Al ADOPTION TRENDS / FIELD REPORT 06

Retail +
Ecommerce Al
2026

From product discovery to
accountable transactions
A decision-grade field study for retail, ecommerce,

merchandising, digital, store, service, supply chain, data,
finance, risk, and customer-experience leaders.

28 pages / evidence, cases, economics, controls, worksheets

Research cutoff: 22 September 2026

aiadoptiontrends.com




Al ADOPTION TRENDS / RETAIL + ECOMMERCE Al / 2026

THE DECISION MEMO

02

Retail Al creates value only when it
improves a customer or inventory decision
without corrupting product truth, price
integrity, service recovery, or

measurement.

17.1% $340.2B  $12B

US retail sales transacted through US ecommerce sales in Q2 2026, up Amazon-reported incremental

ecommerce in Q2 2026, seasonally 12.2% from Q2 2025.
adjusted.

® Fund product truth first

Improve attributes, inventory, price, availability, delivery promises,
and policy content before adding conversational discovery.

® Measure incremental behavior

Use holdouts or phased rollouts. Sessions, engagement, and
generated copy are not revenue proof.

® Separate advice from action

Recommendation, cart creation, price setting, purchase, refund,
and account action require progressively stronger controls.

® Preserve customer recourse

Every automated decision needs a visible correction path,
responsible owner, and recoverable system-of-record event.

Executive decision

annualized sales attributed to Rufus in
2025.

PRIORITY DECISION

Start with one high-volume customer journey where
product data is measurable and the action remains
reversible: discovery to product view, product question
to verified answer, or service intent to reviewed
resolution.

PRINCIPAL LIMITATION

Public retail evidence is dominated by company
disclosures. Treat reported lifts as useful operating
signals, not transferable causal estimates, unless the
population, comparator, time window, and concurrent
changes are disclosed.

September 2026
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A LARGE MARKET IS MOVING FROM SEARCH BOXES TO ASSISTED DECISIONS

The opportunity is material, but scale and
conversion claims use different populations
and cannot be compared without
denominators.

1 2 o 2 % ECOMMERCE GROWTH 3 O OM -I-RUFUS GG

US Q2 2026 ecommerce sales growth Amazon-reported customers using
from Q2 2025; Census estimate with a Rufus during 2025; reach, not retained
+/-0.9 point interval. use.

23% e 18 WEEKS

Sam's Club-reported reduction in exit Maximum production-timeline
time after computer-vision receipt reduction Walmart attributes to its
verification at early sites. Trend-to-Product capability.

Q2 2026 US RETAIL MIX - SHARE OF SALES
Ecommerce aE—— 17.1%

Store and other retail CmmEEmmmmmmmmm———————— - 82.9%

Census defines ecommerce as orders placed over the internet, mobile device, EDI, email, or comparable online system; payment
may occur online or offline. This is a channel measure, not an Al-adoption measure.

Measured signals September 2026
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SIX SYSTEMS DETERMINE WHETHER RETAIL Al PAYS

A polished assistant cannot repair a broken
catalog, a late inventory feed, an unstaffed
exception queue, or attribution that counts
correlation as lift.

01 Product truth 02 Discovery

VALUE Structured attributes, claims, media, VALUE Search, recommendations, comparison,
compatibility bundles

EVIDENCE Completeness, error and correction rate EVIDENCE Holdout conversion and downstream returns

FACEPLANT Invented feature or stale specification FACEPLANT Relevance lift hides poor-fit purchases

03 Price and offer 04 Inventory promise

VALUE Promotion, markdown, eligibility, media VALUE Availability, substitution, routing, delivery

EVIDENCE Incremental margin by customer and cohort EVIDENCE Fill rate, cancellations and promise accuracy

FACEPLANT Opagque or discriminatory treatment FACEPLANT Model sells inventory that is not there

05 Service and returns 06 Transaction

VALUE Intent, answer, remedy and routing VALUE Cart, purchase, payment, account action

EVIDENCE Resolved demand, repeat contact and EVIDENCE Confirmed intent, error and reversal rate

redress
FACEPLANT Deflection strands a customer FACEPLANT Agent completes the wrong action

PORTFOLIO RULE

Do not prioritize by model novelty. Rank each workflow by measurable loss, data readiness, action reversibility, customer
consequence, exception capacity, and ability to run a credible comparison.

Portfolio architecture September 2026
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GRANT AUTHORITY ONE TRANSACTION AT A TIME

05

The control question is not whether Al is
present. It is what the system may do before
a person or customer confirms it.

O Describe

Q Recommend

Prepare

° Execute

NON-NEGOTIABLE

SOURCE

COMPARATOR

RECOVERY

Summarize a product, policy, order, or demand signal using
timestamped approved records.

Rank, match, suggest, or draft while preserving alternatives,
rationale, and measurement against current practice.

Build a cart, response, refund proposal, order change, or
replenishment action for explicit review.

Change price, place an order, issue value, or alter an account only
inside hard limits with logging and reversal.

Customer intent is not implied by a conversation. Any system that can spend money, change price, submit an order, deny a remedy,
or modify an account needs explicit authority, a receipt, and a practical reversal path.

Authority boundary

September 2026
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AMAZON RUFUS: DISCOVERY BECOMES A MEASURABLE SALES SURFACE

Amazon moved its shopping assistant from
question answering toward comparison,
price tracking, cart action, and purchasing.

WHAT CHANGED

Rufus was embedded across Amazon's shopping journey and connected to catalog, reviews, Q&A, web sources, price
history, customer context, cart, and selected agentic actions.

MEASURED RESULT EVIDENCE LIMIT
Amazon reported 300 million-plus customers used Rufus in Amazon has not publicly supplied the experiment design,
2025 and attributed nearly $12 billion in incremental eligible population, attribution window, margin effect, return
annualized sales to it. A later product update reported users effect, or selection adjustment. Users who invoke an
were more than 60% more likely to purchase during a assistant may already have higher intent.
shopping trip.
| |

Treat conversational shopping as a new funnel with its own exposure, answer, product-view, cart,
purchase, cancellation, return, and margin measures.

WHAT TO REPLICATE

@ Ground answers in live catalog, policy, price, inventory, and review records.
@ Separate assistant exposure from voluntary use and completed actions.
@ Measure downstream cancellation, return, complaint, and contribution margin.

@ Keep customer confirmation visible before purchase or account action.

Source basis: Amazon Q4 2025 results and Amazon retail product disclosures; all outcomes are company-reported.

Named operator case September 2026
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WALMART: PRODUCT DATA AND DESIGN BEFORE AUTONOMOUS SHOPPING

Walmart's disclosures show where
proprietary retail data can compress
internal work while humans retain
assortment authority.

WHAT CHANGED

Walmart applied generative Al to catalog enhancement, solution-oriented search, customer care, and Trend-to-Product,
which synthesizes signals into draft mood boards and product concepts for merchants and designers.

MEASURED RESULT EVIDENCE LIMIT

Walmart reports Trend-to-Product can reduce fashion The maximum reductions are company-reported and bundle
production timelines by as much as 18 weeks and says model, workflow, data, and process changes. Public
Al-supported customer care reduced resolution time by as disclosures do not provide baseline distributions, cost,
much as 40%. quality, sell-through, or return effects.

The defensible operating model uses Al to compress research and preparation while accountable
merchants, designers, and service owners decide what reaches customers.

WHAT TO REPLICATE

@ Create an approved product-claim and attribute schema.
@ Measure elapsed time and correction load, not output volume.
@ Require merchant approval for customer-visible claims and assortment decisions.

@ Track sell-through, margin, returns, complaints, and rework after launch.

Source basis: Walmart newsroom, investor materials, and public-company disclosures; results are company-reported.

Named operator case September 2026
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SAM'S CLUB: COMPUTER VISION REMOVES A SPECIFIC QUEUE

A clearly bounded physical journey
produced a measurable customer-time
result and a visible fallback.

WHAT CHANGED

Computer vision and digital receipt data were combined to verify paid items as members left clubs, replacing a manual
receipt-check bottleneck for eligible baskets while associates remained available.

MEASURED RESULT EVIDENCE LIMIT

At more than 120 early locations, Sam's Club reported more The disclosure does not provide the baseline seconds,
than half of members received the friction-free experience loss-prevention effect, false-clear or false-intervention rate,
and all members exited 23% faster. The system later demographic performance, labor change, or independent
expanded across roughly 600 clubs. verification.

Strong retail AI removes one measured point of friction, combines physical and transaction
evidence, and retains a recoverable staffed path.

WHAT TO REPLICATE

@ Baseline queue time and intervention rate by site and hour.
® Measure false intervention and missed-loss outcomes together.
@ Preserve an accessible manual path and a clear customer explanation.

@ Validate lighting, basket types, traffic, network loss, and store variation.

Source basis: Sam's Club and Walmart public disclosures; results are company-reported.

Named operator case September 2026
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USE THE STRONGEST EVIDENCE FOR THE DECISION AT HAND

Reach, engagement, conversion, revenue,
margin, and customer value answer
different questions.

Evidence What it proves What it cannot prove Decision use

Government market series Market size and channel Al contribution or company Set the denominator and external trend
movement performance

Randomized holdout Incremental effect for eligible Automatic transfer to another Fund or stop a bounded feature
traffic category

Phased site rollout Operational change across Clean causality if rollout is selective Test scalability and variation

stores or teams

Company disclosure What an operator reports at Independent causality or full Generate hypotheses and diligence
scale economics
Vendor case Possible workflow and Typical performance Design questions, never forecast

implementation shape

EVIDENCE RULE

For every headline result record the eligible population, exposure, comparison, time window, metric definition, concurrent changes,
data owner, source relationship, and downstream effect on margin, returns, complaints, and correction work.

Evidence discipline September 2026
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A PRODUCT-ANSWER ASSISTANT MUST EARN CONTRIBUTION MARGIN

A conversion lift is not a return if bad
answers create returns, contacts, credits,
and trust loss.

ILLUSTRATIVE BASE CASE - REPLACE EVERY INPUT

Eligible assisted sessions 2,000,000 / month replace
Incremental orders from holdout +12,000 measured
Contribution per retained order $18 +$216,000
Incremental returns and credits -$54,000 measured
Model, retrieval and platform -$62,000 invoice
Review, support and correction labor -$38,000 measured
Monthly operating contribution $62,000 decision
SENSITIVITY
Half the measured lift G 677
Return rate +2 points ) -35%
Inference cost -30% ) +30%
Repeat contact -15% ) +22%

DO NOT COUNT

Do not count all purchases by assistant users, generated descriptions, answered questions, deflected contacts, or gross revenue.
Count incremental retained contribution after returns, discounts, fulfillment, service, platform, review, redress, and implementation
cost.

Worked economics September 2026
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BUY THE OPERATING SYSTEM, NOT THE DEMO

11

Retail Al touches changing facts. The
contract and architecture must preserve
product truth, customer choice,
observability, and recovery.

O Source contract

Which catalog, price, inventory, policy, order, identity, and
consent fields are authoritative, timestamped, and returned with
the output?

e Action boundary

Which cart, price, order, refund, communication, and account
actions are technically impossible without confirmation?

° Commercial model

Model cost by eligible request, interaction, action, retained order,
store, integration, review, support, and peak demand.

WALK-AWAY CONDITION

e Evaluation

Can you test answer accuracy, ranking quality, subgroup
behavior, latency, bad-action rate, and downstream returns on
your own traffic?

° Customer recourse

Can customers correct context, reject recommendations, reach a
person, reverse an action, and obtain a durable receipt?

e Change control

Require notice, version evidence, regression tests, rollback,
retained logs, subcontractor disclosure, and data-return terms.

Walk away if the supplier cannot reproduce the source and system event behind a customer-facing claim or action, cannot support a
credible holdout, or makes price, purchase, refund, or account behavior inseparable from a black-box service.

Procurement

September 2026
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A 90-DAY PILOT THAT REACHES A COMMERCIAL DECISION

12

Begin with one journey, one eligible
population, one comparator, and one
accountable product owner.

Baseline Weeks 1-2 ) - ) .
” Define eligible demand; measure conversion, margin, returns, contacts,
corrections, latency, and customer segments.

a Contract Weeks 2-3
a Shadow Weeks 3-5
° Limited release Weeks 6-8
e Decide Weeks 9-12

MINIMUM STOP RULES

Pause for unsupported product claims, materially wrong
price or availability, purchase without clear confirmation,
subgroup harm, inaccessible recovery, unmanageable
exceptions, or an effect that disappears after returns and
cost.

Implementation

Lock sources, permissions, excluded claims, authority, logging, customer notice,
escalation, and rollback.

Generate answers or rankings without customer exposure; adjudicate
unsupported claims, omissions, and stale facts.

Expose a randomized or phased population; monitor errors, customer behavior,
exceptions, and operating load daily.

Reconcile retained contribution and customer outcomes; stress peak demand
and failure; scale, modify, or stop.

MINIMUM SCALE RULES

Require sustained incremental contribution, stable product
accuracy, no adverse return or complaint trend,
manageable interventions, tested rollback, named
operational ownership, and evidence across categories or
sites.

September 2026
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THE SCORECARD MUST REACH RETAINED CUSTOMER VALUE

13

An assistant that raises immediate
conversion but also raises returns and
repeat contacts has not passed.

Retained contribution
OWNER Finance / digital

GATE Incremental after returns and cost

Journey quality
OWNER Product

GATE Conversion with cancellation and return

Fair treatment
OWNER Risk / legal

GATE Price, offer and action by cohort

BALANCED RULE

Product truth
OWNER Merchandising
GATE Unsupported claim and stale-fact limit

Customer recovery
OWNER Service

GATE Resolution, repeat contact and redress

Operational resilience
OWNER Technology

GATE Peak load, rollback and manual mode

Scale only when contribution, product truth, customer outcomes, treatment across cohorts, exception capacity, security, and recovery
pass together. Never average a serious customer-harm signal into a healthy conversion rate.

Measurement

September 2026
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WHERE RETAIL Al FACEPLANTS

14

Retail failures propagate quickly because
one bad fact can reach search, ads, service,
marketplaces, and agents at once.

Catalog hallucination

Generated copy invents a feature, material, compatibility, or
certification.

Suppress; trace source; correct feeds; notify
affected orders

Conversion mirage

Users of the feature buy more, but intent selection is treated as
causal lift.

Random holdout; exposure analysis; retained
margin

Price distrust

Personalized offers cannot be explained or compared
consistently.

Approved inputs; fairness review; customer
explanation

Agentic misbuy

Wrong item, quantity, address, timing, or payment is used.

Confirm summary; cooling-off; cancel; durable
receipt

Failure library

Phantom inventory

Assistant recommends stock that is stale, reserved, or
unavailable locally.

Timestamp; recheck before cart; offer explicit
substitute

Return boomerang

Recommendations lift orders but worsen fit, return, and support
demand.

Category guardrail; return reason; net
contribution

Deflection trap

The bot closes or loops a customer who needs a remedy.

Intent threshold; human route; reopen and
redress

Review pollution

Generated or manipulated testimonials distort product evidence.

Provenance; moderation; disclosure; FTC review

September 2026
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RUN THIS EXERCISE BEFORE AN ASSISTANT CAN PLACE AN ORDER

A product-feed delay collides with an
agentic promotion during peak traffic.

SCENARIO

A shopping assistant recommends and auto-adds a promoted appliance using yesterday's price and availability. Inventory is
exhausted in several regions, a compatibility attribute is wrong, and some customers have already authorized automatic purchase.

0-5 min Detect ) i ) o .

Which price, feed-age, order, cancellation, contact, and social signals reveal the issue?
5-15 min Contain . . . N .

Can you stop recommendations and purchasing without disabling ordinary checkout?
15-25 min Identify ) . .

Which customers, orders, regions, prompts, catalog versions, and offers are affected?
25-35 min Remedy ) i

Who cancels, substitutes, honors price, contacts customers, and records redress?
35-45 min Restart

What feed, confirmation, monitoring, and authority changes are required?

EVIDENCE TO LEAVE THE ROOM WITH

Named incident lead / catalog and offer versions / feed timestamps / affected sessions and orders / authorization record / customer
notice / refund or substitute / model and rule rollback / restart approvals.

PASS CONDITION

The team can stop the action, identify every affected order, restore accurate product truth, give customers a fair remedy, preserve the
record, and restart only after commercial, service, legal, and technology approval.

Tabletop exercise September 2026
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SCALE THROUGH A RETAIL DECISION RECORD

Every recommendation and action should
be reconstructable from the facts available
at that moment.

o1

Truth layer

Catalog, price, inventory,

policy, identity, consent,
order, and time.

02

Decision layer

Retrieval, ranking, model,
prompt, rules, thresholds,
version, and rationale.

03

Journey layer

Exposure, answer, product
view, cart, confirmation,
purchase, and service.

04
Outcome layer
Margin, return, complaint,

correction, redress, cohort,
and learning.

SCALE TEST

A second category or site should inherit the source contract, event schema, test harness, control
patterns, and economics model - not the first category's attributes, intent mix, margin, return
behavior, or threshold.

WHAT CENTRALIZE / WHAT LOCALIZE

Centralize identity, consent, event definitions, product-claim policy, evaluation, incident response, vendor controls, and reusable
integrations. Localize category attributes, substitutions, margin, seasonal behavior, service exceptions, store constraints, and
commercial authority.

Scale architecture September 2026
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EIGHT QUESTIONS BEFORE Al TOUCHES THE TRANSACTION

The approval packet should make customer
value and failure recovery as visible as
projected sales.

01 What customer or inventory decision changes? 02 What is the eligible population and
comparator?

03 Which facts are authoritative and how fresh are 04 What may the system describe, recommend,
they? prepare, or execute?

05 How are margin, returns, service, and redress 06 Which cohorts could receive worse products,
reconciled? prices, or remedies?

07 Can every action be explained, reversed, and 08 Who can stop the system and who approves
audited? restart?

APPROVAL STANDARD

Approve a bounded retail capability with a verified baseline, source contract, event-level experiment, customer confirmation, full
contribution economics, fairness review, staffed exceptions, durable records, tested rollback, and named commercial ownership.

Approval September 2026
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START WITH THE CHANNEL DENOMINATOR

Al claims sit inside a retail market already
moving between stores, apps,
marketplaces, social feeds, and assistants.

MEASURE MEASURE

Channel sales Eligible journeys

Use Census market series for external context; keep company Count sessions or tasks that could reasonably use the capability,
digital penetration and Al-assisted sales separate. not all traffic or all customers.

MEASURE MEASURE

Exposure and use Retained outcome

Distinguish feature availability, visible exposure, interaction, Reconcile purchase with cancellation, return, discount, fulfillment,
accepted recommendation, and completed action. service, fraud, and contribution margin.

DENOMINATOR RULE

Never place market share, feature users, conversion among users, and attributed revenue on the same causal ladder. Each has a
different denominator and answers a different decision question.

Market baseline September 2026
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SEQUENCE VALUE BY REVERSIBILITY

19

The safest starting point improves
information. The hardest systems set terms

or move moincey.

LOWER AUTHORITY

Catalog enrichment

Draft attributes and descriptions from approved specifications;
review before syndication.

MEDIUM AUTHORITY

Discovery and fit

Rank, compare, bundle, size, or substitute; measure returns and
subgroup behavior.

SEQUENCE RULE

LOWER AUTHORITY

Internal assistance

Summarize demand, service themes, assortment data, and
procedures for trained employees.

HIGHER AUTHORITY

Price, remedy, purchase

Set an offer, issue value, alter an account, or transact only within
explicit limits and recovery.

Move from description to recommendation to preparation to execution only after the preceding level produces stable value and

trustworthy records.

Use-case portfolio

September 2026
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THE CATALOG IS THE CONTROL SURFACE

20

Generative systems amplify whatever is
missing, conflicting, late, or unowned in the

product record.

REQUIRED

Claim provenance

Store the specification, supplier document, certification, policy, or
approved copy behind each material claim.

REQUIRED

Compatibility graph

Represent model, size, ingredient, accessory, installation, and
exclusion relationships explicitly.

PUBLICATION GATE

REQUIRED

Time and locality

Price, availability, delivery, promotion, and policy answers need
location, effective time, and expiration.

REQUIRED

Correction loop

Send customer and employee corrections to a staffed queue;
measure correction age and recurrence.

If an answer cannot name its source, effective time, and product identifier, it may be useful as a draft but should not become a

customer-facing fact.

Product truth

September 2026
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CONVERSION NEEDS A CREDIBLE COUNTERFACTUAL

High-intent customers are often the first to
use shopping assistants, making naive user
comparisons unreliable.

PREFERRED ALTERNATIVE

Random holdout Phased rollout

Assign eligible traffic before exposure and preserve the ordinary Randomize stores, categories, regions, or time blocks; test
journey for the comparison group. pre-trends and rollout selection.

GUARDRAIL READOUT

Interference Heterogeneous effect

Watch shared inventory, merchandising, promotions, and service Report results by category, device, new versus returning
queues that can contaminate control traffic. customer, geography, and journey intent.

DECISION STANDARD

Require predeclared primary outcomes, a minimum detectable effect, a fixed readout window, and a rule for handling returns that
arrive after the test ends.

Experiment design September 2026
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A TRANSACTION IS A CHAIN OF PERMISSIONS

Discovery, selection, cart creation,
payment, fulfillment, cancellation, and
return should not collapse into one vague
authorization.

BEFORE DURING

Intent summary Scoped credential

Show item, variant, quantity, seller, condition, price, fees, Limit payment, merchant, amount, category, frequency, address,
delivery, subscription, and return terms. and authorization duration.

AFTER RECOVERY

Durable receipt Cooling-off and reversal

Record what the system saw, proposed, confirmed, purchased, Provide cancellation, human support, refund status, substitution
and communicated to the customer. control, and dispute evidence.

AUTHORITY RULE

Do not use a customer's broad request as blanket authorization for hidden substitutions, changed terms, recurring purchases, or a
different seller.

Agentic commerce September 2026
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USEFUL CONTEXT CAN BECOME UNFAIR TREATMENT

Recommendations, ranking, promotions,
and pricing use overlapping data but create
different customer consequences.

DISCLOSE TEST

Data purpose Outcome parity

State which account, behavior, location, household, device, and Compare product quality, price, discount, delivery, remedy, and
inferred data shape the experience. error across meaningful cohorts.

CONTROL RECOURSE

Sensitive inference Customer correction

Block or review health, hardship, protected-class proxies, Let customers inspect, correct, clear, or opt out of remembered
children, and other high-consequence signals. preferences where practical.

COMMERCIAL TEST

Personalization should improve relevance without quietly degrading price, product quality, availability, or remedy for a customer who
is less profitable or less legible to the model.

Personalization September 2026
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DEFLECTION IS NOT RESOLUTION

Automation frequently appears profitable
because the model counts a closed
conversation while the customer continues
elsewhere.

COUNT COUNT

Resolved demand Remedy quality

Measure no repeat contact, no reopened case, and no Track correct refund, replacement, credit, warranty, cancellation,
downstream complaint for a defined window. and promised follow-through.

COUNT COUNT

Customer effort Redress

Include transfers, repeated explanations, channel switching, Measure correction time and completeness when an automated
elapsed time, and accessibility. answer or action was wrong.

SERVICE RULE

A lower contact rate is a benefit only when valid customer demand was actually resolved rather than abandoned, suppressed, or
shifted to another channel.

Service and returns September 2026
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RETAIL VALUE LEAKS AT THE EDGES

Model and license costs are visible; catalog
repair, review, returns, exceptions, and
redress usually are not.

COST COST

Build and integration Run

Data cleanup, retrieval, event instrumentation, identity, consent, Inference, search, storage, observability, vendor minimums, peak
testing, security, and rollout. capacity, and support.

COST LOSS

Human work Error consequence

Merchandising review, service exceptions, corrections, model Returns, credits, chargebacks, lost margin, regulatory work,
operations, legal, and training. customer recovery, and trust.

FINANCE RULE

Show base, downside, and break-even cases. Do not capitalize a theoretical labor saving unless workload, staffing, or capacity
actually changes.

Operating economics September 2026
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DEMAND EVIDENCE AT YOUR DECISION BOUNDARY

A vendor's aggregate benchmark cannot tell
you whether a system will work on your
products, customers, stores, or remedies.

ASK ASK

Evaluation population System dependency

Which languages, categories, intents, edge cases, and customer Which external models, search indexes, product feeds, plugins,
groups were tested, and who labeled success? and subprocessors can change behavior?

ASK ASK

Failure evidence Exit mechanics

Provide unsupported-claim, stale-fact, bad-action, outage, Confirm data return, log retention, model portability, transition
security, and recovery rates. support, and termination assistance.

EVIDENCE RULE

Require your own acceptance set and production holdout. A polished demonstration is evidence that the happy path can be
presented, not that the operating system is ready.

Vendor diligence September 2026
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COMPLETE THIS BEFORE FUNDING

A serious proposal should fit on one page
before the implementation deck becomes

fifty.

WRITE

Decision and owner

Name the customer or inventory decision, eligible population,
system owner, and accountable executive.

WRITE

Authority and recovery

State permitted actions, confirmation, exceptions, rollback,
customer remedy, and stop owner.

APPROVAL SENTENCE

WRITE

Baseline and comparator

Record current performance, data window, primary outcome,
guardrails, and comparison design.

WRITE

Economics and scale gate

27

State full cost, break-even effect, downside, readout date, and the

evidence required to expand.

We will test [capability] for [eligible journey] against [comparator] until [date], with [authority limit], and scale only if [primary outcome]

improves while [guardrails] remain within [thresholds].

Executive worksheet

September 2026
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EVIDENCE LEDGER

28

What this report can and cannot tell you

Research cutoff 22 September 2026. This report prioritizes government statistics, regulatory material,

public-company filings, and first-party operating disclosures. Company outcomes are labeled as company-reported.
lllustrative economics are not forecasts. No unnamed interview or undisclosed proprietary dataset is presented as
evidence.

SOURCE LEDGER

[

[2]
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[€]

[71

[8]

[

[10]

(1]

2]

U.S. Census Bureau, Quarterly Retail E-Commerce Sales, Q2 2026

www.census.gov/retail/ecommerce.html

U.S. Census Bureau, Quarterly E-Commerce Survey methodology

www.census.gov/retail/ecommerce/about_the_surveys.html

Federal Trade Commission, Surveillance Pricing Study initial findings

www.ftc.gov/news-events/news/press-releases/2025/01/ftc-surveillance-pricing-stud...

Federal Trade Commission, Consumer Reviews and Testimonials Rule

www.ftc.gov/business-guidance/resources/consumer-reviews-testimonials-rule-questi...

NIST, Atrtificial Intelligence Risk Management Framework: Generative Al Profile

www.nist.gov/publications/artificial-intelligence-risk-management-framework-gener...

Amazon, Q4 2025 results and Rufus operating disclosure

www . aboutamazon.com/news/company-news/amazon-earnings-q4-2025-report

Amazon, shopping-assistant adoption and product metrics

www.aboutamazon.com/news/retail/amazon-rufus-ai-assistant-personalized-shopping-f...

Walmart, 2025 Annual Report

www.sec.gov/Archives/edgar/data/104169/000010416925000059/walmartannualreport2025. ..

Walmart, Al-first shopping partnership and operating results

corporate.walmart.com/news/2025/10/14/walmart-partners-with-openai-to-create-ai-f...

Walmart, Trend-to-Product operating description

corporate.walmart.com/news/2025/04/09/in-an-ever-changing-environment-walmart-use...

Sam's Club, Al-powered exit rollout and measured queue result

corporate.walmart.com/about/samsclub/news/2024/04/30/sams-club-deploys-ai-powered...

Etsy, 2025 Form 10-K

www.sec.gov/Archives/edgar/data/1370637/000137063726000019/etsy-20251231.htm
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https://www.census.gov/retail/ecommerce.html
https://www.census.gov/retail/ecommerce/about_the_surveys.html
https://www.ftc.gov/news-events/news/press-releases/2025/01/ftc-surveillance-pricing-study-indicates-wide-range-personal-data-used-set-individualized-consumer
https://www.ftc.gov/business-guidance/resources/consumer-reviews-testimonials-rule-questions-answers
https://www.nist.gov/publications/artificial-intelligence-risk-management-framework-generative-artificial-intelligence
https://www.aboutamazon.com/news/company-news/amazon-earnings-q4-2025-report
https://www.aboutamazon.com/news/retail/amazon-rufus-ai-assistant-personalized-shopping-features
https://www.sec.gov/Archives/edgar/data/104169/000010416925000059/walmartannualreport2025.pdf
https://corporate.walmart.com/news/2025/10/14/walmart-partners-with-openai-to-create-ai-first-shopping-experiences
https://corporate.walmart.com/news/2025/04/09/in-an-ever-changing-environment-walmart-uses-genai-to-create-cool-for-customers
https://corporate.walmart.com/about/samsclub/news/2024/04/30/sams-club-deploys-ai-powered-exit-technology-at-120-locations-leading-retail-industry-with-customer-experience-innovation
https://www.sec.gov/Archives/edgar/data/1370637/000137063726000019/etsy-20251231.htm

