THE
AGENTIC

Why Al's Next Chapter Is About
Execution, Not Insight

THE AGE OF ANALYSIS

Data collected. Reports generated. Humans decide.

THE AGE OF PREDICTION

Al forecasts. Insights surfaced. Humans still act.

THE AGE OF EXECUTION

Al agents sense, decide, and execute continuously.

Ron Bonacci
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INTRODUCTION

The Era of Al Pilots in Grocery Is Over

In 2026, the conversation in grocery retail has fundamentally shifted. We're no longer asking

whether Al belongs in merchandising. We're redesigning the operating model around it.

At Birdzi, we have a front-row seat to this transformation. Here's what we're seeing
across the industry.

"We're no longer asking whether Al belongs in merchandising.
We're redesigning the operating model around it."

O1Always-On Merchandising

Connected Al agents now run the continuous analytical loops humans never could —
reacting to competitor price moves, weather shifts, and supply disruptions in hours, not
weeks. Category decisions that once took review cycles are compressed into near real-time

optimization across pricing, promotion, and shelf space.

This isn't about replacing the merchant's judgment. It's about giving that judgment a force
multiplier: one that never sleeps, never waits for the next quarterly review, and never misses

a signal buried in the data.

Category decisions that once took weeks are compressed into near
real-time optimization.

Pricing. Promotion. Shelf space. Continuously.
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02 The Merchant's New Mandate

This doesn't replace category managers — it elevates them. The best teams are shifting
from spreadsheet execution to strategy and governance: setting guardrails, defining pricing
rules, and reinvesting their time in supplier relationships, innovation, and in-store theater —

especially in Fresh.

In many ways, the future merchant becomes less of an analyst and more of an architect.
Their role shifts toward defining objectives, establishing guardrails, evaluating outcomes,

and ensuring technology remains aligned with business goals and customer expectations.

"The best teams are shifting from spreadsheet execution to strategy
and governance: reinvesting their time in supplier relationships,

innovation, and in-store theater."

The organizations that thrive won't be those that replace people with Al. They'll be the ones

that combine human judgment with machine execution most effectively.

03 The Fragmented Basket Risk

Consumers are delegating grocery lists to autonomous assistants that assemble
multi-vendor carts on price and speed alone. Grocers who don't own a contextualized,
loyalty-integrated relationship with their shoppers risk becoming commoditized fulfillment

centers.

This is exactly why we built Birdzi's shopper intelligence platform the way we did. When you
truly understand each shopper's value, engagement, and behavior at the individual level —

our KIC™ Score — your personalization becomes a moat no third-party agent can replicate.

"When you truly understand each shopper's value, engagement, and

behavior at the individual level, your personalization becomes a moat

no third-party agent can replicate.”

First-party customer intelligence is no longer just a marketing asset. In the agentic era, it

becomes a strategic barrier to commoditization.
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04 The Shelf Goes Dynamic

Electronic shelf labels and smart screens are becoming real-time, bid-driven media
surfaces. Computer vision is closing the gap between planogram and on-shelf reality —

while fighting shrink and powering smarter substitutions.

The retailers winning here are the ones pairing these surfaces with true 1:1shopper data — so
every dynamic promotion is relevant, not just loud. Visibility without relevance is just noise.
The goal isn't to display more messages. It's to deliver the right message, to the right

customer, at the right moment.

Visibility without relevance is just noise.

The retailers winning pair dynamic shelf surfaces with true 1:1 shopper intelligence.

The Throughline

Winners aren't just selling products anymore. They're orchestrating intelligent,
hyper-personalized value exchanges , where humans drive the strategy and agents

orchestrate the execution.

That's the future we're building at Birdzi: giving regional and independent grocers the

shopper intelligence and personalization engine to compete — and win — in the agentic era.

"Where is your organization on this curve ? Are you and your

teams still piloting, or already operating?"
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