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What comes after the hype, and how to 
operationalize AI as a core retail function.
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Orchestrated AI That Actually Delivers
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Retail AI is at an Inflection Point
We are currently moving beyond 
experimentation and into activation. This 
was the common theme that came through 
loud and clear at NRF this year across the 
industry.

After years of pilots, solutions, and 
fragmented AI tools, retail leaders are 
asking a more serious question: How do 
we make AI work across the enterprise, 
securely, responsibly, and at scale?

Industry research reinforces this shift. 
According to a recent MIT analysis cited by 
Fortune, up to 95% of generative AI pilots 

fail to scale, not because the technology 
doesn’t work, but because organizations 
lack the operating model to support it. The 
lesson is clear: experimentation alone is 
not enough.

The next stage is all about orchestrated 
AI agents, intelligent systems that operate 
across data, teams, and workflows to drive 
real business outcomes.

This shift demands a new operating model 
for AI, one that balances speed with 
governance, autonomy with control, and 
innovation with trust.

•	 Retail AI is shifting from pilots to 
production.

•	 Disconnected tools can’t deliver 
enterprise impact.

•	 AI agents require orchestration, data 
context, and governance to scale.

•	 Execution is not experimentation, it 
defines the next era of retail AI.
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That’s where Airia steps in

Introduction/Key Takeaways

From Tools to Orchestrated 
AI Agents

KEY THEME 1:

Retail Execution 
at Scale

KEY THEME 2:

Data Is the 
Difference

KEY THEME 3:

Security, Governance 
& Trust: Combined

KEY THEME 4:

2

From AI Experiments 
to Enterprise-Ready 
Retail AI Agents

In collaboration with:

Final Takeaway

Summary 



The Reality Retail 
Leaders Face Today:

Today’s AI landscape inside most retail 
organizations looks like this:

•	 Fragmented initiatives spread across teams and vendors

•	 Heavy reliance on IT that slows deployment and iteration

•	 Siloed data that limits AI effectiveness

•	 Security, governance, and brand-risk concerns that stall progress

The finding: promising pilots 
that never scale.
Industry analysts have been clear on this 
point. Gartner’s Emerging Tech research 
highlights that enterprise AI will fail to scale 
without agentic orchestration platforms, 
bringing to light that the challenge is 
organizational and architectural.

AI tools exist. But without coordination, 
context, and control, they fail to move the 
needle.

The real gap is the absence of a sanctioned, 
enterprise-grade AI foundation, one that 
enables innovation while protecting customer 
trust and brand integrity.

Retail Operating Models Are Failing, Not AI. 

Retailers are struggling with execution.
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From Tools to 
Orchestrated AI Agents
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Why it matters: Most retail AI today operates in isolation:

•	 A chatbot answers questions 
•	 An analytics tool surfaces insights 
•	 A marketing platform personalizes campaigns

But real retail execution requires coordination across 
systems and teams.

AI agents represent a fundamental shift, 
from single-purpose tools to goal-driven, 
autonomous systems that act across 
workflows with full business context.

Key Theme 1:

The Airia Approach

Airia enables retailers to design, 
deploy, and orchestrate AI agents 
without code, while maintaining 
centralized oversight.
•	 Business users build and test agents 

without engineering bottlenecks

•	 Agents operate across connected data 
sources, not silos

•	 Orchestration prevents agent sprawl and 
operational chaos

Benefits

•	 Faster deployment without IT drag

•	 Consistent execution across functions

•	 AI that delivers outcomes
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Retail Execution at Scale
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Where AI Agents Deliver Immediate Value

Retail execution depends on speed, accuracy, and coordination. 
AI agents excel where traditional automation breaks down.

Key Theme 2:
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Hero Use Case 1: Customer Support Automation Hero Use Case 2: Inventory Intelligence

Airia-powered AI agents resolve customer 
inquiries using real-time access to:

•	 Product catalogs

•	 Order history

•	 Inventory availability

•	 Customer profiles

Unlike scripted bots, these agents:

•	 Understand full business context

•	 Act across systems

•	 Resolve issues end-to-end

Inventory decisions are only as strong as 
the data that backs them. Airia agents unify 
demand, supply chain, and inventory data to:

•	 Surface risks before stockouts occur

•	 Identify excess inventory and waste

•	 Enable smarter replenishment decisions

Impact:

•	 Improved availability

•	 Reduced waste

•	 More resilient supply chains

Impact

•	 Faster resolution times

•	 Lower support costs

•	 Improved customer satisfaction

Supporting Use Cases

•	 Personalized Marketing	
AI agents build campaigns using brand guidelines 
and customer behavior, at scale and responsibly.

•	 Sales Enablement	
Agents support prospect research and outreach 
using customer context and buying patterns.
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Data Is the Difference

3

Why it matters: AI Without Context Can’t 
Perform. AI agents are only as effective as 
the data they can access.Airia connects to 
1,000+ enterprise systems, including:

•	 Ecommerce platforms
•	 CRM
•	 Inventory and ERP systems
•	 Supply chain tools

This enables agents to act with full business 
context, not partial information.

Key Theme 3:
Strategic Takeaway

Airia turns disconnected 
retail data into 
coordinated action.

Agents don’t just 
respond, they operate 
autonomously with the 
insight needed to move 
the business forward.
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Security, Governance 
& Trust: Combined
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Why Enterprise AI Needs Guardrails: As AI agents 
gain autonomy and access to sensitive data, risk 
increases. Retailers must protect:

•	 Customer data (PII, payment information)
•	 Brand reputation
•	 Regulatory compliance

This concern is echoed in Gartner’s 
analysis, which emphasizes governance as 
the defining factor separating scalable AI 
from stalled experimentation.

Key Theme 4:

Airia’s Governance-First Design

Airia embeds security and 
governance at the platform level:
•	 Role-based access controls

•	 Audit logging and compliance readiness

•	 Multi-tenant architecture for complex 
retail environments

•	 Responsible AI safeguards to prevent 
misuse and hallucinations

Governance is what makes AI 
scalable and shouldn’t be seen 
as a barrier.

Retail leaders now no longer 
have to choose between speed 
and security.

Introduction/Key Takeaways

From Tools to Orchestrated 
AI Agents

KEY THEME 1:

Retail Execution 
at Scale

KEY THEME 2:

Data Is the 
Difference

KEY THEME 3:

Security, Governance 
& Trust: Combined

KEY THEME 4:

8

From AI Experiments 
to Enterprise-Ready 
Retail AI Agents

In collaboration with:

Final Takeaway

Summary 

https://airia.com/airia-included-in-the-2026-gartner-emerging-tech-ai-vendor-race-enterprise-ai-will-fail-to-scale-without-agentic-orchestration-platforms/
https://airia.com/airia-included-in-the-2026-gartner-emerging-tech-ai-vendor-race-enterprise-ai-will-fail-to-scale-without-agentic-orchestration-platforms/


Where Retail AI Is 
Headed
Retail AI has evolved rapidly:

•	 Then: Experimental, technical, fragmented

•	 Now: No-code, orchestrated, governed

•	 Next: AI agents embedded across every retail 
function

The real question is about how retailers should adopt AI

Retailers that treat AI as a core business function will:

•	 Outpace competitors

•	 Improve margins

•	 Build lasting customer trust

Those who don’t risk falling behind as AI-native 
execution becomes the industry standard.

What Comes After the Hype:

Summary:

Retail has reached a critical 
inflection point.

AI agents are now becoming 
foundational to how modern retail 
operates. But scaling AI requires 
more than technology. It requires 
orchestration, data context, and 
governance.

Airia enables retailers to move 
beyond pilots and build enterprise-
ready AI agents that deliver real 
results, securely and at scale.
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Final Takeaway:

AI is something retailers must 
operationalize.

The future of retail is in favour 
of those who move beyond 

experimentation, and execute 
with confidence.
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