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Executive Summary

Retail and CPG leaders no longer struggle with insight genera-
tion—they struggle with acting on insights fast enough. Even
after investing for years in digital platforms, execution remains
slow, manual, and siloed, increasing the execution gap, margins,
agility, and customer experience. Gen Al enhances the produc-
tivity level, but then it is restricted to recommendations. The
next step ahead is Agentic Al - autonomous, goal-driven agents
that sense changes, reason over trade-offs, execute decisions
across systems, and learn continuously. These agents operate as
digital co-workers, turning insight into coordinated, real-time
action across merchandising, supply chain, marketing, and
service.

Early deployments show meaningful results: faster decision
cycles, reduced stockouts and waste, higher conversion, and
20-60% productivity gains in manual-intensive workflows.
Agentic Al eliminates “insight latency” and enables a shift from
episodic decision-making to continuous optimization.

This whitepaper outlines what Agentic Al means for Retail &
CPG, showcases practical use cases, and provides a gover-
nance-first framework and roadmayp for safe, scalable adoption.
As volatility increases and value pools shrink, organizations that
move from Al-assisted insights to Al-driven execution will set
the pace for operational excellence and competitive growth.



ﬁe Retail & CPG

reality today

For the past decade, the Retail and CPG industries have focused on "Digital Prolifera-
tion"—building e-commerce channels, cloud architectures, and massive data lakes. As the
industry moves into 2026, the challenge is no longer access to data or insight. It is the
inability to act at the speed the market now demands.

While the first wave of Generative Al accelerated insight creation and content productivity,
it exposed a deeper execution gap. Decisions still depend on manual coordination across
teams and systems, creating latency between insight and action—exactly where competi-
tiveness is won or lost. To break through these structural bottlenecks, the industry is
moving beyond Al that simply "thinks" or "recommends" to a new paradigm of Agentic Al
that is empowered to act.

what is Agentic Al

IN a Retail & CPGC Context?

While the industry has spent the last two years experimenting with Generative Al as a
"Systems of Engagement' tool (chatbots, copy generation), Agentic Al introduces a new
paradigm: "Systems of Agency." In a Retail & CPG context, Agentic Al refers to autono-
mous digital entities—Agents—that are not merely programmed to follow a script, but
are designed to achieve an objective.



The Evolution: From Assistant to Operator

To understand Agentic Al, we must distinguish it from the technologies that preceded it:

Era Core Capability | Retail Example

RPA Repetitive Task Moving invoice data from email to Excel.

(The Script) Execution

Predictive Al Pattern ldentifying that suncare sales will spike next

(The Forecast) Recognition week.

Generative Al Content Drafting a marketing email for that suncare spike
(The Assistant) Synthesis

Agentic Al Goal-Oriented Goal: "Protect suncare margins." The Agent spots
(The Operator) Action the trend, checks inventory, negotiates with the

carrier for faster shipping, and adjusts the
regional promo spend autonomously.

The Anatomy of a Retail Agent

A retail-ready agent operates through a continuous four-stage cognitive loop:

AN
Sense: _\C?_
Listens to real-world
signals in real time,
beyond the POS:
price movements,
changes in weather,
social trends, and

shelf conditions.

Act: @

Conveys decisions
directly across
enterprise systems,
pricing, ordering,
and workflows.

Reason: /@\

Translate business
goals into clear
action plans using
the contextual
intelligence.

=
Learn: 8@8
Outcome tracking,
strategy adaptation,
and cycle-to-cycle
improvement.

Agentic Al is the shift from software help-
ing your people get work done to software
being the digital worker.
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Why Agentic Al is a

Game Changer for
Retail & CPG

The basic problem in Retail and CPC today is not the lack of data, but rather the latency
of execution. Organizations have invested heavily in systems recording and analyzing
data, but acting on insights still relies on a manual cross-functional coordination. This
delay erodes margins, slows response to change, and limits scale.

Agentic Al introduces a new layer of operation: the System of Agency. For the first time,
real-time intelligence is directly coupled with autonomous execution, allowing for contin-
uous optimization rather than reactive intervention.

1. From Fragmented Automation to Continuous

Optimization

~

~
The Challenge:

Automation today is task-based and
brittle. Inventory, pricing, and supply
decisions require constant human rec-
onciliation, causing inconsistency and

margin leakage.

J

\
Business Value:

Fast reaction to volatility, fewer stock-
outs, and productivity gains of 20-60%
in Mmanual-intensive operational work-
flows.

The Agentic Shift:

The thinking must shift toward agents
managing outcomes, not tasks.
Agents adapt in real time to autono-
mously balance the demand signal,
inventory position, and supplier con-
straints. According to Gartner, this is
beyond RPA, since 50% of cross-func-
tional supply chain solutions in 2030
will execute decisions autonomously
using agentic Al.
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2. Operationalizing Siloed Enterprise Intelligence

The Challenge:

Critical knowledge is trapped in
reports or expert teams. Insights exist,
but execution is uneven and slow.

The Agentic Shift:
Agentic Al enables pricing rule implementation and merchandising logic and policy
functions through its direct integration into workflows. Forrester identifies "Agent Expe-
rience (AX)" and knowledge curation as the main components to operationalizing tactic
enterprise knowledge, while Gartner predicts that agentic Al will be used in 33% of
enterprise applications by 2028 to handle routine decision-making.

Business Value:

Removes the “knowledge leakage” and
reduces dependency on expert availability
for standard decision-making.

3. Scalable Service without Experience Trade-offs

/ °
Business Value:

~

Scales down the cost-to-serve on a maxi-
mum level and improves CSAT ratings
with direct humane interactions, which

" The Challenge: )
Customer service forces a trade-off
between cost and quality. The scripted
bots lack contextual understanding, while
human teams don't scale efficiently.

\— _J

The Agentic Shift:

are relationship-driven and revenue-
\_ oriented.

4

Agents resolve multi-step service interactions end to end, acting across systems and
escalating only high-impact exceptions. According to Gartner, by 2029, agentic Al will
handle 80 per cent of standard customer service requests without requiring human

assistance.

4. Closing the "Insight-to-Action" Gap

®
-

\

/

~N
The Challenge: Business Value:
Decision cycles are irregular and Decisions that match the market speed,
slow-moving. The demand or market con- build a strong business enterprise that
ditions have already changed by the time captures revenue during the “perish-
action is taken. able” moments of demand.
N\ NG
The Agentic Shift:

Agents function in a continuous cycle- sensing, deciding, and acting in real-time. For-
rester defines this transition as "Agentic Action", which shows that organizations will
experience a 95 percent failure rate to deliver ROl without Al initiatives automating the
action layer.
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Industry Examples: Agentic Al in
Action Across Retail & CPG

The previous section demonstrated how agentic Al technology changes essential func-
tions within Retail and CPG, but its real power becomes visible when assessed through

practical, end-to-end use cases.

Casel

The Proactive Sales Intelligence

Agent for A Large Beverage
Organization

Case 2

Intent-Driven Product Discovery
for A Leading E-commerce
Company

The Bottleneck: The field sales teams faced diffi-
culties because they needed to rely on stale
reports and central analytic teams due to the frag-
mented regional data.

The Agentic Solution: The autonomous Sales
Intelligence Agent operates in real time by moni-
toring live performance signals and proactively
surfaces next-best actions, which include stock
gap identification at key retail locations and auto-
matic replenishment order creation without wait-
ing for user input.

Business Impact:
- Elimination of analytics central team depen-
dency by 30 to 40 per cent.

Remove “Insight Latency” shifts from weekly
reviews to real-time field action

Case 3

The Bottleneck: Keyword-based search, together
with static filters, is unable to decipher complicat-
ed customer intent, thus resulting in higher
bounce rates and increased decision-making
fatigue.

The Agentic Solution: A Discovery Agent uses
natural language processing to understand
customer intent, analyze and understand the cata-
log, bring together personalized bundles, and
adjusts recommendations as per the user input.

Business Impact:

- Conversion rate increases between 10 and 20
per cent, together with an Average Order Value
(AOV) increase between 8 and 15 per cent.

The change from "Searching" to "Guided
Discovery" helps reduce customer deci-
sion-making fatigue.

Agentic Sales Enablement Copilot for a Client Serving

Digital Sales Platforms

The Bottleneck: Manual configuration of complex digital sales forms slowed launches and increased compli-

ance risk.

The Agentic Solution: A Sales Enablement Agent functions as a virtual co-worker, mapping workflows and
implementing international standards while automatically fixing configuration problems during build.

Business Impact:

The digital sales assets will be deployed 40 to 60 per cent faster than before.

Standardized governance across all global regions without needing additional workforce headcount.
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Case 4

Multilingual In-store Engagement for a

Multinational Conglomerate

The Bottleneck: Physical stores struggle to deliver consistent, personalized product expertise—especially in
high-traffic or multilingual environments.

The Agentic Solution: The Avatar-based In-Store Agents deal with customers proactively, offer real-time
multilingual assistance and check for the available stock and ongoing offers to complete the purchasing
process.

Business Impact:
The store conversion rate improved by 5 to 10 per cent with a 24/7 expert guidance system.

Deployable and provides customizable customer engagement, which automatically adjusts to the local
store's product offerings and inventory status.

Designing the Agentic Al

c
2
Framework for w
_ [a]
B 2
. . :_: [J]
Retail & CPG Industries : M-
. @ Q
The use cases demonstrate the potential S g _ © §
value of agentic Al, but long-term structure § § g § g
needs a framework that integrates agentic Al % p g g, g
into its decision-making, execution and 3§ 8 " € 5
=} a =
governance processes across the enterprise. a ° 5 § g
6]
Pillar 1: Decision-Centric Design Pillar 2: Outcome-Driven Autonomy
The Retail and CPG enterprises constantly Instead of coding agents with "if-then"
make many decisions (e.g., store-level code, business goals and rules that dictate

replenishment or dynamic promo-bidding) how agents can be used must be defined
by the leader.
- The Strategy: Identify decisions where

latency directly impacts revenue. « The Shift: Move from task-based
automation (e.g.,, "Send this email") to
« The Goal: Focusing on decisions that are outcome-based agency (e.g., "Maintain a
too complex for humans, but occur often 98% in-stock rate while minimizing
enough for Al agents to learn and shipping costs").
improve.

« The Accountability: Assign business
KPls to agents (margin protection, waste
reduction, speed of service) to make ROI

explicit.
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Pillar 3:
Cross-Functional

The true power of Agentic Al resides in its
ability to operate as the "connective tissue"
throughout the value chain, breaking
departmental silos of the past.

« The Integration: The pricing agent must
"talk" to the inventory agent. If stock
levels are low, the pricing agent will
autonomously revert a promotion to
prevent a stockout situation, aligning
marketing and supply chain.

« The Result: Reduced handoffs and a

faster, more responsive operating model.

Pillar 4:
Human-Agent Collaboration (HITL)

Agentic Al is not about replacement but
enhancement of the human. A framework
must include the "Rules of Engagement”
with people and agents.

« The Spectrum: I[dentify areas in which
agents behave independently (low
risk-high volume), areas in which they
need human approval (high risk-high
spend), and areas in which they simply
recommend (strategic long-term
planning).

« The Trust: Begin with a
human-in-the-loop Mmodel and build
autonomy once it starts to grow.

Pillar 5:

Governance, Trust, and Compliance by Design

In highly operational industries like Retail & CPG, autonomy and accountability go
hand-in-hand. The framework will ensure that governance is a part of the very logical

structure of the agent.

« Model Validation Practices: Agents
work with validated models that are con-
tinuously monitored for performance,
bias, and drift to guarantee that a deci-

sion remains fair and effective over time.

- Data Lineage: All
actions taken by the
agent can be fully
traced, along with
the lineage associat-
ed with the different
data sources,
models, and deci-
sions that support
audit  trails and
required regula-
tions.

« Security Considerations: Agents have
access to ‘Least Privilege Access,
secure API access and policy-based
controls for the protection of customer
data, as well as the prices and suppli-
ers.

«  Human-in-the-Loop
(HITL):
For high-impact, am-
biguous, or exception
decisions, humans
will  be leveraged.
Thus, retaining over-
sight while keeping
the operational speed
intact.

This framework moves the Agentic Al from stranded use cases to a repeatable
enterprise-wide capability.
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Implementation Approach:

From Pilo}s to Scale

fo

Start with Focused Pilots: Start with high-friction decisions
where actions are taken frequently, data is readily available,
and outcomes are measurable, providing a rapid proof of
value without impacting business operations significantly.

aligned to business-defined key performance indicators

Move to Operational Integration: Agents can be integrated
into existing processes, unified in the enterprise, and 02

while incorporating new human-in-the-loop controls and

performance measures.

f03

Create Organizational Readiness: Organizations can be
made ready to effectively work in association with auton-
omous systems by shifting from execution roles to
supervision roles and by clearly understanding the orga-
nizational aspects of enabling vs. inhibiting autonomy.

Adopt a Portfolio Approach: Scale by using multiple 1
agents across functions, with a common set of principles 04

but with optimization around specific outcomes.

{os

Build Compounding Advantage: Ultimately, rapid
decision-making, execution, and learning become
fundamental competencies of the enterprise without
necessarily remaining discrete Al initiatives.

Discover
& Pilot

© Happiest Minds 2026
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Common Pitfalls to Avoid When
Adopting Agentic Al

Moving toward an autonomous enterprise requires a shift in how we manage risk. Lead-
ers should watch for these common traps:

4 The "Rigid Script" Trap:

Don't buy "Al-washed" software. If the
system can't adapt to a surprise—like
a sudden shipping delay—without a
human re-programming it, it is a
pasic script, not an agent.

The Fix: Test for adaptability, not just
speed.

-

\

4 The "Advice-Only" Gap: )

A brain without hands is just another
dashboard. If your agent can identify
a stockout but can't log into your
system to order a replacement, it
hasn't solved your "action" problem.

The Fix: Agents that can perform
actions directly with your ERP or Sales

J

4 The "Set and Forget" Fallacy:

Agents are like high-speed interns -
they have the enthusiasm, not your
company's "gut instinct." Too early
removal of human oversight will yield
decisions that are technically correct,
strategically wrong.

The Fix: Shift the best talent from
doing the work to the supervision of
the agent.

\

software should be prioritized.

N J
\

4 Cross-Functional Blindness:
Without a central plan in mind, your
Marketing Agent might spend $50k
on Mmarketing a product that's out of
stock, as seen by your Supply Chain
Agent.

The Fix: Develop a Central Agent
Registry that allows all digital workers
to share the same reality regarding
their inventory and prices.

J

J




How to Get Started with
Agentic Al

Identify High Impact Action Loops -
Select 2-3 decisions that have slow
execution with a high impact on reve-
nue, margin, or service (for example,
replenishment decisions, promotional
adjustments, service escalations).

Define the Outcome, Not the Task-
Important to align agents as per the
business goals. "Maintain 98%
in-stock" instead of "Send alerts for
product replenishment"

Build a Cross-Functional Governance
Model -

Establish a core committee to set
parameters on safety checks, trace-
ability, compliance, and conflict resolu-
tions for merchandising, supply chain,
as well as marketing.

Integrate the Agent into Real
Workflows -

Move from “sidecar dashboards” to
direct system actions. Connect the
agent to pricing, inventory, ordering,
or service systems.

Scale Through a Portfolio of Agents -
Develop a roadmap of 5-10 agents, all
under a global "Agent Registry" that
ensures no "data silos" or inconsistent
decisions are made.

© Happiest Minds 2026

Assess Data & System Readiness -
Verify the presence of accessible and
secured data and systems through
which the agents can act (ERP, OMS,
CRM, price engines, etc.).

Establish Human-in-the-Loop
Boundaries - Decide what your
agents can autonomously perform,
when they must receive human
approval, and where they only provide
recommendations. Document the
escalation path.

Start with a Contained Pilot -
Launch the single agent in a con-
tained workflow to ensure quick
impact validation. Measure impact,
agent behavior, and user feedback.

Train Teams for Supervision, Not
Execution -

Transform team roles from carrying
out tasks to supervising agent deci-
sions, ensuring accountability and
trust in autonomy.

Continuously Monitor, Learn, and
Optimize -

A feedback loop, performance dash-
board, and periodic governance review
would be added to shape agent
autonomy iteratively.



Conclusion

An era is unfolding in the Retail & CPG industries where competitive advantage will be
determined by the speed of which organizational decisions flow through a process of
insight and execution. Agentic Al is not merely "another layer" of automation, but rather a
new model of operation that allows an organization to sense, decide, and act autonomous-
ly. As markets become increasingly volatile, the difference between Al-based decision
insights and Al-enabled execution will continue to grow. Today, organizations that deliber-
ately remodel a governed autonomy will define the trajectory of growth, success, and rele-
vance in the autonomous era of Retail & CPC.

Are you ready to go from Al that

suggests to Al that acts?

To begin your Agentic Al journey, first determine your initial set of "high-impact" Action Loops
and then the guardrails for autonomous execution.
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