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The framing problem

THEY HAVE ASKED

Where can we use Al?

Copilots, automated service, generated content,
faster development. Adoption rates,
productivity, cost savings. All of it matters.

THE MORE CONSEQUENTIAL
QUESTION

What would our company
look like if we redesigned it
around Al rather than
simply adding Al to it?

That question leads to a fundamentally different conception of the enterprise — and for retailers and
consumer brands, it may represent the most consequential change in operating model since the rise of

ecommerce.
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THE DISTINCTION

Al-enabled is not Al-driven

AI-ENABLED RETAILER Al-DRIVEN RETAILER

Senses demand shifts continuously, not through periodic
research

Writes product descriptions

Informs merchandising with millions of customer signals

Forecasts demand
at once

Generates advertising Repositions inventory dynamically as demand changes

Responds to individual consumer missions, not predefined

Answers customer questions
segments

Learns from every interaction and applies it to the next

Summarizes reviews and automates routine tasks ..
decision

The first approach makes the existing organization more efficient. The second changes the architecture of the
organization.
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THE GRAYSON COMPANY FRAMEWORK

The Al-Driven Enterprise

01 02

SENSE DECIDE

- -
Continuously detect Translate signals into
changes in customers, faster, better and
markets, operations and increasingly predictive
competitive conditions. decisions.

|
03

ACT

Turn decisions into
coordinated action
across the enterprise.

LEARN

Measure outcomes,
capture new information,
feed it back into the
system.

enterprise is organized around continuous feedback loops.

The loop never stops. The traditional enterprise is organized around functions and planning cycles. The Al-driven
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01 SENSE

From market research to continuous
intelligence

A retailer can combine search behavior, conversations, reviews,
social content, transactions, product images, inventory, pricing,
weather and competitive activity into a continuously evolving
picture of consumer intent.

This is not simply better analytics. It changes the speed at
which a company perceives its market.

The competitive advantage is not merely prediction.

It Is time. The company sees the change earlier —
and seeing it earlier creates more options.
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02 DECIDE

From periodic planning to continuous decisions

Traditional organizations make their most important

decisions in batches An Al-driven organization decides continuously

. Al i I 1
Seasonal assortment Pricing continuously evaluates
o ional calend Media o demand x product attributes x inventory
romotionatcatendars edia pians x store location x weather x competitive
pricing x margin x customer intent
Inventory allocations Staffing
Product | h c _ ...and recommends — or executes — changes in
e Lt lelinrelnes VS OGS SEg O assortment, allocation, pricing or promotion.

Marketing shifts with it: from “which campaign should we run next quarter?” to “which customer should receive which
proposition, through which channel, at which moment?” — campaign management becomes continuous demand
orchestration.
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02 DECIDE

The merchant's role becomes more
strategic

The merchant does not disappear. The work moves up the value
chain.

TODAY Al-DRIVEN

Collecting information Setting objectives
Manual analysis Interpreting exceptions
Batch decisions Applying judgment
Reacting to reports Managing trade-offs

Al expands the number of decisions a human can oversee — which
makes human judgment more valuable, not less.
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03 ACT

From recommendations to execution

A signal becomes a coordinated chain of action

Demand rises in Southern California

Inventory is concentrated in the Midwest

Local supply is forecast to fall short

An agent initiates the transfer

Merchandising, marketing and offers adjust

E
?

The organization monitors the result

The innovation is not any single model. It is the connection
between intelligence and action.

The Grayson Company



04 LEARN

The most underappreciated source of advantage

Better customer

More interactions - More data — Better decisions —
outcomes

the loop feeds itself

Every search, click, purchase, return, review, conversation, abandoned basket and product interaction can become a
learning signal. In consumer businesses, that signal set is extraordinarily rich.

The old competitive question The question that matters now
Who has the best AI? Who has the fastest learning
loop?
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MARKET SIGNALS

Building loops, not applications

Amazon Walmart Target Shopify
. . Discover
. Customer intelligence SEEL Commerce
From search engine to personalization and the . .
S . connected to : infrastructure built for
shopping intelligence . . . Al-mediated
operational intelligence agents

marketplace

Each points to the same conclusion: the advantage comes from connecting the loop, not from any single
application.
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COMPANY IN FOCUS

Amazon: from search engine to
shopping intelligence

Rufus and newer Al shopping capabilities move away from the
traditional ecommerce model of product search. The customer can
describe a need, ask for comparisons, or delegate elements of the
shopping process.

I'm /ook;,-,g for
vrvemmme“dations
reekend getayyg,,

for a

The interface is shifting from

. " Sure! po U have
“What product are you looking for? Prefrre ot

in ming>

destination

t Sd1am .,
(0]
@ Somewhere

Preferabyy p, relaxing,

Yy the beach,

“What are you trying to accomplish?”

The company that best understands the customer's mission may
control the transaction — even if the customer never performs a
conventional product search.
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COMPANY IN FOCUS

Walmart: connecting the whole system

Walmart's Al strategy extends well beyond customer-facing applications — spanning merchandising, supply chain,
customer service, associate productivity and shopping. Its Sparky customer-facing Al is one component of a broader
system. The strategic opportunity is the connection between those components.

A customer signal
influences
merchandising

-

Merchandising
decisions affect
inventory

Inventory affects
fulfillment

Fulfillment affects
customer
experience

-

Customer
experience creates
new data

new data returns to the customer signal

That is the Al-driven enterprise in miniature. The advantage comes from connecting the loop.
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COMPANY IN FOCUS

Target: the storefront is no longer the storefront

Target has invested heavily in Al-powered search, recommendations and merchandising while extending its shopping
experience into conversational Al environments. That changes the definition of the digital storefront.

THE STOREFRONT WAS THE STOREFRONT MAY NOW BE

Target.com A conversational Al assistant

The Target app A search engine's Al interface

An agent acting for the consumer
Owned channels. Owned traffic. Human discovery.

The retailer must now optimize not only for human discovery, but for machine discovery.
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A NEW COMPETITIVE VARIABLE

Share of Model

For decades brands fought for share of shelf, share of search
and share of voice. In an Al-mediated marketplace they will Others
compete for share of recommendation.

10

Brand D

12

When an Al agent is asked “what are the best running shoes

for a marathon under $200?" Brand C

. Which brands appear? Brand B 24

—_
[e)]

. Which are recommended first?
. Which are considered credible? Brand A
. Which make the final shortlist?

38

llustrative only — not observed data.

The answer may become as commercially important as traditional search ranking.
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IMPLICATIONS FOR BRANDS

The emerging battle for machine preference

Brands have always competed for consumer preference. Al introduces a second audience: the intelligence that helps the
consumer decide. That audience does not respond to advertising. It responds to information.

WHAT THE MACHINE EVALUATES

Product attributes Price Availability Reviews
Specifications Performance Sustainability claims Customer sentiment
Brand credibility Fulfillment Return policies Historical behavior

Product data is becoming brand infrastructure. A brand that cannot be accurately understood by machines may
become less visible — regardless of how strong its traditional awareness remains.
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AGENTIC COMMERCE

Shopify points to an even bigger shift

The ecommerce infrastructure of the future will need to let Al agents discover products, understand their attributes,
evaluate them, transact and complete purchases. Products are no longer simply displayed to humans — they are
described to machines.

THE TRADITIONAL OBJECTIVE THE EMERGING OBJECTIVE

Make the site easy for humans to search Make the enterprise intelligible and

and navigate. transactible to both humans and
machines.

STRATEGIC ASSETS IN AN AGENTIC MARKET

Structured product
data

Inventory availability Pricing Reviews Policies and content
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ORGANIZATION

From functions to decision nodes

Demand Intelligence detects a shift in consumer intent

Merchandising Intelligence identifies assortment opportunities

Pricing Intelligence evaluates elasticity and competitive conditions

Inventory Intelligence determines where product should sit

Marketing Intelligence develops and tests the proposition

Customer Intelligence personalizes the experience

Commerce Intelligence converts intent into a transaction

Clle||e|oe(|o(e|6(|O®

Performance Intelligence evaluates the outcome

outcomes feed back into demand intelligence
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LEARNING VELOCITY

A new definition of scale: decision scale

Traditional scale is measured in revenue, stores, customers,

employees and distribution. Al adds another dimension:

how many decisions the enterprise can make intelligently, Al-driven
how often, and how individually.

LEARNING VELOCITY Digitally mature - 21

Signal — Insight — Decision — Action —

Outcome — Learning
Traditional organizations run this loop in weeks, months and Traditional _ 0

quarters. Al-driven organizations compress it to days, hours
and minutes.

1

lllustrative comparison of loop cycle time, in days.

A company that learns twice as fast does not simply make twice as many decisions — it gets twice as many
opportunities to improve the next one. Al's most important economic effect may be the acceleration of
organizational learning.
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THE C-SUITE AGENDA

Five questions for the leadership team

The decisions that disproportionately drive revenue, margin,

. ) PR
1 What are our highest-value decisions? lifetime value and inventory productivity.

Where do we still run on weekly, monthly or quarterly cycles

. . ”
2 Which of them could become continuous? purely out of habit?

Conversations, reviews, images, search behavior, social signals and

3 What signals are we not using? i lassEe

what guardrails govern each level.

When a new behavior emerges, how long until we recognize it, act

on it and measure the result?

. . . Recommend — assist — - nomously manage — an
I 4 Which decisions should Al make? ecommend — assist — execute — autonomously manage — and
I 5 How quickly does our organization learn?

Stop asking where Al can be deployed. Start asking what should be redesigned because Al exists.

The Grayson Company 19



CLOSING

The CEO's Al test

If we turned off our Al tools tomorrow,
would the way our company operates
fundamentally change?

If no — the company is Al-enabled.
If yes — the company is becoming Al-driven. That is the
threshold that matters.

Sense earlier. Decide faster. Act more precisely. Learn more
quickly. Then do it again.

Sense — Decide — Act — Learn is more than an Al workflow. It is the
new architecture of competitive advantage.
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