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The
Perfect Cart 

protects its customers' time.

 
Why the next competitive advantage in grocery
belongs to the retailer that

By Joseph Lee · Co-Founder & CEO, DelectableAI
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of shoppers actively
notice price
increases

feel overwhelmed by
too many search

results

more store visits,
fewer items per

trip

SECTION I

The Crisis
No One Is
Talking About   74.1%         31% 2×
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The modern grocery shopper is in quiet
crisis—not for want of product, but for want
of something no distribution center can
stock: time.

A structural tax on every household your banner serves — built
from list-building, app navigation, search friction, price
comparison, and substitution decisions — repeated weekly.



80% want it. 
Only 48% get it.
The chasm between what shoppers want and

what they receive is the single largest

untapped margin lever in grocery.
 

32-POINT GAP

SECTION II · THE PERSONALIZATION GAP

 

48%

80%

Shoppers who feel retailers ACTUALLY deliver it

Shoppers who PREFER highly personalized experiences

THE PRIZE

+50% 
wallet-share lift

from personalization done right

Retailers who close this gap will
earn transformational, not

marginal, uplift.
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SECTION II · WHY THE PLAYBOOK FAILS

Knowing What They Buy Is
Not Knowing Why.

Gluten-free pasta 3 weeks running

Consistently ignores premium SKUs

Grocery spend spikes in late November

→

→

→ Not brand-agnostic — he's budget-constrained.

Not random indulgence — they're feeding guests.

Not a brand preference — she's managing a diagnosis.

"These are not data points to be averaged into a segment. They are human realities that demand individual recognition."
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High decision burden

Shopper acts manually

Easily replicated search bars

Static recommendations from past clicks

Near-zero decision burden

Persistent household memory

Compounding first-party data moat

Built to household spec in seconds

Dynamically assembled, ready-to-purchase carts

SECTION III · THE AGENTIC DIVIDE

From Search Bar
to Smart Cart.

LEGACY DIGITAL RETAIL

Text advice & disconnected lists

AGENTIC COMMERCE

✕

✕

✕

✕

✕

✓

✓

✓

✓

✓

"The retailer who collapses 'I need to feed my family' into 'my cart is ready' wins the household."
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SECTION III · ECONOMIC VALIDATION

The Numbers
Don't Lie. 

McKinsey and Gartner have sized the agentic AI opportunity in retail.

The window is open. The math is unambiguous.

$240B–$390B
 

+1.9 pts
potential valueunlock

from AI in retail
(McKinsey)

of all business
decisions handled

autonomously by AI
agents by 2028

15%
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potential industry
margin improvement

from AI adoption



02
PersistentHousehold Memory
Transactional data tells you what was bought. Behavioral
data tells you what was considered. Contextual data tells you
why. Synthesize all three into a living, continuously updated
model of every family you serve — updating with every cart,
search, and substitution decision.

01 
DeepProduct Intelligence
Move beyond SKU ledgers to true product knowledge:
functional attributes, allergen status, nutritional profiles,
flavor affinities, real-time local availability, and promotional
pricing. Safe, precise AI substitution depends entirely on
this foundation.

SECTION IV · THE ARCHITECTURE

The Architecture of the
Perfect Cart 

 

Two intelligence layers operating in concert.
Neither sufficient alone.

delectable AI THE ARCHITECTURE 8 / 14



SECTION IV · HOUSEHOLD MEMORY IN ACTION

The Cart That 
Already Knows You.

Declines premium subs consistently

Abandoned carts with allergen items

Stocks up same items every 4 weeks

Searches 'easy weeknight dinners' Mondays  Fatigue pattern to anticipate

 Unspoken dietary restriction

 Household has a price ceiling

 Communicates a consumption cycle

→

→

→

→

"When these layers unite, an agentic engine can curate a fully optimized cart in seconds—compressing what was once an
exhausting weekly chore into a single, frictionless moment."
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of shoppers
have used AI for

shopping or
research

of customer
service issues
resolved by AI

agents by 2029

more spending
with brands that

personalize
effectively

SECTION V · THE COMPETITIVE WINDOW

The Window Is
Narrowing.

 
Consumer AI adoption in shopping is not gradual —it is
accelerating. Mainstream shoppers have already formed
expectations your digital experience will be benchmarked against.

Third-party platforms (Instacart, DoorDash) are not neutral partners.
Every order they fulfill enriches their understanding of your
customer — at your expense. 

81% 80% 50%

The executives who will regret this moment are not those who moved and failed — they are those who
waited for certainty that never came.
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Agentic, first-party AI inverts this equation.



SECTION VI · THE LEADERSHIP MANDATE

An 18-Month
Imperative.

1
 

2

3

4

5

Audit your personalization infrastructure honestly — most 'personalization' is actually segmentation.

Invest in product intelligence before front-end AI features. Shallow catalog data produces confident
guesses, not Perfect Carts.

Establish a first-party data strategy. Every direct digital interaction is an intelligence-building
opportunity.

Define success by time saved, not just revenue generated. Measure time-to-cart and decision
interactions per session.

Move from pilot to platform within 12 months. Scale is what creates compounding household data
advantage.
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Strategy without urgency is aspiration.



THE STRATEGIC POSTURE

The Perfect Cart
isn't a feature.
It's a strategic posture. 

A commitment to treating your customers' time as
the scarce, precious resource it is.

Compounding
Data Moat

Agentic Cart
Assembly

Deep
Product

Intelligence

Persistent
Household
Memory
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CONCLUSION

The Retailer That Saves Time
Wins the Household.

 

 

The intelligence architecture to build this capability exists today.

The consumerappetitefor it is proven.

The competitive window is open.

The only variable is leadership.

"The Perfect Cart is not a product feature. It is a strategic posture—a commitment to treating

your customers' time as the scarce, precious resource it is."
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Sources & Methodology
 

Klaviyo Research
"AI-Driven Future: Predictions & Trends for the CRM Market." 2025. Covers AI usage for shopping, decision fatigue, and search
overwhelm.

McKinsey & Company / Evinent Analytics
"AI in Retail: Solutions to Boost Margins and Loyalty." $240B–$390B value potential; 1.2–1.9pt margin improvement; 80%
personalization preference; 50% incremental spend; 48% consumer satisfaction.

Gartner / Polestar Analytics
"Top 3 Ways AI Agents Are Transforming the Retail Industry." 15% of decisions autonomous by 2028; 80% customer service
resolution by 2029.

Supermarket News
"Grocery shoppers still shifting behaviors due to inflation, rising fuel costs." Consumer survey data, 2025–2026.
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