


Significant dispersion in maturity; CPG lagging retailers

B Most CPGs have yet to-turn Bifurcating sharply between
CPG Y 7 RETAIL =

experimentation into scale advanced players and-explorers

Current state of Al deployment maturity Current state of Al deployment maturity
(% of respondents in each stage, aggregated across domains) (% of respondents in each stage, aggregated across domains)

6% 76%

Behind Explorers

40% 157% EBY:

Behind Explorers

Note: Scaling impact: companies scaled or fully deployed on at least half of the demand-shaping levers. Explorers: companies with a mix of scaled and piloting initiatives. Behind:
companies yet to start or still in early pilot on at least half of the levers.
Source: CGF x BCG "Al in CPG and Retail: How Winners are Pulling Ahead" Survey, April 2026 (n=39), BCG analysis 2

Copyright © 2025 by Boston Consulting Group. All rights reserved.



Most advanced CPG companies are scaling in demand and supply forecasting
and insight generation for brand building

CPG1 CPG2 CPG3 CPG4 CPG5 CPG6 CPG7 CPG8 CPG9 CPG10 CPG11 CPG12 CPG13 CPG14 CPG15 CPG 16 CPG 17

Insight to concept generation - -
Product innovation

Agents stress-test innovation projects
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Task automation

Demand & supply forecasting

Revenue growth management optimization

Digital shelf optimization

Augmented & virtual sales rep

Partner to sell

Augmented & virtual KAM

Insight generation for brand building, reporting, &
planning

Tailored content generation & E2E campaign execution

)= Media optimization & ROl measurement

28 Al-driven social & influencer marketing insight &
=il activation

(S

Agentic commerce orchestration incl. GEO optimization

Brand building to

Direct-to-consumer new business models

. Scaled in selected . .
Source: CGF x BCG "Al for Growth, Productivity & Advantage” Survey, April 2026 Legend: PSSR I
Note: Respondents were asked "What is the current stage of implementation of the following Al levers in your company?”; n=17 Copilot compatible  Autopilot compatible 3
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Retail landscape shows more of a bifurcation, with front-runners focusing Al
capabilities on pricing, demand forecasting, and operations

R1 R2 R3 R4 R5 R6 R7 R8 R9

R10 R11 R12 R13 R14 R15 R16 R17 R18 R19 R20 R21 R22
Pricing & promotion optimization
Assortment, category, & planogram optimization

Shopper insights & demand/trend detection

assortment

Supplier & commercial negotiation assistant
Demand & inventory forecasting hub

Supply chain & replenishment optimization

Smart operations & monetization of in-store services

Store workforce & shift schedule opt.

Warehousing & transport optimization

availability
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Digital shelf accuracy & compliance

Store footprint & layout optimization

Personalized loyalty programs

Churn prediction & CRM activation

Customer service assistant

Tailored content generation & E2E campaign execution

Marketing to
engagement

Media optimization and ROl measurement

Agentic shopping incl. GEO optimization

. Scaled in selected . .
Source: CGF x BCG "Al for Growth, Productivity & Advantage” Survey, April 2026 Legend: PSSR I
Note: Respondents were asked, "What is the current stage of implementation of the following Al levers in your company?”; n=22 Copilot compatible  Autopilot compatible
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What Al leaders do differently to win

1

They point Al
at 2-3 battles
they want to
win and focus
on the
supporting
functions to
deliver

Source: CGF x BCG "Al for Growth, Productivity & Advantage" Survey, April 2026 (n=39), BCG analysis

2

They set a
quantifiable
ambition for
exponential
change and
track it
diligently

3

They go beyond
productivity
tools and
reshape high-
impact
workflows

4

They redesign
growth
functions and
roles for an
agent-led,
continuous
workflow

3

They codify
tacit
knowledge -
what only
their teams
know about
the consumer
and the
industry

6

They track
cost against
realized
value,
including on
token
consumption
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Disclaimer

The services and materials provided by Boston Consulting Group (BCG) are subject to BCG's Standard Terms

(a copy of which is available upon request) or such other agreement as may have been previously executed by BCG.
BCG does not provide legal, accounting, or tax advice. The Client is responsible for obtaining independent advice
concerning these matters. This advice may affect the guidance given by BCG. Further, BCG has made no undertaking
to update these materials after the date hereof, notwithstanding that such information may become outdated

or inaccurate.

The materials contained in this presentation are designed for the sole use by the board of directors or senior
management of the Client and solely for the limited purposes described in the presentation. The materials shall not be
copied or given to any person or entity other than the Client (“Third Party”) without the prior written consent of BCG.
These materials serve only as the focus for discussion; they are incomplete without the accompanying oral commentary
and may not be relied on as a stand-alone document. Further, Third Parties may not, and it is unreasonable for any
Third Party to, rely on these materials for any purpose whatsoever. To the fullest extent permitted by law (and except
to the extent otherwise agreed in a signed writing by BCG), BCG shall have no liability whatsoever to any Third Party,
and any Third Party hereby waives any rights and claims it may have at any time against BCG with regard to the
services, this presentation, or other materials, including the accuracy or completeness thereof. Receipt and review of
this document shall be deemed agreement with and consideration for the foregoing.

BCG does not provide fairness opinions or valuations of market transactions, and these materials should not be relied on
or construed as such. Further, the financial evaluations, projected market and financial information, and conclusions
contained in these materials are based upon standard valuation methodologies, are not definitive forecasts, and are not
guaranteed by BCG. BCG has used public and/or confidential data and assumptions provided to BCG by the Client.

BCG has not independently verified the data and assumptions used in these analyses. Changes in the underlying data or
operating assumptions will clearly impact the analyses and conclusions.
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