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A deep-dive into how adaptive, agentic intelligence turns
demand volatility into decision velocity across retail and CPG
enterprises.

Forecasting is still treated as a monthly planning ritual owned by supply
chain. That assumption is now the single largest source of avoidable margin
leakage in retail and CPG, making forecasting a CEO-level priority.

Gartner: 70% of large organizations will adopt Al-based supply chain forecasting
by 2030, framing touchless forecasting as a scalable automation opportunity
within demand planning.

What the new forecasting mandate looks like

* Forecasting has become the operational intelligence layer connecting demand, inventory, labor, pricing,

and margin in one decision loop.
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* Accuracy aloneis no longer enough. Decision velocity now separates winners from laggards in volatile retail
and CPG markets.

e Legacy planning platforms optimize workflows but lack cross-domain ontology, dynamic orchestration, and

closed-loop learning.

o Agentic Al shifts forecasting from periodic planning into continuous, intent-driven decision intelligence across

the value chain.

Why forecasting now sits on the CEO agenda: The urgency

Forecasting has lived inside retail and CPG enterprises for decades. For most organizations, it stayed trapped
as a periodic exercise owned by supply chain or finance. That assumption has now collapsed. Forecasting
today is the operational intelligence layer that determines how enterprises allocate inventory, optimize labor,

manage promotions, protect margins, and deliver customer experience under sustained volatility.

Two business pressures are driving the shift.

I. Growth with profitability
Retailers and CPG brands face pressure to grow revenue while cutting operational waste, fulfillment costs,
markdowns, and inventory exposure. Every forecast now carries direct financial consequence. A forecasting

error is no longer a planning issue. It is a margin issue.

Il. Balancing economic trade-offs
Enterprises make interconnected decisions every day across pricing, promotions, labor, logistics, service
levels, and working capital. A promotion that lifts demand can also create stock-outs, overtime labor costs,

or cold-chain disruption without synchronized operational readiness.

The business no longer needs static forecasts produced once a month. It needs adaptive intelligence that
continuously senses demand shifts and operationalizes decisions across the value chain. Forecast accuracy
alone is insufficient. Decision velocity now matters equally. Organizations that detect shifts early, simulate

trade-offs quickly, and operationalize responses faster will create sustainable economic advantages.

Five shifts redefining enterprise forecasting

Traditional forecasting models were designed for relatively stable operating environments. Today's volatility,

fragmented channels, rapid assortment changes, and dynamic customer behavior have exposed their limits.
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I. From cycle-driven plans to probabilistic forecasting
Organizations are moving from single-point planning toward probabilistic, scenario-based forecasting.
Retailers managing seasonal apparel or grocery perishables need risk-adjusted forecasts to reduce

markdown exposure and stock-outs.

ll. From siloed forecasts to interconnected intelligence
Marketing, pricing, merchandizing, finance, workforce management, and supply chain functions now depend

on shared forecasting signals to coordinate execution.

lll. From disconnected decisions to operational integration
Demand forecasting is becoming deeply connected with replenishment, transportation planning, workforce

scheduling, and procurement decisions.

IV. From fragmented tools to unified workflows
Most large enterprises operate multiple forecasting tools across functions, creating duplication and

inconsistent metrics.

V. From black-box Al to explainable forecasting
Planners increasingly demand transparency into demand drivers, causal relationships, and confidence

scoring.

Where forecasting still fails

) Static models, weak external signal integration, and fragmented data
Accuracy failures
foundations continue to limit forecast quality.

. ) Opaque ML systems create planner resistance and excessive manual
Explainability failures .
overrides.

Accurate forecasts get produced, but decisions are not operationalized

Execution failures
across inventory, labor, logistics, and procurement.

Enterprises are forecasting demand. They are not operationalizing decisions at the speed and granularity the

business now needs.

Why modernization efforts keep stalling

Most enterprises recognize the importance of forecasting modernization. Many transformation initiatives still

underdeliver.
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Where the friction sits inside the enterprise

Forecasting silos persist across merchandizing, finance, logistics, and operations. KPIs and planning definitions
remain inconsistent. Data pipelines and feature engineering are fragmented and duplicated. Governance is

complex and talent is scarce. Business and technology teams remain weakly aligned.

Where existing enterprise vendors fall short

Enterprise platforms such as Kinaxis, Blue Yonder, 09 Solutions, and ERP-based planning suites deliver
significant value through workflow orchestration and optimization. Architectural gaps remain across six
fronts: limited cross-domain ontology standardization, weak centralized feature reuse, flat orchestration logic
unable to adapt dynamically, limited explainability tied to commercial decision-making, weak persona-driven
orchestration, and incomplete closed-loop execution learning. Enterprises do not simply need better planning
systems. They need adaptive decision intelligence platforms capable of continuously sensing, reasoning,

optimizing, explaining, and operationalizing decisions across the value chain.

Six building blocks of agentic forecasting with ADAM

Enterprise forecasting is evolving from static planning into cross-domain decision intelligence. ADAM (Agentic

Data and Application Management), our Enterprise Al platform, provides the agent and Al building blocks that

work across enterprise systems and Al tools to deliver revenue growth.

Six Foundational ADAM Forecasting Building Blocks
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The six foundational building blocks are:

* LLM-led business intent and forecasting mission
* Real-time demand sensing and data readiness
* Al-ready forecast inputs

* Model garden and governance

» Forecast narratives and decision intelligence

As an agent-first adaptive forecasting solution, it continuously senses, learns, and orchestrates demand
signals across historical data, real-time sales and inventory, causal drivers, and external signals such

as weather, competition, events, capacity constraints, and loT data. The solution uses agentic feature
engineering, business domain ontology mapping, and dynamic Al model orchestration. It converts complex

demand patterns into explainable, operationally actionable decisions rather than static forecasts.

How ADAM intervenes across the forecasting lifecycle
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Three capabilities that make agentic orchestration work

Enterprise forecasting hierarchy

Modern enterprises no longer operate with a single forecasting problem. Different functions require different
forecasting granularity, cadence, horizon, and operational outcomes. A marketing leader forecasting
campaign traffic operates very differently from a supply chain leader forecasting intra-day replenishment or

a CFO forecasting quarterly margin impact.

A forecasting hierarchy connects customer demand signals with financial and operational readiness through
a unified framework. It aligns forecasting across business functions, enables intent-driven orchestration,
supports multiple granularities and cadences, improves explainability and trust, and reduces siloed planning

and duplicated models. The result is higher decision velocity and operational readiness.

Intent-to-hierarchy mapping

Modern forecasting is becoming intent-driven rather than workflow-driven. Business users express
forecasting intent in plain language, such as predicting promo uplift for beverages, forecasting weekend
labor demand, estimating holiday inventory risk, or predicting quarterly revenue exposure. The platform
automatically determines the forecasting level (region, store, SKU, category), the cadence (hourly, daily,
weekly, monthly), the horizon (intra-day to quarterly), the required models and optimization layers, the

impacted business functions, and the downstream execution systems.

Enterprise domain ontology

An enterprise domain ontology, or knowledge graph, is a semantic intelligence layer. It connects enterprise
entities, including products, stores, customers, suppliers, promotions, inventory, logistics, pricing, and
operations, into a unified business context model. Demand signals are never isolated. A spike in demand
may be influenced by weather, promotions, local events, pricing, inventory availability, loyalty campaigns,
or supply constraints. Traditional forecasting systems struggle because data and models remain siloed

across functions.

A knowledge graph helps forecasting systems understand cross-functional business relationships,
product-category-store-channel hierarchies, demand drivers and causal dependencies, promotion, pricing,

and substitution impacts, and supply chain and operational constraints.

When a user requests, “Forecast promo uplift for beverages in Northeast stores,” the ontology automatically
identifies the impacted SKUs and regions, the required demand signals, the relevant forecasting models,

the operational dependencies, and the downstream business impacts. The ontology therefore becomes

the intelligence backbone for feature engineering, explainability, forecasting hierarchy mapping, model
orchestration, and closed-loop decision intelligence. It moves forecasting from predicting demand into

understanding enterprise-wide operational causality.
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Inside the ADAM operating architecture

The ADAM operating architecture is built to transform forecasting from a siloed planning activity into an
enterprise-wide decision intelligence capability. Traditional platforms operate within isolated functions
such as supply chain, merchandizing, finance, or marketing. This architecture reimagines forecasting as a
cross-functional, multi-modal, multi-cadence intelligence layer that orchestrates decisions across the value

chain.

LLM-led enterprise agent forecasting layer

At the core, business users interact through natural business intent rather than predefined workflows or
technical model configurations. The system interprets intent and automatically determines the correct
forecasting hierarchy, cadence, horizon, and model required for execution. This enables a shift from static,

workflow-driven forecasting toward adaptive, intent-driven orchestration.

Enterprise cross-domain dataset

The architecture sits on top of a unified enterprise cross-domain dataset that consolidates internal and
external forecasting signals. Internal signals include POS data, inventory, pricing, promotions, labor, ERP,
supply chain, and financial data. External signals include weather, social sentiment, events, mobility, economic

indicators, and market trends.

Enterprise forecasting hierarchy and domain ontology

The hierarchy supports forecasting across region, store, category, SKU, customer, channel, and supplier, with
cadences from intra-day through quarterly. The domain ontology acts as the semantic intelligence layer,
defining relationships across products, stores, suppliers, channels, promotions, logistics networks, labor, and

operational workflows.
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Agentic Al forecasting model build and deployment

The data ingestion layer continuously acquires, cleanses, enriches, and harmonizes enterprise data streams.
The centralized feature store standardizes reusable forecasting features and scales feature engineering
across domains. The model garden and governance layer dynamically orchestrates statistical, ML, causal,
optimization, deep learning, and hybrid models, with automated selection, training, evaluation, routing, and
governance. The reconciliation and explainability drivers provide causal explanations, confidence scoring,

and cross-functional forecast reconciliation.

LLM-led agent Al execution layer

This layer operationalizes forecasting insights through conversational intelligence and cross-domain execution
workflows. Planners, operators, finance teams, and business leaders interact with forecasting intelligence
through natural language, while downstream workflows are triggered across inventory, replenishment,

labor planning, logistics, pricing, and supply chain execution systems. The architecture moves forecasting
from isolated demand prediction info enterprise-wide adaptive decision intelligence powered by agentic Al,

ontology-driven reasoning, and cross-functional operational orchestration.

The case against another forecasting overhaul

Established platforms already deliver enough value. Adding agentic layers
introduces complexity, cost, and change-management risk. True. Standing still,
however, concedes margin and decision velocity to faster rivals.

What retail and CPG leaders should do next

» Reframe forecasting as a margin and decision-velocity capability, not a periodic planning cycle owned by

one function.

* Investin cross-domain ontology, centralized feature reuse, and dynamic model orchestration before

adding more planning tools.

»  Build explainability and closed-loop execution into every forecast so insights translate into inventory, labor,

and pricing moves.

* Pilot intent-to-hierarchy mapping on one volatile category to prove decision velocity before scaling

enterprise-wide.
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About Brillio

Brillio is The Enterprise Al Accelerator helping Fortune 1000 companies move from Al
ambition to scaled impact, faster. Powered by our Al accelerator platform - Agentic
Data and Application Management (ADAM), Brillio is one of the fastest-growing digital
technology service providers, delivering transformation across five core workstreams:
business-led transformation, customer experience transformation, Al and data

engineering, digital engineering, and infrastructure engineering.

With 14 delivery locations across North America, Europe, and Asia and a team of over
6,000 customer-obsessed professionals, Brillio combines deep industry expertise,
modern engineering, and accelerators to deliver measurable outcomes.
Headquartered in Dallas, Texas, Brillio serves clients globally with a commitment to

speed, scale, and measurable impact.
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