 

Supply cabinets in breakrooms, janitorial closets, and office storage areas are 
critical to business operations—but they are often poorly managed. 

  The traditional process: 
  Employees realize supplies are low → They notify procurement. 
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  Procurement creates a manual order → They navigate a dealer’s website. 
  Order is placed reactively, often at a higher cost. 

  The new process with QR ordering: 
   Employees scan a QR code on the supply cabinet. 
   The system automatically orders the correct products based on pre-set levels. 
   Orders are consolidated to reduce unnecessary freight costs. 

       No more emergency orders. No more stockouts. No more wasted admin time. 

  QR-based supply cabinet management locks in recurring revenue for OP dealers. 

 

4. QR Codes for IT Equipment & Asset Management 

For OP dealers expanding into technology products & managed services, QR-based 
ordering provides new revenue opportunities. 

Scenario 1: Workstation Accessories & Peripherals 
  The problem: 
  Employees need replacement accessories (mice, keyboards, cables, docking 
stations). 
  They don’t know the exact model they need. 
  They search online—often buying from Amazon instead. 

Solution: 
   A QR code on each workstation links to pre-approved accessories. 
   Employees scan → Instantly order the correct, contract-priced product. 
   Eliminates ordering errors, price shopping, and lost revenue. 

 

Scenario 2: IT Equipment Warranties & Break/Fix Services 
  The problem: 
  A laptop or server goes down. 
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  The employee doesn’t know how to request service. 
  IT tickets are delayed, leading to productivity loss. 

Solution: 
   A QR code on each device instantly submits a service request ticket. 
   The request is routed directly to the OP dealer or MSP partner. 
   The system tracks warranty coverage & replacement options. 

       By integrating IT asset management with QR-based automation, OP dealers 
expand their service footprint and increase revenue beyond office supplies. 

 

5. The IoT Revolution: Turning Data into Actionable Intelligence 

Beyond QR-based ordering, IoT-driven fulfillment enables OP dealers to: 

   Monitor device usage in real-time → Automatically reorder supplies before 
customers even notice they’re low. 
   Predict procurement needs → Reduce emergency orders and streamline 
inventory management. 
   Reduce freight costs → Consolidate shipments based on real-time demand 
data. 

  With IoT and QR-based automation, OP dealers don’t just sell products—they 
manage supply chains. 

 

6. How QR Ordering & IoT Give OP Dealers a Competitive Edge 

By shifting from manual e-commerce to automated workflows, OP dealers gain 
several critical advantages: 

Traditional E-Commerce QR-Based & IoT-Driven Commerce 
Customers must search for 
products 

Customers scan & order instantly 
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Prone to errors & misorders Pre-approved, contract pricing ensures 
accuracy 

Cart abandonment is common No cart → Frictionless transactions 
Customers compare pricing 
online 

QR locks them into dealer-provided 
products 

No proactive replenishment AI predicts & automates restocking 
High admin burden for 
procurement 

No manual tracking or ordering needed 

       By adopting this model, OP dealers create a procurement experience that 
Amazon Business cannot replicate. 

 

Conclusion: The Future of Procurement is Frictionless 

  The days of customers “shopping” for office supplies are coming to an end. 
  Amazon Business wins because it eliminates friction—OP dealers must do the 
same. 
  QR-based ordering and IoT-driven fulfillment ensure OP dealers remain 
indispensable to their customers. 

By embedding automation into procurement workflows, dealers lock in customer 
loyalty, increase operational efficiency, and secure long-term recurring revenue. 

In the next section, we’ll explore how OP dealers can build a next-generation 
technology stack to support these automation-first strategies—ensuring they remain 
competitive in a rapidly evolving market. 

7. Technology Stack for Future OP Dealers 

Why OP Dealers Need a Modern Tech Stack 

The traditional Office Products (OP) dealer tech stack was built for transactional 
selling—not for the automation-first, AI-driven environment that defines today’s B2B 
commerce landscape. 
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       Legacy dealer technology is holding businesses back. 
  ERP-driven e-commerce limits catalog flexibility and pricing control. 
  Manual order processing slows down transactions and increases errors. 
  Lack of automation forces customers to spend time managing procurement 
instead of focusing on their core business. 

  To compete with Amazon Business and retain customers, OP dealers must 
modernize their technology stack. 

The future-proof OP dealer isn’t just a supplier—it’s a technology-driven service 
provider that integrates into its customers' operations. This section outlines the 
critical components of the next-generation OP dealer tech stack. 

 

1. Integrated E-Commerce & Mobile-First Procurement 

Traditional ERP-driven e-commerce portals are outdated because they force 
customers to: 
  Manually search for products 
  Build carts and place orders reactively 
  Struggle with pricing discrepancies 

  The Future: Mobile-First, Contract-Based Procurement 
   Customers access a pre-mapped, contract-specific product catalog—no 
searching required. 
   AI ensures accurate pricing and eliminates manual entry errors. 
   Mobile ordering replaces web-based search, allowing customers to reorder 
supplies on the go. 

       Customers no longer need to visit a website—they just scan, reorder, and move 
on. 

 

2. AI-Powered Order Automation & Predictive Analytics 

  Why AI matters: 
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• Customers don’t want to “shop” for office supplies—they want supplies to 
arrive before they run out. 

• AI eliminates manual tracking by predicting when customers need specific 
products. 

• Predictive analytics ensures just-in-time (JIT) replenishment, reducing waste 
and admin work. 

  What OP dealers need: 
   AI-driven replenishment forecasting to auto-trigger supply orders. 
   Machine learning that detects usage patterns to optimize procurement 
schedules. 
   AI-powered chatbots to assist customers in real-time order placement. 

       The result? A seamless, automated buying experience that removes friction and 
locks in repeat business. 

 

3. QR-Based Ordering & IoT Integration 

  QR-based procurement eliminates website friction: 
   Customers scan & reorder instead of searching & browsing. 
   Supply cabinets, printers, and IT devices auto-trigger reorders when stock is 
low. 
   AI monitors inventory levels, reducing last-minute emergency orders. 

  IoT-Driven Automation: 
   Data Capture Agents (DCA) track toner and ink levels, ensuring zero downtime. 
   Remote Monitoring & Management (RMM) tools track all IT assets, allowing 
dealers to expand into managed services. 

       This makes OP dealers indispensable—removing the need for Google searches 
or Amazon price comparisons. 

 

4. Spend Management & Approval Workflows 
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  Why businesses need spend control tools: 

• Corporate buyers need visibility and control over procurement spending. 
• Without automation, purchasing teams struggle with approval processes and 

overspending risks. 
• Traditional e-commerce does not provide real-time budget enforcement. 

  Next-Gen Spend Management for OP Dealers: 
   Automated budget enforcement—purchase requests are auto-approved or 
flagged based on rules. 
   Role-based permissions—individual employees order within pre-set limits. 
   Real-time reporting—businesses track spend by department, category, or 
location. 

       By integrating budget controls, dealers make procurement effortless—giving 
customers another reason to stay loyal. 

 

5. MSP Partnerships & IT Procurement Automation 

For OP dealers looking to expand revenue beyond traditional office products, 
Managed Service Provider (MSP) partnerships offer a huge opportunity. 

  How MSP Technology Enhances OP Dealer Procurement: 
   RMM software discovers all IT endpoints—laptops, desktops, printers, and IoT 
devices. 
   Device management data enables automated ordering of consumables & 
accessories. 
   IT service tickets auto-route through QR code scanning, ensuring faster 
resolution. 

       This extends OP dealers beyond office supplies, allowing them to monetize IT 
assets and become trusted technology partners. 

 

6. API-Driven Vendor Integration for Supply Chain Efficiency 
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Traditional OP dealer platforms are locked into single-vendor catalogs (e.g., SP 
Richards, Essendant), creating severe limitations: 
  No flexibility in sourcing products. 
  No ability to adjust pricing dynamically based on supply & demand. 
  Limited ability to introduce new product categories. 

  The Future: API-Driven Multi-Vendor Integration 
   Dealers can integrate multiple suppliers in real-time, ensuring always-on 
product availability. 
   Dynamic pricing models adjust based on customer contracts and inventory 
levels. 
   Customers gain access to a broader catalog, increasing dealer revenue 
potential. 

       By integrating multiple suppliers, dealers create a resilient, scalable 
procurement ecosystem. 

 

7. AI-Powered Customer Engagement & Marketing Automation 

  Why customer engagement is critical: 

• Dealers cannot rely on SEO & Google traffic—direct customer engagement is 
essential. 

• AI-powered marketing ensures dealers stay top-of-mind with customers. 

  What OP dealers need: 
   AI-driven email marketing that triggers messages based on customer behavior. 
   Chatbots & virtual assistants that guide customers through reordering & 
support. 
   Social media automation that promotes deals, contract renewals, and new 
offerings. 

       By building an AI-powered engagement strategy, dealers retain customers 
without relying on search engines. 
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8. Secure Payment & Subscription-Based Models 

  The shift toward subscription-based purchasing: 

• Businesses prefer predictable costs over fluctuating one-time purchases. 
• OP dealers can increase recurring revenue by offering subscription-based 

office supply replenishment. 

  Key Tech Stack Features: 
   Automated recurring billing for contract-based supply agreements. 
   Integration with multiple payment gateways for flexible payment options. 
   Fraud detection & data security measures to protect transactions. 

       This model ensures stable, recurring revenue and deeper customer retention. 

 

Conclusion: The Tech Stack That Future-Proofs OP Dealers 

  The dealers who modernize their tech stack will secure long-term customer 
loyalty. 
  E-commerce alone is not enough—automation, AI, and QR-driven fulfillment are 
essential. 
  Dealers must become procurement technology providers—not just product 
suppliers. 

   By adopting this next-gen tech stack, OP dealers eliminate friction, increase 
efficiency, and defend their business from Amazon Business and big-box 
competitors. 

In the next section, we’ll explore how dealers can implement this tech stack 
effectively and transition to an automation-driven model without disruption. 



WHITE PAPER – The Future of OP Dealer Commerce: Automation, AI, and QR-Driven Procurement for Sustainable Growth 

 

36 | P a g e  
 

Conclusion 

Embracing Change to Secure the Future 

For more than 15 years, OP dealers have tried to compete in e-commerce, believing 
that building an online store and optimizing for SEO would allow them to carve out a 
share of digital sales. But the reality is that traditional e-commerce isn’t enough 
anymore. 

Amazon Business has fundamentally changed B2B procurement. Unlike 
conventional e-commerce platforms that require customers to search, browse, 
compare, and manually reorder, Amazon has removed friction from the purchasing 
process entirely. It has built a system where customers don’t just shop—they 
automate. And in doing so, it has systematically eroded the margins and customer 
bases of OP dealers across the country. 

The industry’s biggest players—Office Depot and Staples—failed to respond to this 
shift, believing that brand recognition and bulk purchasing power would be enough 
to sustain them. They were wrong. Office Depot’s market capitalization has 
collapsed by more than 95%, and Staples has been forced to retreat from retail, 
pivoting into private equity ownership with no public transparency into its financial 
health. If multi-billion-dollar corporations with vast infrastructure, marketing 
resources, and supplier leverage couldn’t survive the transition, how can 
independent OP dealers expect to fare any better if they don’t evolve? 

The answer is clear: traditional e-commerce is a dead-end street for OP dealers. The 
path forward requires moving beyond transactions and into automation-first, AI-
driven procurement. 

 

The Future of OP Dealer Commerce: Embedded, Frictionless, and Automated 

The dealers who survive and thrive in the coming years will not be those with the best 
websites or the lowest prices. It will be those who embed themselves into their 
customers’ procurement workflows so deeply that switching vendors becomes more 
trouble than it’s worth. 
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This is where QR-based ordering, AI-driven procurement, and IoT-enabled fulfillment 
change the game. Instead of asking customers to log into an e-commerce site, 
dealers can place QR codes on supply cabinets, printers, and IT assets, allowing 
customers to instantly reorder with a simple scan. Instead of waiting for customers 
to run out of ink and toner, Data Capture Agents (DCA) and predictive analytics 
ensure just-in-time replenishment, eliminating stockouts and emergency orders. 
Instead of relying on SEO and Google Ads to drive new business, dealers can shift to 
direct customer engagement via AI-powered marketing automation and spend 
control platforms. 

The result? A system where OP dealers control the procurement process, not just 
react to it. A system where customers no longer need to shop around because their 
orders are already optimized for price, contract compliance, and efficiency. A system 
where OP dealers are not just product suppliers, but technology partners embedded 
in their customers’ daily operations. 

This transition isn’t just about protecting margins—it’s about securing long-term 
sustainability. 

 

What Happens If Dealers Do Nothing? 

The risks of inaction are clear. Amazon Business isn’t slowing down. It is actively 
expanding its footprint in B2B commerce, leveraging AI-driven purchasing 
recommendations and automated reordering to lock in customers. Meanwhile, big-
box players like Walmart Business are entering the fray, using their massive logistics 
networks to compete aggressively on price and fulfillment speed. 

For OP dealers that fail to evolve, the outcome is inevitable: 

• Declining margins as customers demand price matching against Amazon. 
• Higher churn as businesses move to procurement platforms that offer 

automation. 
• Increased competition from MSPs, IT resellers, and facilities management 

companies expanding into OP categories. 

At some point, dealers must ask themselves a hard question: If Amazon and big-box 
players continue to win, what will your business look like in five years? Will it be a 



WHITE PAPER – The Future of OP Dealer Commerce: Automation, AI, and QR-Driven Procurement for Sustainable Growth 

 

38 | P a g e  
 

thriving, technology-driven operation that secures long-term customer 
relationships? Or will it be another casualty of a rapidly changing market? 

For many dealers, the window to make this transition is closing. Those who act now 
have the opportunity to lead the industry’s evolution. Those who hesitate may find 
themselves locked into a slow decline, forced into lower-margin sales just to retain 
customers who are already halfway out the door. 

 

The Call to Action: Take the First Step Toward an Automation-First Future 

The good news? Dealers don’t have to figure this out alone. The technology, 
workflows, and automation strategies outlined in this white paper are not 
theoretical—they are available today. 

Every dealer’s path will look a little different, but the first step is the same: assess 
your current e-commerce and procurement model with a critical eye. 

• How much of your business is locked into automated agreements versus 
transactional sales? 

• How much time are your customers wasting searching for products, 
managing POs, and tracking inventory manually? 

• How vulnerable are your margins to Amazon Business, Walmart Business, 
and direct-to-consumer pricing pressures? 

From there, the transition to an automation-first model can begin. Whether it’s 
implementing QR-based ordering, AI-driven procurement, IoT-enabled fulfillment, or 
MSP partnerships, the dealers who make these changes today will be the ones 
leading the industry tomorrow. 

 

Final Thoughts 

The traditional OP dealer model is fading, and the industry is at a crossroads. Dealers 
can either continue playing by outdated rules—competing on price, fighting for 
diminishing organic traffic, and relying on outdated e-commerce platforms—or they 
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can redefine their role in the market by becoming automation-first procurement 
providers. 

The choice is clear. Dealers that embrace automation will thrive. Those that don’t will 
struggle to survive. 

The future belongs to those who remove friction, eliminate inefficiencies, and lock in 
customers through intelligent, data-driven procurement workflows. 
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Appendix 1: 

Estimated Progression of No-Click Search Percentages 

• 2014: ~20% 
Initial introduction of structured snippets allowed for direct answers, leading 
to a modest increase in no-click searches. 

• 2015: ~25% 
Growth in featured snippets and rich results continued, incrementally 
increasing no-click searches. 

• 2016: ~30% 
More comprehensive SERP features like Knowledge Panels and People Also 
Ask contributed to the trend. 

• 2017: ~35% 
Refinements in Google’s algorithm made SERP features more accurate, 
encouraging further no-click behavior. 

• 2018: ~40% 
Expansion of featured snippets and other answer-focused features pushed 
the rate of no-click searches higher. 

• 2019: ~45-50% 
Industry reports indicated that around half of all searches were resulting in 
no-clicks, driven by SERP enhancements. 

• 2020: ~50% 
Pandemic-related searches boosted the preference for quick, on-SERP 
answers. 

• 2021-2024: ~50-55% 
Recent advancements in AI, such as MUM, increased the richness of on-
page results. However, the no-click rate has stabilized closer to 50%, with a 
gradual rise toward 55%. 
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Appendix 2:  

Understanding Google’s Traffic Distribution and the Impact of AI-
Ask 

This model offers an illustrative perspective on how Google distributes organic traffic 
across websites of varying Domain Authorities (DA), highlighting the challenges faced 
by low-DA sites in gaining meaningful organic visits. Given the lack of empirical data, 
this appendix is based on reasonable assumptions and known statistics to create an 
approximation of Google’s traffic distribution. 

Assumptions Underlying the Traffic Distribution Model 

1. Search Volume: There are approximately 8.5 billion global searches per day, 
with 30% originating from the U.S. market. This equates to around 2.55 billion 
U.S. searches daily. 

2. No-Click Searches: Approximately 50% of these searches are “no-click,” 
meaning users find the information they need directly on Google’s search 
engine results page (SERP) without clicking through to individual websites. 
This leaves 1.275 billion searches as “distributed” traffic. 

3. Paid vs. Organic Traffic: Of the distributed traffic, 17.5% (223 million 
searches) are clicks on paid ads, while 82.5% (1.05 billion searches) are 
organic clicks distributed freely to websites. 

4. Active U.S. Websites: The U.S. hosts an estimated 133 million websites, of 
which 17% (22.61 million) are actively maintained. 

5. Distribution by Domain Authority (DA): Websites are grouped by DA, with a 
larger share of traffic allocated to high-DA sites. Most active websites fall 
within the lower DA ranges, with 24% of sites having a DA between 0-10 
(approximately 5.4 million sites) and only 0.5% having a DA between 91-100 
(about 113,000 sites). 

6. Traffic Allocation Based on DA: Organic traffic is heavily skewed toward 
high-DA sites. For example, 25% of all distributed organic traffic is allocated 
to the highest DA group (91-100), resulting in an average of 85,761 visits per 
site per month in this range. Conversely, only 0.1% of organic traffic goes to 
sites with a DA of 0-10, equating to an average of just 7 visits per site per 
month. 
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Impact of AI-Ask on Organic Traffic Distribution 

With the introduction of AI-driven answers on Google, the likelihood of users staying 
on the SERP without clicking further is expected to increase. If AI-Ask leads to an 
additional 20% of all Google searches resulting in no-clicks, then the no-click rate 
could rise from 50% to 70%. Assuming Google maintains its current level of paid 
traffic (approximately 223 million clicks per day), this change would reduce the pool 
of distributed organic traffic from 1.052 billion to 542 million daily clicks. 

Under this scenario, organic traffic distribution across sites of varying DA groups 
would decrease by approximately 40%, with low-DA sites experiencing a further 
decline in already limited visibility. For example: 

• A high-DA site in the 91-100 range, which currently receives an estimated 
average of 85,761 distributed organic visits per month, would see its traffic 
drop to 51,457 visits. 

• A low-DA site in the 0-10 range, which receives around 7 distributed organic 
visits per month, would drop to just 4. 

Illustrative Organic Traffic Distribution Table 

Traffic 
Distribution 

by DA 

Legacy 
Search 

(M) 

AI-Ask 
(M) 

Traffic 
% Site % Sites 

(M) 
Organic 

/Mth 
Organic 

/Mth 
% 

Loss 

0-10 1.3 0.8 0.1% 24.0% 5.43 7 4 43% 
11-20 6.4 3.8 0.5% 15.0% 3.39 57 34 40% 
21-30 17.9 10.7 1.4% 12.0% 2.71 200 120 40% 
31-40 63.8 38.3 5.0% 17.0% 3.84 504 303 40% 
41-50 76.5 45.9 6.0% 15.0% 3.39 686 412 40% 
51-60 127.5 76.5 10.0% 8.0% 1.81 2,144 1,286 40% 
61-70 178.5 107.1 14.0% 4.5% 1.02 5,336 3,202 40% 
71-80 229.5 137.7 18.0% 3.0% 0.68 10,291 6,175 40% 
81-90 255.0 153.0 20.0% 1.0% 0.23 34,305 20,583 40% 
91-100 318.8 191.3 25.0% 0.5% 0.11 85,761 51,457 40% 
Totals 1,275 765 100% 100% 22.6 139,291 83,576 40% 
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Key Takeaways 

1. Low DA Sites Struggle for Visibility: In the current search model, low-DA 
sites receive minimal organic traffic due to the disproportionate distribution 
favoring high-DA sites. The majority of low-DA sites receive less than 100 
organic visits per month, limiting their ability to compete effectively. 

2. AI-Ask Increases No-Click Searches: With the addition of AI-Ask, the no-
click search rate could rise to 70%, further reducing the pool of distributed 
organic traffic. This change would disproportionately impact low-DA sites, 
making it even harder for them to achieve meaningful visibility. 

3. Importance of Diversification: Given the increasing difficulty of competing 
for Google-distributed traffic, low-DA sites may need to diversify their traffic 
sources through strategies such as content marketing, social media, and 
email engagement to offset declines in organic reach. 

This model underscores the importance of adapting to the evolving search 
landscape, particularly for low-DA sites that face steep challenges in gaining organic 
visibility on Google. 
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Appendix 3: 

Comprehensive Requirements for AI-Ready Structured Content 

Creating structured content that meets the demands of AI-driven search is a 
complex, multi-faceted task that requires deep expertise, careful planning, and 
ongoing optimization. For MSPs aiming to compete in an AI-centric search 
landscape, the following elements must be carefully considered and implemented 
to ensure content is structured, accessible, and optimized for maximum relevance 
and engagement. 

1. Content Architecture and Structure 

• Logical Hierarchy: Organize content into a clear, logical structure with 
nested headings (H1, H2, H3, etc.) to help AI understand the relationship 
between topics. 

• Topic Clusters and Pillars: Build comprehensive “pillar” pages supported by 
related “cluster” pages, creating a cohesive, interconnected network that 
strengthens topical relevance. 

• Scannability and Readability: Break content into short paragraphs, bullet 
points, and sub-sections to facilitate easy scanning and readability for both 
users and AI algorithms. 

• Consistent Internal Linking: Develop a systematic internal linking structure 
that connects related pages through relevant anchor text, guiding users and 
AI through the site in a meaningful way. 

2. Keyword Strategy and Optimization 

• Keyword Research: Identify primary, secondary, and LSI (Latent Semantic 
Indexing) keywords with low difficulty and high relevance to target audience 
queries. 

• Natural Language and Semantic Search Optimization: Use keywords and 
phrases that align with natural language queries to meet the demands of 
conversational AI. 

• Intent Mapping: Map keywords to user intent (informational, navigational, 
transactional) to ensure content answers specific queries effectively. 

• Synonyms and Variants: Incorporate synonyms, related terms, and 
variations to capture a broad range of search intents without keyword stuffing. 
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3. On-Page SEO and Metadata 

• Optimized Titles and Meta Descriptions: Craft unique, compelling titles and 
meta descriptions that align with search intent and encourage click-throughs. 

• Schema Markup (Structured Data): Implement schema markup to help AI 
understand and categorize content, enhancing visibility for featured snippets 
and rich results. 

• Image Alt Text and Descriptions: Optimize all images with relevant alt text 
and descriptive file names to improve accessibility and support AI’s 
understanding of visual content. 

• Canonical Tags and URL Structure: Use canonical tags to prevent duplicate 
content issues, and create SEO-friendly URLs that accurately describe page 
content. 

4. Content Quality and Depth 

• Comprehensive Coverage of Topics: Ensure content fully addresses each 
topic in depth, providing valuable insights, data, and examples where 
applicable. 

• Original Research and Data: Include original data, research, or unique 
perspectives to differentiate content and increase authority. 

• Regular Content Updates: Maintain content relevancy by regularly updating 
articles with the latest information, trends, and changes in the industry. 

• Balanced Length and Depth: Avoid “fluff” by ensuring each piece of content 
is appropriately detailed without unnecessary lengthening. 

5. User Engagement and Interaction 

• Interactive Elements: Incorporate calculators, quizzes, checklists, or tools 
that encourage user interaction, increasing engagement and time on page. 

• Engaging CTAs (Calls-to-Action): Strategically place CTAs that guide users 
toward specific actions, enhancing the likelihood of conversions and repeat 
visits. 

• AI-Driven Chatbots: Integrate an AI-powered chatbot to provide instant 
answers to user questions, reducing the need for manual navigation and 
improving the user experience. 

• Multimedia Content: Embed videos, infographics, and other multimedia 
elements to enrich content and appeal to diverse user preferences. 
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6. Technical SEO and Performance Optimization 

• Mobile Optimization: Ensure full mobile responsiveness to meet Google’s 
mobile-first indexing standards and improve user experience on all devices. 

• Page Load Speed: Optimize images, scripts, and code to achieve fast page 
load times, as slow sites lead to higher bounce rates and lower engagement. 

• Secure (HTTPS) and Accessible: Use HTTPS to secure data transmission and 
enhance trustworthiness, and ensure content is accessible to users with 
disabilities. 

• Crawlability and Indexability: Ensure that all important pages are crawlable 
and indexable by search engines, using sitemaps and robots.txt files 
effectively. 

7. Analytics and Continuous Optimization 

• Performance Tracking: Use analytics tools to monitor traffic, engagement 
metrics, and conversion rates on a page-by-page basis. 

• A/B Testing: Regularly test different content elements (such as CTAs, 
headlines, and visuals) to optimize for the highest engagement and 
conversion rates. 

• User Behavior Analysis: Analyze user behavior data (e.g., heatmaps, session 
recordings) to understand how visitors interact with the site and identify areas 
for improvement. 

• Ongoing Keyword Adjustment: Revisit and refine keyword strategy based on 
changing search patterns and performance metrics, ensuring content 
remains relevant and visible. 

8. Compliance and Best Practices 

• Content Quality and Accuracy: Ensure all information is accurate, up-to-
date, and presented professionally, especially for topics that may impact 
business decisions. 

• Privacy and Data Compliance: Adhere to data privacy regulations, such as 
GDPR, by obtaining user consent for cookies and safeguarding user data. 

• Adherence to E-A-T (Expertise, Authoritativeness, Trustworthiness): 
Demonstrate expertise and authority through credentials, author bios, and 
citing reputable sources to build trust with both users and search engines. 



WHITE PAPER – The Future of OP Dealer Commerce: Automation, AI, and QR-Driven Procurement for Sustainable Growth 

 

47 | P a g e  
 

• Avoiding Black Hat SEO: Refrain from using deceptive SEO practices (e.g., 
keyword stuffing, link schemes), as these can result in penalties from search 
engines and damage credibility. 

 

The Challenge of Meeting These Requirements 

Meeting all of these requirements to create a truly AI-optimized, structured content 
environment is no small task. Each element plays a critical role in making content 
accessible, relevant, and engaging, but the level of expertise, time, and resources 
required can be daunting. For MSPs, dedicating the bandwidth to address all of these 
aspects consistently is often impractical, especially alongside day-to-day 
responsibilities and client needs. 

This list illustrates the extensive effort involved in maintaining an AI-ready online 
presence, highlighting the importance of a dedicated strategy and specialized 
support to succeed in an increasingly competitive digital landscape. 
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Appendix 4:  

Efficiency Gains of the AI-Ask Model and the Case for Adoption 

One of the primary reasons users are likely to adopt the AI-Ask model is the dramatic 
increase in efficiency it offers. With an estimated 8.5 billion searches conducted 
globally each day, and around 30% of these originating in the U.S., the daily volume 
of U.S. searches alone is approximately 2.55 billion. Under the traditional search 
model, the average time spent per search is about 76 seconds (or 1.27 minutes). 
When scaled across all U.S. searches, this results in a staggering 19.6 billion hours 
spent on searching per year.i 

For more complex searches—typical in business research scenarios—users often 
need to conduct multiple queries to find comprehensive information. In this model, 
we assume an average of 6 search cycles to fully address complex questions, 
resulting in a total search time of 7.6 minutes per topic. 

With a U.S. population of approximately 333 million, of which 307 million are internet 
users, the average American internet user currently spends about 64 hours per year 
on Google searches. 

Projected Efficiency Gains with AI-Ask 

The AI-Ask model presents a significant improvement in user experience by 
drastically reducing the time needed to find answers. Unlike Google, where initial 
user intent is often ambiguous, an AI-Ask model implemented on an MSP’s site can 
tailor responses more precisely by understanding user intent from the outset. 

In the AI-Ask model: 

• We assume a response time of 10 seconds per query. 
• Complex queries are resolved in 3 query cycles instead of 6, given the 

system’s ability to provide more accurate answers with fewer searches. 

This results in a total time spent searching of just 1.96 billion hours annually, 
compared to 19.6 billion hours in the traditional search model—a 90% reduction in 
search time. 
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Metric Google AI Change 
Searches per day 8.5B 8.5B 

 

% in US 30% 30% 
 

US Searches per Day 2.55B 2.55B 
 

US Searches per Year 930.75B 930.75B 
 

Time per Search (Mins.) 1.27 0.13 -90% 
Total Time Searching (Hrs.) 19.65B 1.965B -90% 
Population (USA) 333.7M 333.7M 

 

Internet Users (USA) 307M 307M 
 

Hours per User Searching per Year 64.00 6.40 -90% 
Complex Topic - Search Cycles 6 3 -50% 
Average Search Cycle Time (Mins.) 7.6 0.38 -95% 
Full-time-equivalent workers 9,824,583 982,458 

 

Equivalent years of time (millions) 2.20 0.20 
 

Implications for Users and Businesses 

The reduced search time translates into significant savings in time and effort for end 
users: 

• 90% Reduction in Time Spent Searching: The time spent finding answers 
could be reduced by as much as 90% using the AI-Ask model, allowing users 
to retrieve information almost instantaneously. 

• Increased Productivity: On average, each internet user could save 57.6 
hours per year, which could be reallocated to other productive tasks. 

• Full-Time Equivalent Savings: If we consider the time spent searching as an 
equivalent workload, the AI-Ask model reduces the number of full-time-
equivalent (FTE) workers required to perform these searches from 9.82 million 
to just 0.98 million, representing a significant reduction in resource allocation 
for information retrieval. 

Why AI-Ask is Likely to Be Adopted 

The efficiency gains illustrated by the AI-Ask model offer a compelling case for its 
adoptionii. In addition to saving time, the AI-Ask approach enhances the user 
experience by providing direct, relevant answers, eliminating the need to sift through 
multiple sources or interpret complex SERP features. As users experience the speed 
and ease of the AI-Ask model, they are likely to prefer it over traditional search 
methods, especially for complex, information-heavy queries. 
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As technology and user expectations evolve, the shift toward AI-driven solutions 
that prioritize speed, and relevance will become increasingly important. The AI-Ask 
model is not just a new way to search, it represents a fundamental improvement in 
how users access information, providing both immediate benefits and setting a new 
standard for the future of digital engagement.  
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