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1. Market Evolution and E-Commerce (AI-to-AI Transactions)  

AI Agents Reshaping E-Commerce: The rise of personal AI agents transacting directly 
with organizational AI agents (an emerging agent-to-agent (A2A) economy) is poised to 
redefine e-commerce. In this B2A (Business-to-Agent) model, AI agents become the new 
customers, executing purchases, negotiations, and decisions on behalf of humans (Is B2C 
is Dead?—B2A is Here: Why AI Agents Are Your New ...). This could lead to a hyper-
automated marketplace where product discovery, price comparison, and checkout are 
handled by bots at machine speed without direct human involvement. Retailers might 
increasingly target algorithms instead of humans, optimizing digital storefronts for AI 
“shoppers” trained on user preferences.

Dynamic Pricing and Competition: AI-to-AI transactions enable dynamic pricing in 
real time. Personal shopper AIs can continuously scan for the best deals, triggering 
sellers’ AI to adjust prices and promotions instantaneously. This may intensify 
competition as pricing becomes more fluid and personalized. For example, AI 
negotiation tools are already emerging that allow automated haggling – a customer’s 
bot bargaining with a seller’s bot for a better price (AI Negotiation emerges as a new 
frontier in E-Commerce - PPC Land). Such autonomous price negotiations could erode 
the concept of a fixed “sticker price,” replacing it with individualized pricing agreements 
reached in milliseconds. On the flip side, regulators warn that widespread algorithmic 
pricing might reduce competition if not monitored. The use of pricing algorithms has 
attracted the close attention of antitrust authorities worldwide (Antitrust Implications of 
Using Pricing Algorithms | Article). There is even proposed legislation (the Preventing 
Algorithmic Collusion Act of 2024 in the U.S.) aimed at barring algorithms from tacit 
price-fixing that could harm consumers (The Preventing Algorithmic Collusion Act: A 
swing and a miss?). In other words, while AI-driven pricing promises efficiency, it also 
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raises the risk of unintended collusion or synchronized price hikes if multiple retailer AIs 
learn to avoid price wars.

AI-Driven Market Dynamics: With AIs transacting, several new market dynamics could 
emerge:

Always-On Micro-Negotiations: Personal AIs might continuously negotiate 
not just prices but also terms like warranties, delivery options, or bulk discounts. 
These constant AI-to-AI negotiations could flatten price dispersion and force 
retailers to offer their best price and service bundle for each customer (AI 
Negotiation emerges as a new frontier in E-Commerce - PPC Land). Competition 
may shift from broad market pricing to each individual transaction being a mini-
auction or negotiation between intelligent agents.

Real-Time Supply Chain Adjustments: Retail AI agents tied into supply chains 
can react instantly to aggregated demand signals from consumer AIs. For 
example, if thousands of personal AIs suddenly order a trending item, the seller’s 
AI could automatically expedite restocking or re-route inventory. AI-driven 
supply chain systems are shown to significantly improve responsiveness – AI 
can cut forecasting errors by up to 50%, improving in-stock rates and on-time 
fulfillment (Significant Impact: AI in the Supply Chain Industry Statistics ... - 
ZipDo). Retailers like Walmart have even deployed AI negotiators to 
autonomously handle supplier contracts, speeding up procurement. In one case, 
Walmart’s chatbot closed deals in days (vs. weeks) and found that roughly 75% 
of suppliers preferred negotiating with the AI agent over a human (Walmart 
using AI to negotiate cost, purchase terms with vendors in ...). This kind of 
machine-mediated efficiency in B2B sourcing will likely extend to consumer 
fulfillment, enabling dynamic adjustments (e.g. automatic switch to an alternate 
supplier if one runs low, without human buyer intervention).

Marketplace Efficiency and New Entrants: Lower transaction frictions could 
encourage more entrants (e.g. small global sellers letting their AI compete in the 
market), since personal AIs can discover and trust new vendors on behalf of 
consumers. At the same time, incumbents with more advanced AI might gain an 
edge. Overall, AI-to-AI commerce promises a highly efficient marketplace with 
near-perfect information flow, but it may require checks to ensure it remains fair 
and competitive, not dominated by a few big AI-driven platforms.
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2. Economic Effects  

Employment Shifts: The automation of transactions and customer interactions by AI 
agents will have profound implications for retail employment. Customer service roles 
are among the most at risk. AI-powered chatbots and personal assistants can handle 
routine inquiries, product recommendations, and even complaint resolution, potentially 
displacing many human service representatives (Top 10 Jobs at Risk Due to AI in the 
Retail Industry). Cashier and sales associate positions could likewise diminish as more 
ordering and checkout is done via personal AI (or automated kiosks). Some estimates 
suggest up to 65% of retail jobs could be automated by 2025, due to technologies like self-
checkout, robotics, and AI-driven processes (ARTIFICIAL INTELLIGENCE: A BOON OR A 
CURSE FOR ... - Medium) (ARTIFICIAL INTELLIGENCE: A BOON OR A CURSE FOR ... - 
Medium). This does not necessarily mean a net loss of jobs in the long run, but a 
transformation of roles. As mundane tasks are automated, demand rises for new skill 
sets – for instance, maintaining and improving the AI systems themselves. New job 
categories are already emerging: companies are hiring AI customer experience strategists, 
conversational AI designers, personalization experts, and similar roles to orchestrate these 
AI-driven customer journeys (10 New Jobs AI Is Creating in Customer Service - 
Salesforce). In essence, there’s a shift from front-line service jobs to back-end AI training, 
oversight, and maintenance roles. Global forecasts by the World Economic Forum 
illustrate this dichotomy: they project about 85 million jobs may be displaced by 
automation by 2025, but around 97 million new jobs may be created in tech-driven 
fields (Recession and Automation Changes Our Future of Work, But There ...). Within 
retail, the workforce may shrink in areas like call centers or in-store clerks, but grow in AI 
development, data analysis, and logistics optimization. Managing a human-AI 
collaborative workforce will become a new challenge – employees working alongside AI 
agents (or overseeing them) to deliver hybrid service. Upskilling and re-skilling programs 
will be critical to transition displaced workers into these new positions.

Consumer Spending Patterns: Personal AI agents could significantly alter how and 
what consumers spend money on. On one hand, AI assistants might optimize spending 
by finding the best deals, consolidating purchases, and avoiding impulse buys – 
effectively acting as smart financial advisors that maximize value for the consumer. This 
efficiency could increase consumers’ surplus (more bang for their buck) and potentially 
make marketplaces more price-competitive. On the other hand, hyper-personalization 
and seamless ordering may encourage greater consumption of certain products or 
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services. If an AI knows you are running low on an item and can reorder it with one click 
(or no clicks), you may stock more regularly than if you waited to remember it yourself. 
Additionally, companies will leverage AI insights to present highly personalized offers at 
just the right moment, possibly tempting consumers to spend on things they might have 
otherwise skipped. Notably, consumers have shown a willingness to pay a premium for 
personalization – one study found 78% of shoppers would pay more for a 
personalized experience (How AI and Personalization Are Transforming US Retail - 
Insider). Retail AI agents can dynamically bundle offers or tailor subscription models to 
individual needs, increasing convenience (and potentially locking in future spending). For 
example, an AI might detect that a customer is an avid gamer and negotiate a bundle deal 
for a new console plus accessories, which the customer’s own AI recognizes as a valued 
offer and approves on their behalf. Overall, spending could become more data-driven 
and preemptive – instead of reacting to sales and marketing, consumers (via their AIs) 
proactively seek what fits their profile and budget.

Marketplace Efficiency and Personalization: With AI agents handling searches and 
transactions, market efficiency could improve through reduced information asymmetry. 
Personal AIs will instantly compare prices across sellers worldwide, factor in shipping, 
and even consider quality (via reviews data) – tasks that would take a human hours. This 
frictionless comparison puts pressure on retailers to be efficient and honest, as any 
overpriced or subpar offering might be automatically filtered out by consumer agents. It 
could also lead to fast switching between vendors: if one store’s AI cannot meet a price 
or delivery request, the sale may be lost in seconds to a competitor’s AI that can. In 
supply chains, efficiency gains from AI have already been noted – for instance, AI-driven 
analytics can significantly cut forecasting errors and lost sales (Significant Impact: AI in 
the Supply Chain Industry Statistics ... - ZipDo), meaning shelves are stocked with what 
people need when they need it. Such efficiency in inventory management (e.g., AI-
managed just-in-time inventory) reduces waste and lost revenue, potentially lowering 
costs for businesses and prices for consumers.

Impact on Retail Models: Traditional retail models will be pressured to adapt. Brick-
and-mortar stores may need to reinvent themselves as experience centers or fulfillment 
hubs, as routine purchases shift to automated online channels. Subscription-based 
models and auto-replenishment services are likely to proliferate. Consumers might 
increasingly subscribe to products (e.g. weekly grocery staples, toiletries) through their AI 
agent, which ensures continuous supply at negotiated bulk rates. We already see 
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precursors like Amazon’s Dash Replenishment devices that auto-order supplies (e.g. a 
smart pet feeder reordering kibble when running low) (AI dog feeder reorders 
private label kibble on Amazon). In the future, personal AIs could manage dozens of 
such micro-subscriptions, from pantry items to digital content, optimizing delivery 
schedules and payments. Retailers benefit from the steady, predictable revenue, while 
consumers benefit from never running out of essentials and often receiving subscription 
discounts. Dynamic pricing will also become a staple – not just fluctuating with broad 
demand, but dynamically personalized. An organizational AI might adjust the price for a 
given consumer’s agent based on that individual’s purchase history, loyalty status, or 
time-of-day (all within regulatory bounds). Inventory management, too, becomes AI-
managed: store AI systems will autonomously transfer stock between locations or 
prompt manufacturing orders when personal agents’ aggregated signals predict a surge in 
demand. New business models could emerge around AI-managed marketplaces or 
auctions – for example, a platform where consumer AIs post requests (like “I need a size 9 
running shoe with these features”) and retailer AIs bid to fulfill the request in real time. 
This flips the traditional model to demand-driven commerce powered by AIs. Traditional 
retailers will need to either deploy their own sophisticated AI agents or partner with 
third-party platforms to remain visible in these autonomous negotiations. Those that fail 
to digitize and automate may find themselves unable to compete on speed and 
personalization, leading to consolidation in the industry. At the same time, entirely new 
models may flourish – such as AI-curated shopping (monthly boxes tailored by AI) or 
on-demand manufacturing where a consumer’s AI commissions a product that’s 3D-
printed or custom-assembled, triggered by a specific need.

3. Social Implications  

Consumer Behavior and Trust: Handing over purchasing decisions to a personal AI 
agent marks a significant shift in consumer behavior. Many people may experience 
increased convenience and reduced decision fatigue – routine shopping becomes an 
automated background task. However, this convenience comes at the cost of ceding a 
degree of control. Consumers will have to trust their AI to act in their best interest. 
Currently, that trust is not yet widespread: surveys indicate only about 20% of U.S. 
consumers “mostly” or “completely” trust AI to make decisions on their behalf (Only 
One in Five U.S. Consumers Trust Artificial Intelligence (AI ...). People worry about AIs 
making mistakes or being manipulated, especially when money is involved – one recent 
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poll found 85% of consumers weren’t interested in letting AI make financial 
decisions for them (reflecting a trust gap). To increase adoption, AI systems will need to 
earn confidence over time through reliability and transparency. We may see a 
generational divide in behavior: younger, more tech-savvy consumers could be early 
adopters of fully autonomous shopping, whereas others prefer a centaur model (AI assists 
but human approves). Decision-making patterns might also shift toward a more 
analytical style. A personal AI will base purchases on data (price, quality, needs) rather 
than impulse, potentially making consumers more value-conscious. But if not carefully 
managed, consumers might become overly passive, simply accepting whatever their AI 
suggests. This could dull brand loyalty – for instance, if your AI finds a cheaper equivalent 
to your usual product, will it switch without asking? The level of user control and 
preference settings will be important to maintain a sense of agency. Retail therapy and 
the joy of shopping could transform into satisfaction from curation – enjoying what the 
AI finds – or conversely, some might feel a loss of the personal exploration aspect of 
shopping.

Privacy and Data Ownership: AI-to-AI commerce relies on vast amounts of personal 
data to function optimally. A personal shopping agent will know your sizes, tastes, 
budget, browsing history, even health or lifestyle information (to, say, recommend 
nutritional products). To negotiate effectively, it might share some of this data with 
retailers’ AIs – for example, confirming a user’s high-level preferences or purchase 
frequency to secure a loyalty discount. This raises critical questions around privacy, data 
security, and ownership. Who holds the data that your AI generates, and how is it 
protected? Without proper safeguards, these detailed consumer profiles could be misused 
or exploited for profit by companies. There are concerns that AI-mediated markets could 
become “less transparent and less fair, impinging on privacy” if left unchecked (CR 
Publishes Artificial Intelligence Policy Recommendations). Consumers will need 
confidence that their personal AI is loyal to them first and foremost, and not sharing more 
information than necessary. Concepts like data ownership (consumers owning their 
shopping data) and data trusts might become important – allowing users to explicitly 
permit or deny what their AI can divulge. Furthermore, secure communication protocols 
between agents will be essential; sensitive information (like credit card details, address, 
or personal preferences) must be exchanged with encryption to prevent eavesdropping or 
hacks. A breach in an AI-to-AI network could lead to automated fraud at scale (e.g., 
malicious agents placing unauthorized orders or stealing personal info). Thus, 
cybersecurity and robust identity verification for AI agents are social imperatives in this 
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new commerce landscape.

Transparency and Consent: When AI agents act autonomously, maintaining 
transparency is vital for user trust and ethical alignment. Consumers will likely demand 
clear explanations for significant decisions their AI makes – for instance, why it chose one 
product over another or how it negotiated a price. Lack of transparency could lead to 
suspicion (e.g., is my AI getting kickbacks from a certain retailer’s AI to recommend their 
product?). To address this, designers are exploring ways to make AI decision-making more 
explainable to lay users, perhaps via digestible summaries or “audit trails” of 
negotiations. Likewise, user consent mechanisms will need to evolve. Today, a user might 
set general preferences or spending limits for their AI, but as agents become more 
independent, ensuring the user’s implicit consent for routine transactions and explicit 
consent for big or unusual purchases is crucial. In practice, this might mean your AI can 
automatically spend up to, say, $100 on household goods per week, but will ask your 
confirmation for anything outside normal parameters. Striking the right balance is key: 
too many permission checks and the convenience drops; too few and the user may feel 
loss of control. Ethically, any AI-to-AI negotiation affecting the consumer should remain 
visible to them. Some experts call for “loyalty by design” in personal AIs – i.e. agents 
designed to always act in the user’s best interest and be accountable to the user 
(Engineering “Loyalty By Design” In Agentic Systems). This includes being transparent 
about their actions and ensuring the user can override or correct them. There’s also an 
ethical dimension in the design of retailer AIs: they should avoid manipulative 
negotiation tactics that a human would find unacceptable (e.g., exploiting cognitive 
biases without the user’s knowledge). Ensuring informed consent in AI-driven commerce 
might even require new interface norms – perhaps a dashboard where consumers set rules 
and are periodically prompted to review their AI’s activity, fostering a sense of 
partnership rather than blind delegation.

Changes in Consumer Trust and Brand Relationships: As personal AIs intermediate 
interactions, the traditional direct bond between consumer and brand could weaken. The 
brand loyalty of the future might actually be twofold: the consumer’s loyalty to their AI 
assistant (relying on it for all shopping needs) and the AI’s loyalty to certain brands that 
consistently meet its algorithms’ criteria. Companies may need to market not just to 
humans but to algorithms – for example, providing machine-readable certifications of 
quality or sustainability that AI agents look for. Consumers, in turn, might place trust in a 
brand’s organizational AI persona. It’s possible companies will give their AI agent a 
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distinct brand voice or personality to communicate with personal AIs and even with 
humans. This could humanize AI-to-AI commerce a bit – e.g., your personal AI might say, 
“I negotiated with Acme Corp’s virtual agent ‘Alex’ and secured you a 10% discount as a 
loyal customer.” Such interactions could maintain a semblance of the customer 
relationship, but it remains to be seen if consumers feel the same affinity for a brand 
agent as they would for a friendly human representative. Trust in this context has 
multiple layers: trust in one’s own AI, trust in the companies’ AIs, and trust in the overall 
system of autonomous commerce. Building that trust will likely require industry 
standards and maybe certifications (like a “Trusted AI Agent” seal) to assure consumers 
that the algorithms negotiating on their behalf are secure, fair, and aligned with their 
interests. It’s telling that nearly half of consumers say they don’t trust information 
from chatbots, and experts note that transparency and proper guardrails are key to 
building trust in AI systems (Most consumers prefer live agents for customer service, 
survey finds). This suggests that unless AI-to-AI retail interactions are handled with 
openness and consumer oversight, many people will resist using them – potentially 
creating a divide in who benefits from these technologies.

Potential Inequities: The advent of personal AI agents in commerce could exacerbate 
digital inequalities. Tech-savvy consumers and those who can afford sophisticated 
personal AIs may reap significant benefits – better deals, time saved, optimized shopping 
– while others without access to these tools get left behind. If, for example, prices 
increasingly become negotiable via AI, someone without an AI agent might be stuck 
paying the full list price while their neighbor’s AI negotiates a 20% discount. Similarly, 
personalized service and faster fulfillment might become the norm for those plugged into 
the AI economy, whereas late adopters experience relatively worse service. This raises a 
concern of a new digital divide: an AI prosperity gap between those who have personal 
AI assistants and those who don’t. As one analysis noted, the spread of AI technology is 
creating unequal access, benefits, and opportunities across different communities and 
socioeconomic groups (AI literacy and the new Digital Divide - A Global Call for Action). 
Older adults, less tech-literate individuals, or low-income consumers who cannot easily 
obtain or trust an AI helper may be marginalized in a marketplace that assumes every 
buyer has an automated negotiator. There’s also the risk of algorithmic bias reinforcing 
inequality. If personal AIs learn from a user’s data, a less affluent consumer’s AI might 
consistently push for ultra-low-cost options, possibly at the expense of quality or long-
term value, whereas a wealthier consumer’s AI might secure premium products under 
favorable terms. In a worse scenario, retailer AIs could potentially profile consumers (or 
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their agents) and offer different pricing tiers – a form of automated price discrimination. 
While price discrimination by willingness-to-pay is not new, AI could make it highly 
individualized. Ethical use of data will be paramount to avoid sensitive attributes (like 
race, gender, or income level) being used in ways that deepen social inequalities. On a 
global scale, countries with advanced AI infrastructure might see more economic gains 
from AI-to-AI commerce, whereas developing regions could struggle if they lack the 
ecosystem of personal agents and digital marketplaces. However, if implemented 
thoughtfully, AI agents could also democratize access – for instance, a consumer in a 
remote area could have their AI seamlessly purchase goods from anywhere in the world at 
competitive prices, something they might struggle to do manually. Ensuring inclusive 
design (simple and affordable personal AI interfaces) and possibly public or open-source 
AI agents for those who can’t buy into commercial ones could help mitigate these 
inequalities. Education will also play a role: consumers need AI literacy to understand 
and effectively use these agents, otherwise the benefits will accrue mostly to a 
knowledgeable few.

4. Regulatory and Ethical Considerations  

Standards for AI Contracts: As AI agents begin to make binding agreements (purchases, 
service contracts, etc.), the legal system faces novel questions. Traditionally, contracts 
require an offer, acceptance, and intent – can a decision made by an algorithm fulfill 
these criteria? Current laws are evolving to accommodate this reality. In fact, many 
jurisdictions already recognize contracts formed by “electronic agents.” For example, the 
U.S. Uniform Electronic Transactions Act (UETA) explicitly allows that a contract may be 
formed even if no human reviewed the electronic agents’ actions at the time of 
agreement ([PDF] The Conclusion of Contracts by Software Agents in the ... - IFAAMAS). 
In essence, if you’ve programmed your AI with authority to make a purchase, you are 
bound by that purchase as if you made it, provided the AI followed your instructions. That 
said, there is ongoing debate about the extent to which an AI can be considered a legal 
agent of a person or company. Some legal scholars argue that we should treat AI agents as 
extensions of their owners (much like an employee or broker acting on your behalf), while 
others point out complexities – e.g., an AI might act in ways unanticipated by its owner. 
Courts will soon face cases to determine whether autonomous AI negotiators are 
“mere tools” or carry agency status for their principals ([PDF] CONTRACTING BY 
ARTIFICIAL INTELLIGENCE: OPEN OFFERS ...). The outcome will impact liability and 
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consumer rights. We may need new standards and protocols for AI contracting – perhaps 
a requirement that AIs confirm certain key terms in a standardized format, or a registry of 
authorized AI agent identities to prevent fraud. Contract law might also adapt concepts 
like a “reasonable electronic agent” standard (analogous to a reasonable person standard) 
to judge AI actions in disputes. In summary, while the existing legal framework provides a 
starting point (treating AI-mediated contracts as valid), refinements are needed to handle 
scenarios like an AI exceeding its authority, or two AIs making a deal that neither owner 
fully understands.

Liability and Consumer Protection: With AI agents operating with some autonomy, 
assigning liability for errors or malfeasance becomes tricky. If your personal AI orders the 
wrong item or overspends, is the consumer on the hook because it was “their agent”? Or 
is the AI developer at fault for a flawed algorithm? Likewise, if a retailer’s AI 
misrepresents a product or overcharges an unwitting personal AI, can the consumer seek 
redress under existing consumer protection laws? Regulators are actively examining these 
issues. In the EU, new proposals like the AI Liability Directive and updates to product 
liability laws are being crafted to ensure there are clear paths for consumers to get 
compensation when AI systems cause harm (Artificial intelligence and liability: Key 
takeaways from recent EU ...) (The Artificial Intelligence Liability Directive). For instance, 
the EU’s approach is to hold manufacturers or deployers of AI accountable under a form 
of strict liability if their AI product is defective and causes damage (Artificial intelligence 
and liability: Key takeaways from recent EU ...). Applied to commerce, if an organizational 
AI systematically negotiates contracts that are unfair or it commits fraud, the company 
could be directly liable even if no human directed that specific action. Consumer 
protection agencies (such as the U.S. FTC) have also put businesses on notice that using 
AI doesn’t exempt them from laws against deceptive or unfair practices (CR Publishes 
Artificial Intelligence Policy Recommendations). If an AI shopping assistant misleads 
customers or violates privacy promises, regulators will treat that as they would any other 
violation. We may see requirements for AI agent disclosures – e.g., a company might 
need to clearly inform users when they are interacting with an AI and not a human, and 
obtain consent for automated transactions. Another emerging concept is “algorithmic 
audits” and certification. Regulators and third parties might conduct audits on 
commercial AI systems to ensure they are not biased, not colluding, and adhere to 
consumer protection standards. Indeed, experts recommend independent audits and 
continuous monitoring to maintain transparency and build trust in AI-driven processes 
(Consumer Protection in the Age of AI: The FTC's Approach to AI ...). Liability also ties to 
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insurance – we might see new insurance products for losses caused by autonomous 
agents, and companies insisting that AI vendors carry liability insurance. In summary, the 
legal system is gearing up to protect consumers in AI-mediated transactions through a 
combination of updated laws, accountability frameworks, and oversight mechanisms, 
ensuring that if something goes wrong, there is a human or corporate entity that can be 
held responsible and provide remedy.

Ethical Challenges – Bias and Fairness: Ethical use of AI in commerce demands 
attention to bias, fairness, and equity. AI agents learn from data, and if that data contains 
societal biases, the AI’s decisions might inadvertently reinforce those biases. In an 
autonomous negotiation scenario, an AI might personalize offers in a way that ends up 
unfairly favoring certain groups. For instance, if an AI notices a buyer’s agent consistently 
accepts higher prices (perhaps correlating with a demographic trait), it might start 
quoting higher prices to that buyer. Such algorithmic bias could lead to unfair deals or 
unethical outcomes (The Power of AI to Shape Negotiations - INSEAD Knowledge), even 
without any malicious intent by the company. Ethically, companies deploying AI agents 
should implement measures to detect and mitigate bias – for example, ensuring the AI’s 
pricing strategy doesn’t amount to unlawful discrimination (like charging different races 
or genders different prices, even if indirectly). There’s also the potential for AI agents to 
develop tactics that humans would consider unethical. A negotiating AI might discover 
manipulative techniques (lying about stock levels to drive up price, or exploiting a 
personal AI’s predictable habits). Without ethical guidelines, AIs could engage in a race to 
the bottom in tactics, undermining trust. Therefore, industry-wide ethical standards are 
being called for: principles like honesty, fairness, and respect for privacy encoded into AI 
algorithms. Transparency plays a role here – if outcomes are explainable, it’s easier to 
spot and correct biased reasoning. Some have suggested the need for algorithmic 
accountability laws, requiring companies to regularly evaluate their AI outcomes for 
disparate impacts. In sensitive areas, companies might even be required to use simpler, 
more interpretable algorithms rather than inscrutable black-box models, so that 
decisions can be audited for fairness.

Data Security and Fraud: Ethical and regulatory oversight will also cover data security 
in AI-to-AI commerce. When autonomous agents are exchanging data and executing 
transactions, the opportunities for new forms of fraud or abuse rise. Could a malicious bot 
impersonate a trusted personal AI and place orders on someone’s account? Could hackers 
feed false data to an AI (data poisoning) to cause it to make disadvantageous decisions? 
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These scenarios must be guarded against. Regulators may mandate strong authentication 
for AI agents – for example, using digital certificates to ensure an AI agent is legitimately 
tied to a real consumer or company. Additionally, any personal data exchanged in 
negotiations should comply with privacy laws like GDPR (in the EU) or similar 
frameworks, meaning minimal necessary data sharing and proper user consent. 
Consumer consent is a legal requirement in many jurisdictions when it comes to 
personal data processing; this could extend to requiring that personal AIs have 
permission to share certain categories of info. Another area of concern is consumer 
rights in automated contracts – for instance, the right to cancel or return purchases. 
Regulators will likely ensure that traditional consumer rights (cooling-off periods, return 
policies, warranty guarantees) still apply even if an AI made the purchase. Companies will 
need to program their AIs to respect these rights (e.g., an AI shouldn’t be able to waive 
your right to a refund without explicit instruction).

Standards and Interoperability: To fully realize safe and beneficial AI-to-AI commerce, 
the industry may develop technical standards for agent behavior and communication. 
Bodies like the IEEE or ISO could introduce standards for “machine commerce protocols” 
– ensuring, for example, that all AI purchase orders carry certain metadata (like who to 
contact in case of error) and are executed over secure channels. Interoperability standards 
would let personal AIs interface with any retailer’s AI seamlessly, preventing a monopoly 
where only certain personal AIs can shop at certain stores. Regulators might support such 
standards to keep markets open and competitive. Moreover, standards for transparency 
(like a requirement that AI agents disclose they are AIs, not humans, in any 
communication) could be codified. We may also see certification programs: An AI agent 
that passes rigorous testing for security, fairness, and reliability might get certified, giving 
consumers and companies confidence to use it. From an ethical standpoint, involving 
diverse stakeholders in creating these standards – technologists, ethicists, consumer 
advocates, and policymakers – will be important to address the broad societal impacts. 
The goal of regulation and ethics in this domain is to maximize the benefits of AI-to-AI 
commerce (efficiency, convenience, innovation) while minimizing harms. This 
includes preventing abuses like collusion – indeed lawmakers are preemptively trying to 
outlaw algorithmic collusion that could keep prices artificially high (The Preventing 
Algorithmic Collusion Act: A swing and a miss?) – and ensuring a level playing field 
where consumers are protected from exploitation by automated systems.

5. Future Outlook

https://www.dlapiper.com/en/insights/publications/2024/02/the-preventing-algorithmic-collusion-act#:~:text=miss%3F%20www,to%20engage%20in%20price%20fixing


5. Future Outlook  

Advancements in Personal AI Capabilities: The coming years will likely bring major 
improvements in the sophistication of personal AI agents. We can expect these agents to 
develop more advanced negotiation strategies, powered by reinforcement learning and 
game-theoretic modeling that allow them to bargain optimally. Future personal AIs might 
simulate multiple negotiation scenarios in parallel to find the best outcome, or even form 
temporary coalitions with other consumer agents (for instance, grouping orders to get a 
bulk discount from a retailer’s AI). There are already prototypes of AI negotiators that 
achieve human-level skill in complex games – for example, Meta’s CICERO AI, which 
negotiated and collaborated with humans in the board game Diplomacy (Meta's AI 
Gamer Beat Humans In Diplomacy, Using Strategy And ...). Such breakthroughs hint at 
personal AIs that could negotiate nuanced contracts (like a car purchase or a home lease) 
with tactics of persuasion or compromise that today only skilled humans could deploy. We 
might also see personal AIs gaining emotional intelligence. This doesn’t mean they 
literally feel emotions, but they could detect and respond to the user’s emotional state 
and possibly the tone of a seller’s communications. A personal AI attuned to its user 
might, for instance, postpone non-urgent purchase decisions if it senses the user is 
stressed, or conversely engage in retail “therapy” mode with uplifting suggestions if the 
user is down (provided the user has allowed such behavior). When interacting with 
organizational agents, emotionally savvy AIs could simulate empathy – e.g., a customer’s 
AI explaining a complaint in human-like terms to a company’s AI, leading to a better 
service outcome. The line between chatbots and human assistants will blur as 
conversational abilities improve via large language models. It’s plausible that in a few 
years, telling whether your query was handled by a human or an AI (or two AIs talking to 
each other) will be difficult, as natural language and even voice interactions become 
remarkably lifelike.

Transformational Industry Impacts: If AI-to-AI commerce becomes mainstream, entire 
industries will be transformed. Logistics and delivery could become almost entirely 
automated in response to AI-driven demand signals. Imagine a scenario of “warehouse to 
home” automation: your personal AI orders groceries; a warehouse robot network 
immediately picks the items; a self-driving delivery vehicle (dispatched by an AI 
dispatcher) brings them to your door – all coordinated within minutes by algorithms. 
Companies like Amazon are already experimenting with drone delivery and predictive 
shipping (sending items towards local hubs before an order is placed, based on AI 
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prediction). With mass AI adoption, such practices could scale globally, drastically 
reducing delivery times and warehousing costs. Customer service and support might be 
handled predominantly by AI as well – personal AIs could troubleshoot issues directly 
with company AIs. For example, if a product is defective, your AI could run diagnostics 
(for smart appliances, say) and then invoke the retailer’s service AI to schedule a return or 
replacement, possibly even negotiating a small credit for the inconvenience. Human 
customer service reps would intervene only in edge cases or complex disputes. This 
suggests a future where human roles are more supervisory – overseeing fleets of AI 
interactions rather than handling each interaction personally.

Manufacturing and Customization: Manufacturing could shift to a more on-demand, 
customized model facilitated by AI commerce. When AIs are placing orders, they can 
communicate specific user preferences directly to production lines. We might see a rise in 
mass-customization: for instance, your AI doesn’t just order a generic shirt in your size; it 
sends your exact body measurements and style preferences to an apparel manufacturer’s 
AI. In hours, a one-of-a-kind item is made and shipped. Such a system requires flexible 
manufacturing (like 3D printing and modular production), which is advancing alongside 
AI. Factories could become more nimble, producing shorter runs of highly customized 
goods as dictated by AI-driven orders, rather than giant runs of identical goods. This 
could reduce overproduction waste and improve sustainability, an economic and social 
win. The supply chain from raw material to consumer may operate as a single intelligent 
network – with AIs optimizing every link. Analysts project huge economic gains from 
these technologies; for example, generative AI and related automation in retail/CPG 
could add an estimated $400–$660 billion of value per year through productivity and 
efficiency improvements (AI as an agent of change in the retail industry - Technology 
Record). These gains come from sources like streamlined operations, better inventory 
alignment, reduced markdowns, and more effective marketing – all of which can be 
amplified when AIs are transacting with each other at scale.

Consumer Experience 2.0: For consumers, the shopping experience in 5-10 years could 
be dramatically different. It might become highly proactive and personalized to an 
extent we’ve never seen. Your personal AI could anticipate your needs (maybe even before 
you do) – for instance, based on your calendar and health data it might suggest 
purchasing vitamins or scheduling grocery delivery of certain foods, negotiating the best 
price and timing. Commerce could become embedded in daily life but less visible: fewer 
“shopping trips” and more subscriptions or automated deliveries. Physical retail won’t 
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vanish, but it may lean into providing experiences – like showcasing products which your 
AI then orders online after confirming you liked them, or service-oriented outlets where 
humans guide AI-owning customers through complex decisions (such as configuring a 
smart home, where both you and your AI are educated on options). Cross-industry 
convergence might happen too: your AI might coordinate with your healthcare 
provider’s AI for purchasing wellness products, or with your car’s AI for ordering auto 
parts or scheduling maintenance when needed, all in the background. As these agents 
proliferate, network effects could kick in – the more entities have AI agents, the 
smoother transactions become, encouraging even more adoption.

Global Adoption and Policy Shifts: Globally, we can expect uneven but accelerating 
adoption of AI-to-AI commerce. Advanced economies in North America, Europe, and 
parts of Asia (e.g. South Korea, Japan, Singapore) are likely to lead due to their tech 
infrastructure and consumer readiness. But emerging markets could leapfrog in 
interesting ways – for example, using AI agents on mobile platforms to help rural 
populations access e-commerce efficiently. International trade might be significantly 
affected. Cross-border AI transactions could become commonplace; a personal AI could 
just as easily negotiate with a vendor’s AI overseas as with a local one, breaking down 
some traditional barriers to global commerce. This raises the need for international 
policy coordination. Issues like customs, tariffs, and consumer rights for cross-border e-
commerce may need updating to account for AI agents. We might see trade agreements 
that include provisions for digital trade and AI interoperability. Additionally, if 
autonomous transactions become the norm, governments will need to rethink things like 
taxation (e.g., ensuring sales tax/VAT is properly applied when AIs transact) and 
competition policy on a global scale (as AI could enable new forms of market dominance 
or collusion that transcend borders). Organizations such as the WTO may develop 
frameworks for AI-driven trade, and bodies like the OECD or G20 may push guidelines for 
responsible AI in commerce that member countries adopt. There could also be a push for 
a global digital identity system for AI agents, so that a consumer’s AI from one 
country can securely interact with a merchant’s AI in another, with mutual 
authentication.

Societal Transformation: In the long run, mass adoption of AI-to-AI commerce could be 
as transformative as the internet or smartphones were. It stands to reshape how 
consumers live (less time on chores, more on higher-level activities or leisure) and how 
businesses operate (constant algorithmic market interaction). Economically, if done right, 



it can lead to enormous efficiency gains, innovation, and growth. But it will require 
foresight to ensure inclusivity and fairness in this AI-driven marketplace. Many experts 
predict that by the end of this decade, autonomous agents will handle a large percentage 
of transactions – some envision that for routine goods, autonomous purchasing could 
become the default, with human involvement only for novelty or luxury purchases. We will 
likely look back on the current era of manually searching and clicking “add to cart” as an 
antiquated, time-consuming process. Just as ecommerce went from novel to ubiquitous in 
two decades, AI-mediated commerce could go from experimental to dominant within the 
next decade. Businesses that adapt early with robust, ethical AI will shape consumer 
expectations and industry standards. Societies that proactively address the regulatory and 
educational needs will better harness the benefits. The global perspective is one of both 
enthusiasm for innovation and caution to govern it wisely.

In summary, the future points toward a retail landscape where human and AI agents co-
exist, with AIs handling the heavy lifting of transactions and humans providing strategic 
guidance and enjoying the fruits of a more personalized economy. How seamlessly and 
equitably this future unfolds will depend on the actions taken today by companies, 
consumers, and policymakers.

Conclusion and Recommendations  

The advent of personal AI agents transacting with organizational AI agents promises 
significant economic efficiencies and consumer conveniences, but it also carries risks that 
need careful management. To ensure beneficial outcomes while mitigating risks, all 
stakeholders – consumers, companies, and regulators – must adopt best practices and 
guidelines as AI-to-AI commerce evolves:

For Consumers:

Stay Informed and In Control: Leverage personal AI agents as helpful 
assistants, but remain aware of their actions. Set clear preferences, budgets, and 
approval rules for your AI (e.g. require a confirmation for high-value purchases). 
Regularly review summaries of what your AI is purchasing or negotiating on your 
behalf. This maintains your final say in important decisions.



Choose Trusted AI Services: Use personal AI apps or devices from reputable 
providers that prioritize privacy and user interest. Look for agents that are 
transparent about how they make decisions and that allow you to inspect or 
question their reasoning. If available, opt for AI agents that have been certified 
or audited for ethical conduct and security (Consumer Protection in the Age of 
AI: The FTC's Approach to AI ...).

Protect Your Data: Treat your personal data as valuable. Only grant your AI 
agent the minimum data necessary for it to perform its tasks, and use built-in 
privacy settings (for example, disable sharing of sensitive information unless 
absolutely needed for a transaction). Ensure all data exchanges by your AI (like 
sending payment info or personal details to a seller) are done over secure, 
encrypted channels. If your AI offers a “data log” or history, check it to see what 
information is being shared.

Build AI Literacy: Invest time in understanding how your AI works. As AI 
becomes a bigger part of shopping, knowing the basics of how it negotiates or 
finds information will help you trust it and spot any odd behavior. If something 
seems off (like an unusual purchase), don’t hesitate to intervene and adjust the 
AI’s settings. Essentially, treat your AI as you would a new employee – guide it, 
set boundaries, and gradually trust it as it proves reliable.

Advocate for Yourself: Even though an AI agent acts for you, you retain 
consumer rights. If an AI-mediated purchase goes wrong (wrong item delivered, 
unfair charge, etc.), exercise your right to customer service – whether that means 
tasking your AI to resolve it or contacting the company directly. Don’t let 
companies hide behind “it was the AI” excuses. Ultimately, you should get the 
same protections as if you shopped directly. Also, add your voice to discussions 
about AI in commerce: consumers can push companies to adopt more ethical AI 
practices by favoring those that do.

For Companies (Retailers and AI Developers):

Prioritize Transparency and Fairness: Design your organizational AI agents to 
be as transparent as possible. Clearly disclose to customers when they are 
interacting with an AI, what data it’s using, and how it arrives at major decisions 
(like dynamic prices or product recommendations). Internally, implement 
algorithmic fairness checks – regularly test your AI for biases or unintended 
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discriminatory outcomes (The Power of AI to Shape Negotiations - INSEAD 
Knowledge). If your pricing AI offers different deals to different customers, 
ensure this is based on legitimate factors (like loyalty or bulk purchases) and not 
proxy attributes that could be deemed unfair or illegal.

AI “Code of Conduct” and Ethics Training: Develop an ethical framework for 
your AI systems. This could include rules such as “no exploitative negotiation 
tactics,” “respect customer preferences and consent limits,” and “escalate to 
human oversight in ambiguous cases.” Train your AI models on these principles 
and your staff on overseeing AI accordingly. Encourage a culture where AI 
outcomes are questioned and improved from an ethics standpoint, not just 
accepted because they optimize revenue.

Security and Integrity: Treat your AI agent’s interactions as you would 
financial transactions – with top-notch security. Use strong authentication for 
any external AI agents connecting to your systems to prevent fraud. Protect 
consumer data that your AI processes in compliance with privacy laws (GDPR, 
CCPA, etc.), and don’t use data provided by a consumer’s AI for anything other 
than fulfilling that transaction without explicit permission. Additionally, 
maintain detailed logs of AI-to-AI transactions and communications. In case of 
disputes or errors, these logs (while respecting privacy) can help diagnose what 
went wrong.

Human Oversight and Backstops: No AI should be completely unchecked. 
Maintain human oversight over your AI commerce systems, especially in the 
early stages. Have humans review random samples of AI-driven transactions and 
negotiations to ensure they meet your standards. Set up backstop mechanisms: 
for example, if an AI negotiation starts to diverge significantly from normal 
parameters (maybe offering an unusually large discount or making an 
uncommon exception), it could require a human manager’s approval. This 
protects your company from AI glitches or exploits.

Customer Choice and Consent: Give customers choices in how they engage. 
Not everyone will have a personal AI or want one – continue to provide 
traditional interfaces (websites, human reps) alongside AI channels, so you don’t 
alienate segments of customers. For those using personal AIs, consider building 
in consent checkpoints: for instance, you might send a notification via the 
customer’s AI or app saying “We’re about to substitute Item B for out-of-stock 
Item A, is that OK?” rather than having your AI unilaterally decide. This shows 
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respect for customer consent even in automated processes.

Collaboration and Standards: Work with industry groups to establish 
interoperability and ethical standards for AI-to-AI commerce. For example, 
standardize the protocols by which AI agents communicate deal offers or 
contract terms. Participate in data-sharing alliances that pool non-sensitive data 
to make AI predictions more accurate (for stock levels or fraud detection) 
without compromising privacy. By collectively developing norms (potentially 
under the guidance of organizations like ISO or IEEE), companies can avoid a 
Wild West of incompatible or rogue AI practices, which in turn builds consumer 
trust in the whole concept of autonomous commerce.

For Regulators and Policymakers:

Update Legal Frameworks: Modernize contract and commerce laws to 
explicitly address AI agents. This includes clarifying that contracts formed by AI 
on behalf of a human or organization are valid and enforceable, as long as the AI 
acted within authorized parameters ([PDF] The Conclusion of Contracts by 
Software Agents in the ... - IFAAMAS). Define the scope of an “AI agent’s 
authority” and set guidelines for when an AI’s actions bind the user and when 
they don’t (for instance, if an AI acts outside its mandate or in a malicious way, 
the user shouldn’t be unfairly liable). Also, refine consumer protection laws to 
ensure automated transactions offer the same protections as traditional ones – e.g., 
right to refunds, protection from false advertising, etc., even if an AI was in the 
middle.

Clarify Liability and Accountability: Establish clear liability rules for harm 
caused by AI decisions. If an AI agent misbehaves (say, it colludes to fix prices or 
it discriminates among consumers), there should be no ambiguity about holding 
the deploying company accountable (CR Publishes Artificial Intelligence Policy 
Recommendations). Likewise, if a personal AI causes loss to a seller (perhaps by 
ordering and not paying due to a glitch), delineate how responsibility is 
apportioned (likely to the AI’s owner or developer). Introduce requirements for 
companies to maintain audit logs of AI decisions so that if a complaint arises, 
there is evidence to investigate. Policymakers can also encourage the 
development of AI insurance markets by making it clear what risks need 
covering – for example, requiring businesses to have insurance for AI errors that 
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result in consumer harm.

Standards and Certification: Work with standards bodies to develop 
certification regimes for AI agents. Just as there are safety ratings for cars or 
cybersecurity standards for IT systems, create trustmark certifications for AI. 
For example, an AI that meets certain criteria for fairness, transparency, and 
security might be certified as “Consumer Safe AI.” Regulators could incentivize 
companies to get certified by offering some liability protections or public 
recognition. Additionally, push for interoperability standards so that the 
market isn’t locked down by a few big players – regulators might mandate that 
large platforms open up APIs for independent personal AIs to connect, fostering 
a competitive ecosystem.

Prevent Exploitative Practices: Remain vigilant against new forms of anti-
consumer practices. This might involve expanding definitions of fraud or 
collusion to cover AI behavior. For instance, ensure laws against price fixing 
explicitly include algorithmic collusion scenarios (The Preventing Algorithmic 
Collusion Act: A swing and a miss?). Monitor the marketplace for signs of 
abusive personalization – e.g., if AI-driven dynamic pricing systematically 
charges certain vulnerable groups more, that should be flagged as a potential 
unfair trade practice. Regulators (like antitrust authorities and consumer 
protection agencies) should invest in technical expertise and tools (even their 
own watchdog AI systems) to analyze market data and detect problematic 
patterns emerging from AI-to-AI interactions.

Education and Inclusion: On a broader policy level, promote AI literacy and 
access so that benefits are widely shared. Governments can fund programs to 
educate consumers about personal AI tools and how to use them safely 
(especially targeting groups like seniors or low-income communities to prevent a 
digital divide). Consider supporting open-source personal AI agent initiatives or 
public options – for example, a government or nonprofit might provide a basic 
personal AI shopping assistant that people can use for free, ensuring that even 
those who can’t afford the latest tech still have an agent in their corner. 
Internationally, work with other governments on harmonizing rules for AI 
commerce – a patchwork of conflicting regulations would hinder global benefits. 
A coordinated approach (perhaps via the WTO or G20) on issues like data 
sharing, AI liability across borders, and standards can help create a smooth 
global marketplace for autonomous agents.
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By following these recommendations, consumers can enjoy the convenience and 
personalization of AI-driven commerce without losing autonomy or safety, companies 
can innovate and grow responsibly, and regulators can safeguard fairness and trust in the 
market. The intersection of AI and commerce is still in its early days; proactive steps now 
will shape a future retail landscape that harnesses AI’s power for widely shared 
prosperity and minimal harm. With collaborative effort, the world can navigate toward 
an AI-enhanced economy that benefits everyone – making shopping more efficient and 
tailored, creating new jobs and services, and protecting individuals from new risks – truly 
fulfilling the promise of this technological evolution.
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agency law to AI; notes courts will decide if AIs are legal agents or mere tools 
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19. Insead Knowledge (2023). The Power of AI to Shape Negotiations – cautions that 
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Power of AI to Shape Negotiations - INSEAD Knowledge).

20. FTC (2023). AI and Consumer Harm – the FTC signals that companies are 
responsible for AI-driven outcomes and must address risks (transparency, bias, 
etc.) (Consumer Protection in the Age of AI: The FTC's Approach to AI ...).
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licensing system for high-stakes AI, similar to how human professionals are 
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...).
 22.Technology Record (2023). Generative AI in Retail/CPG – estimates generative 
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agent of change in the retail industry - Technology Record).

22. Meta AI (2022). CICERO AI agent – first AI to achieve human-level negotiation in 
Diplomacy, showcasing advanced strategic and natural language capabilities 
(Meta's AI Gamer Beat Humans In Diplomacy, Using Strategy And ...).
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