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AN ANONYMISED ENTERPRISE CASE STUDY

Al value
at scale /

How adoption pace, commercial Al and operating
discipline could reshape value for a large US
omnichannel retailer.

PUBLICATION APPROACH

Company identifiers and reported financial scale are withheld. Selected scenario
percentages are published only where they preserve decision insight without enabling
issuer reconstruction.
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THE STRATEGIC FINDING

Al I1s a growth and value question
before it Is a cost question.

For the assessed retailer, the central scenario indicates a positive net enterprise-value effect at the
five-year decision horizon. The more important result is the composition: commercial and
customer-facing applications generate the majority of the upside, while operating efficiency, investment
requirements and workforce transition shape how much of that value is retained.

DECISION HORIZON STRATEGIC RISK
Positive Revenue-led Pace matters
A mid-single-digit net value Well over two-thirds of gross Outcome dispersion widens
effect under the central five-year upside is associated with growth materially as adoption choices
view. and value capture. compound beyond year five.

HOW TO READ THE RESULT

01

Do not equate Al value with automation alone.

The leading value pathways sit in revenue augmentation, customer relevance and adjacent growth.
02 .

Treat operating cost as a real offset.

Al operating expenditure can absorb a meaningful share of gross savings if deployment is fragmented.
03

Govern to observable signals.
Adoption speed, revenue conversion and the feasible cost-displacement ceiling are the critical monitoring
variables.
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APEX VALUE DECOMPOSITION | SC-B | 15-YEAR NPV

The upside iIs commercial.
The drag Is operational.

Modelled NPV contribution as a percentage of enterprise value. The waterfall reconciles revenue and efficiency gains with
the operating and capital cost of Al adoption.

+18.6% -24.5%
+77.9%
-3.1%
0%
Revenue Cost Al operating Al capital Net Al
augmentation savings cost investment impact

READING THE ECONOMICS

Revenue augmentation is the dominant vector. Deployment is not free. The model shows ongoing

Personalisation, demand sensing, pricing, Al operating cost as the more material drag, while

assortment and adjacent data-enabled services capital investment is comparatively smaller.

create more value than cost reduction alone. Architecture, reuse and governance therefore
matter directly to value capture.

NET Al IMPACT | SC-B | 15-YEAR NPV

+68 9% of enterprise value after Al operating and capital investment

Source: Vyzrd APEx Corporate™ analysis. Selected scenario outputs.
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RELATIVE LONG-RUN OUTCOME INDEX

Adoption choices compound
Into strategic distance.

The transformative 15-year outcome is set to 100. Every other point is expressed relative to that outcome and rounded. The
chart shows trajectory and divergence, not absolute company valuation.
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WHAT THE BOARD SHOULD SEE

The first five years are about proof. The second five years create The long horizon is not a forecast.
Near-term outcomes remain separation. It is a structured thesis showing why
comparatively compressed. The key Differences in adoption pace, present-day architecture, data,
question is whether commercial use capability and execution begin to workforce and governance decisions
cases convert into observable revenue compound into materially different preserve or destroy future option
and margin signals. strategic positions. value.

Source: Vyzrd APEx Corporate™ analysis. Indexed and rounded for publication.
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04 / What drives the range

SENSITIVITY RANKING

The main uncertainty Is
commercial execution.

Sensitivity is indexed to the most influential driver. Relative scores are rounded to the nearest five points.

Adoption speed (D e
Cost-displacement ceiling — 65
Execution velocity 45
Innovation intensity 30

Cost efficiency 20

DECISION IMPLICATION

The retailer's outcome is more sensitive to whether

Al changes demand, conversion and customer
value than to technology novelty by itself. Adoption
speed is the second lever, but speed without
reusable architecture and cost discipline can
expand Al operating drag.

Management should therefore connect each scaled
Al programme to a small set of observable value
signals: incremental revenue, gross-margin
movement, inventory productivity, fulfilment
economics, customer retention and the ongoing
cost of the Al estate.

Source: Vyzrd APEx Corporate™ analysis. Ranked, indexed and rounded for publication.
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PRIORITY VALUE PATHWAYS

Build a portfolio of use cases,
not a collection of pilots.

The assessment points to a balanced programme spanning customer value, core operations and adjacent growth.

01 Customer & commercial 02  Inventory & fulfilment
Personalisation, demand sensing, pricing and Forecasting, replenishment, availability, waste and
promotional effectiveness. logistics optimisation.

03  Workforce & operations 04  Adjacent growth
Scheduling, decision support, task redesign and Retail media, data-enabled services, marketplace and
capability transition. partner intelligence.

BOARD ROADMAP

Invest now Prepare Monitor
0-12 MONTHS 12-24 MONTHS CONTINUQOUS
e Scale demand, pricing and e Build adjacent-growth e Adoption trajectory versus the
inventory applications with propositions and operating selected scenario.
explicit value owners. models.
® Revenue-led share of realised
e Create a reusable data and Al ® Stress-test cost-displacement value.
operating foundation. assumptions before
restructuring. ® Al operating cost, margin
® Baseline revenue conversion and conversion and quadrant
Al run-cost measures. e Expand workforce adaptability stability.

and cross-functional governance.
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APEX CORPORATE™

A company-grounded view
of Al-driven value.

APEX stands for Al Productivity & Exposure. It links Al adoption to financial and strategic consequences across a
forward-looking company horizon.

01 Operating context
Country readiness, sector structure and the conditions that enable or constrain enterprise adoption.
02 Exposure & opportunity
Labour, process, revenue-model and competitive exposure balanced against commercial and efficiency opportunity.
03 Company capability
Governance, technical foundation, workforce adaptability, commercial agility and operational readiness.
04 Financial translation
Revenue augmentation, cost displacement, Al operating and capital investment, business-model shift and free cash flow.
05

Risk & decision
Three adoption scenarios, Monte Carlo uncertainty, sensitivity, monitoring signals and decision pathways.

ANONYMISATION CONTROLS

Withheld: company name, security identifiers, reported enterprise and market value, financial scale, workforce and estate scale,

operating-country mix, exact model scores and the full scenario output set.

Published: grouped findings, selected scenario percentages where safely non-identifying, rounded bands, relative trajectories
and generalised strategic implications.

Important notice. This case study is an illustrative summary of a proprietary model output. It is not investment advice, a valuation opinion, an audit or a forecast.
Outcomes depend on assumptions regarding adoption, execution, market structure, capability and financial transmission.
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