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THE SHIFT

Al is no longer a productivity layer

For a decade, retailers and consumer brands treated Al as a

productivity layer — better forecasts, smarter recommendations, 7 8 ()/ of organizations now use Al in at least one

. . . . business function
automated service, faster analytics. That era is ending. up from 55%a year earlier — the fastest

adoption curve of any enterprise
technology in two decades.

Source: McKinsey Global Survey on Al; Stanford Al Index

A new class of agentic and autonomous systems is changing not only

how work is executed, but how strategy itself is formulated, governed,

and continuously adapted. In leading organizations, Al is becoming a The question is no longer

structural component of the operating model — closer to a “How do we use AI?”

management system than a software application. Itis: “What new strategic logic
does AI make possible?”
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THE SHIFT

From digital tool to operating architecture

Competitive advantage will increasingly accrue to companies that redesign around Al-native frameworks — not those that bolt Al onto legacy processes.

THE PRODUCTIVITY ERA THE ARCHITECTURE ERA

Al inside legacy workflows Al as the operating model

— Better demand forecasts assist existing plans — Agents own end-to-end processes, not single tasks
— Recommendation engines lift the funnel — Strategy is updated continuously, not annually

— Automated service deflects contacts — Governance and autonomy are designed in

— Faster analytics speeds reporting — Al becomes a company-wide coordination layer

— Al augments the human workflow one task at a time — Advantage comes from redesign, not deployment
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WHY NOW

The economics are too large to ignore

Global enterprise Al spending, $ billions 6 T potential annual value generative Al could add to
2.6—%$4.4

the global economy McKinsey
407
302 .

2025 2026 2028

632

$40 O_ of that value pool sits in retail and consumer-
$66OB packaged goods each year McKinsey

hd e US retail revenue agentic commerce could drive by
~$ 1 trllllon decade's end — a third of online sales McKinsey

8 B US e-commerce spend by agentic shoppers by 2030,
19 O - 3 5 capturing 10-20% share Morgan Stanley

Source: IDC Worldwide Al Spending Guide (2026). Generative Al reaches S127B, +59% YoY.
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THE FRAMEWORK SET

Five Al-native strategic frameworks

Leading organizations are combining these into a single operating architecture — moving Al

from a departmental capability to a company-wide coordination mechanism. A

a Al-First operating model Agents own end-to-end processes -

2 Adaptive strategy loops Continuous planning replaces the annual cycle

The autonomous enterprise, layer by layer

a Strategic orchestration Governing Al-generated abundance
4 Graduated autonomy Risk-based control of machine decisions

e The autonomous enterprise The frameworks combined into one architecture
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FRAMEWORK 01 - AI-FIRST OPERATING MODEL

Design the process as if no human workflow existed

The reframing question

“If no human workflow existed today, how

Processes agents can own end-to-end

would we design this process using
autonomous agents?”

I Pricing optimization

The traditional approach adds Al to existing work — merchants use it for assortment, I Inventory rebalancing
marketers for copy, planners for forecasts. The Al-First model inverts the premise:
agents own entire end-to-end processes, and humans are reintroduced only where

) o . . ) Promotional planning
judgment, negotiation, ethics, or regulatory accountability are required.

Humans stay in the loop for judgment - negotiation -
ethics - accountability
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FRAMEWORK 01 - THE LAYERED Al COUNCIL

A hierarchy of agents, one synthesized recommendation

HUMAN EXECUTIVES act on the council's single synthesized recommendation — not dozens of Escalation of intelligence
disconnected dashboards

Each layer refines the layer below it. Raw signals
become scenarios; scenarios become weighed
tradeoffs; tradeoffs become a recommendation the

Recommend actions aligned to corporate objectives board can act on.

The executive interface collapses
Evaluate scenarios, quantify tradeoffs, surface risks dozens of dashboards = one view

Process data, detect anomalies, generate forecasts
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FRAMEWORK 01 - THE HYBRID BOARDROOM

Persistent Al agents take formal boardroom roles

A hybrid decision environment: Al provides continuously updated analytical perspectives while human leaders retain fiduciary authority.

‘ Chief Risk Modeling Agent ‘ Competitor Intelligence Agent
Continuously stress-tests pricing, supply-chain, and liquidity Monitors assortment, pricing, promotions, hiring patterns, and
assumptions. patent activity.

Customer Sentiment Agent ‘ Capital Allocation Agent
Tracks social, review, and service interactions in real time. Evaluates ROl scenarios across stores, digital investments, and
acquisitions.
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FRAMEWORK 02 - ADAPTIVE STRATEGY LOOPS

The end of annual planning

An annual cycle with quarterly tweaks cannot keep pace with markets where
demand, competitor pricing, tariff exposure, and sentiment shift within days.
Adaptive loops replace the calendar with continuous, rolling micro-

adjustments.

° Sense Market, customer, and operational signals stream in continuously

\ Interpret Al evaluates scenarios and quantifies the tradeoffs

J e Decide Leaders approve, constrain, or veto the proposed actions

a Act & learn Execution data feeds directly into the next loop

The advantage is not faster reaction time — it is organizational learning velocity.
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FRAMEWORK 02 - IN PRACTICE

What a continuous strategy loop changes

| DAILY Reprice categories based on competitor moves and inventory position

HOURLY Shift marketing spend across channels by conversion efficiency

| WEEKLY Reallocate inventory across stores using real-time sell-through data
Adjust sourcing when tariffs or currency movements change landed
INSTANT cost

FRAMEWORK 02 - IN PRACTICE
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The compounding effect

Hundreds of small strategic experiments run in
parallel — and the insights compound faster than
any competitor planning once a year.

FOR INVESTORS

“Which portfolio companies
possess the data infrastructure
and governance required to

operate a continuous strategy
loop?”
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When generation is free, framing and review become scarce

Generative Al produces assets, analyses, and plans at near-zero marginal cost. Ironically, that abundance moves the bottleneck upstream and
downstream — to planning and quality assurance.

HUMAN-LED AI-LED HUMAN-LED

Plan Generate Review

Define anxieties, goals, constraints, and ) Al creates scenarios, content, analyses, Humans audit strategic alignment, logic,
success metrics before any prompt runs. and options at scale. brand fit, and risk.

Al ASSURANCE FUNCTION @ Sstrategic alignment Factual accuracy @ Regulatory compliance @ Brand consistency @ Logical coherence
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FRAMEWORK 04 - GRADUATED AUTONOMY

Freedom within a frame

RISK LEVEL AUTONOMY EXAMPLE

The 30% Rule

Low Full Al Replenishment orders within approved thresholds
70%
Al-owned
Moderate Al + notify Promotional price adjustments
30%
Human
High Human approval Supplier contract changes
What boards must see
. ) o * A documented autonomy taxonomy
Critical Human only M&A, layoffs, major brand repositioning

e Escalation protocols
e Audit trails

e Legal accountability boundaries

Not a fixed percentage — a governance principle: maximize automation while preserving clear human accountability for
consequential decisions.

FRAMEWORK 04 - GRADUATED AUTONOMY Al-Native Strategic Frameworks
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FRAMEWORK 05 - THE AUTONOMOUS ENTERPRISE

The frameworks combine into one architecture

Each layer answers a different governing question. Together they turn Al from a departmental capability into a company-wide coordination mechanism.
e AI-First Operations How is work executed?

e Adaptive strategy loops How is strategy updated?

e Strategic orchestration How is Al-generated work governed?

a Graduated autonomy How are decisions controlled?

e Hybl'id boardroom How are humans and Al integrated at the top?
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EVIDENCE
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Leaders are already operating this way

Walmart

Multi-agent “Trend-to-Product” engine turns social and search signals into
product concepts; real-time Al supply chain now spans four countries.

Projects that took months now take weeks

Ocado

Swarms of autonomous robots run grid-based fulfillment centers with
machine-led orchestration, now licensed to Kroger and Sobeys.

3,000+ robots - 99.5% accuracy - ~5-min pick

EVIDENCE

Amazon

Its agentic shopping assistant guides discovery and automated purchases at
massive scale across the marketplace.

250M+ customers served in 2025 - MAU +140% YoY

Stitch Fix

Al matches style, fit, and behavioral data to narrow the field; human stylists
make the final selection — graduated autonomy in practice.

Personalization at scale, humans on the call

Al-Native Strategic Frameworks
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IMPLICATIONS

Three shifts that deserve immediate attention
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Merchandising becomes Marketing becomes Organizational design
algorithmic orchestration changes
Assortment, allocation, and pricing are The scarce resource is no longer content, but Fewer middle layers for reporting and
optimized by interacting Al agents — not coordinating thousands of personalized Al coordination; more leaders on framing,
sequential human teams handing off in turn. interactions while holding brand coherence. governance, exception handling, and

judgment.
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THE RISK

Autonomy is outpacing its guardrails

THE GRAYSON COMPANY

As Al gains decision authority, governance shifts from “is the prediction accurate?” to “is the action authorized, appropriate, and reversible ?”

71%

of enterprises lack a formal
governance framework for
autonomous agents

Forrester

64%

plan to increase agent autonomy
within the next 12 months

Forrester

11In 5

companies has a mature
governance model for
autonomous Al

Deloitte

of enterprise generative-Al pilots

fail to deliver measurable impact

MIT NANDA / RSM

Regulatory pressure is real. The EU Al Act's core provisions become binding in August 2026, with penalties up to €35M or 7% of global annual turnover.

Governance is now a prerequisite for scaling Al — not an afterthought.

THE RISK

Al-Native Strategic Frameworks 16



THE GRAYSON COMPANY

THE INVESTOR LENS

Diligence Al operating maturity, not Al spending

Five diligence questions . .
Global Al / ML private-equity deal value, $B

$140.5
° Al-first process architecture, or isolated use cases?
$41.7
e Can management run continuous strategy loops on real-time data? _
2023 2024
9 Is there a formal Al governance and autonomy framework? Viore thantriplecyearoveryear Source: Accenture
A retailer with modest AI
a Are Al outputs subject to systematic review and assurance? O % .
revenue impact but a
of PE firms say generative and T‘Obu:St Al-natwe
agentic Al will be the most architecture may be
e Has leadership shown it can act on Al-generated strategy? transformative force in their worth more than a peer

industry over the next three years. showing short-term gains
from disconnected pilots.

THE INVESTOR LENS
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THE BOTTOM LINE

A new source of competitive advantage

Industrial era Digital era Agentic era
Advantage from ) Advantage from Advantage from Al-
SCALE DATA NATIVE

The winners will not be the companies with the most Al tools. They will be the
ones that redesign their operating model, governance, and leadership around

strategy as a continuous, Al-augmented capability — not a periodic executive
exercise.

THE BOTTOM LINE Al-Native Strategic Frameworks 18



THE MANDATE

Treat Al not as a software
investment, but as the foundation
of the next management system.

In the emerging agentic era, advantage comes from the quality of an organization's Al-
native strategic frameworks — its ability to sense, decide, act, and learn continuously. For
CEOs and investors, the mandate is clear.
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