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Al DOES NOT GREATE GOMPETITIVE
ADVANTAGE IN ONE DRAMATIG
GINEMATIG MOMENT. IT ARRIVES

IN WAVES. @




27% of marketing organizations

AI USE ¢ AI have limited or no Gen Al
ADVAN TAG E. adoption (Gartner).

Only 5% of leaders using Gen Al
solely as a tool report significant

et |

Dabbling is common. Adopting

general-purpose tools creates DURABLE ADVANTAGE
the illusion of speed while REMAINS RARE
masking relative decline. .




COMMERCIAL.
New products, routes to
market, and value pools.
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STRUCTURAL SRS
I,_ Q. Changing how decisions are
KX made across the system. =

“That is when competitors
stop seeing your AL
programme as clever
clever and start

seeing it as rude.”
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OPERATIONAL.
Familiar things done
faster and cheaper.




MEASURING THE SHIFT:

THE Al ADVANTAGE
COMPOSITE INDEX

(AACI) [ £

A board-level planning
metric (Score 0—-100)
estimating competitive |
impact at each wave.

EFFICIENCY
(Weight 30): Lower

reduced cycle tlmes

N

cost, faster throughput, |

EFFECTIVENESS
(Weight 30): Better

retention, media.

conversion, targeting,

STRATEGIC

OPTIONALITY

(Weight 20): Ability to
open new offers or
revenue pools.

This is comparative, not prophetic. Informed by operating logic, not a single industry dataset.

- J DECISION
LEVERAGE

(Weight 20):

optimization and
allocation.

Speed/quality of _ "




This is not a wave of advantage; it Is
a wave of relative decline in speed,
cost position, and learning rate.

Symptoms:

| * Slower cycles
| *Higher production costs
| e Fewer tests

* Heavy manual reporting
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Wave 0: The Penalty Phase. - S5

Others use Al. You do not
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AACI Score Panel.

(Efficiency: Negative relative position).




Wave1: Access Adva nta

You use Al. Others do not.

The Dynamic: The earliest, weakest form of advantage.
Off-the-shelf pilots integrated into existing workflows.

The Trap: A highly perishable edge. Once everyone has
access to the same tools, the gap vanishes.
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Improves: Stagnates: =
Speed of prep, cost per output. | Strategic differentiation, f
(McKinsey: 5-15% productivity market power.

bump across marketing). ‘
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AACI Score Panel.
(Efficiency uplift: 5-10% | EHectiveness: 0-2%)




Wave 2: Tooling Advantage

You use better Al tools than others.

The Dynamic: Edge comes from stack quality—Dbetter
models, workflows, and integrations. Firms look unusually
smart on panels, but they simply bought better plumbing.

The Limitation: Vendors diffuse capabilities quickly.
The best tool today is a procurement line item tomorrow.
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(Efficiency uplift: 10-20%

(Decision leverage: Low to moderate)
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Wave 3: Capability Advantage

You are better at using Al than others.

The Turning Point: The differentiator is not the tool,
but the organization'’s ability to use it. Prompt design,
evaluation discipline, and translating output into
commercial action.

The Outcome: One firm gets a productivity toy. The other gets a performance engine. % 35t050
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A The Delusion Gap: 66% of CMOs say Al will dramatically change
their role, yet only 32% say major skill changes are needed. The
market still thinks transformation happens without transformation.
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Wave 4: Workflow
Advantage

Al is embedded across the operating system.

The Structural Shift: Al stops being a
helper and becomes infrastructure.
Redesigning end-to-end capabilities rather
than chasing function-by-function use
cases. Marketing becomes a continuous
operating system, not a campaign
calendar.

What Improves: Cycle times across . ' S—

the whole system, handoff quality,
test-and-learn throughput.

50 to 65

(Efficiency uplift jumps to 20-407%)
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Wave 5: Decision
Advantage

Al helps you make better decisions
than competitors.

The Economics of Allocation: Al improves the granularity of
allocation: who to target, when to bid, what to personalize.
You begin to compete on decision systems.

The Proof Point: Firms with fully
modernized, Al-led processes achieve

2.5x higher revenue growth and 2.4x
greater productivity than peers.
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-R (Effectiveness uplift jumps to 8-16% | Decision Leverage: High)




The Reality Check: Competitors are no longer
facing your marketing department. They are facing
your whole operating model. Unified data |
architectures unlock entirely new value pools.

The Warning Label

82% of business leaders believe their
company's identity will need to change
significantly to keep pace (Gartner).
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Wave 7:
Value Creation
& Advantage

= | Al creates new products, routes
¥ to market, and demand.
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— The Pinnacle: Al does not merely improve the
% old business: it makes a different one
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= | possible. Al-native services, dynamic
— advisory, category creation.
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AACI Score Panel

88 to 100

The Moat: Efficiency gains can be copied. New
value pools cannot. They require systems,
talent, data, and trust all at once—which is
iInconvenient for laggards and therefore delightful.

(New revenue share from Al:
5% to 25%+ over time).
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THE ANATOMY OF ADVANTAGE

Wave (0-7) | Source of Advantage | Nature of Gain | Typical Durability | Indicative AACI
Wave 0 No meaningful use | Relative decline None 0-10
Wave 3 Better usage Better learning Medium 35-50
WEVERS Better decisions ;\;t)acr?ttai{g; High 65-78
LY ¢ Nfrgax{iac:lrfle exh;: ::;Eie;n Xery g SE e

Early gains come from productivity; later gains from process redesign and strategic reinvention.



The Al Mandate Matrix.
ENHANCE REPLACE

Improve human speed, range, Automate repetitive, rules-based,
and precision. high-volume tasks.

(Research synthesis, content drafting, forecasting, testing plans) (Basic copy variants, campaign setup, routine reporting, triage)

CREATE NEVERDO
Enable capabilities previously ALO N E

uneconomic. Operate without human authority
(Real-time personalization at scale, Al-native advisory, where ]Udg ment dominates.

dynamic journey orchestration)

(Ethics, positioning, crisis response)




The Commercial
Boundary of
Trust.

" The Constraint: Automating judgment where
customers expect accountability does not look
’ futuristic. It looks careless.

Only 42% of customers trust businesses to use
Al ethically, down from 58% in 2023 (Salesforce).

Al must never operate without human authority
where judgment, ethics, corporate narrative, or
long-horizon trade-offs dominate. The boundary is
not philosophical; it is strictly commercial.




Adoption is no longer
the question.

The relevant question is not whether you use Al, but
which wave you are in. The gap between experimentation
and true advantage remains dangerously wide.

. Mistaking tools for
transformation is the
‘ biggest trap.
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Buying better software produces a bump, but rarely produces a moat. The

moat begins when Al fundamentally changes workflows, then decisions,

then value creation.
AN



Al advantage migrates from
efficiency to economics.

Waves 1 & 2 are about cost and speed. Waves 3 to 5 are about
performance and allocation. Waves 6 & 7 reshape the firm's
fundamental economic model. Plan your investments accordingly.

o

Trust and skills are the
primary constraints.

They are not side issues; they govern the entire curve.
Customers remain wary, and leadership consistently
underestimates the operational changes required.



We face a market eager for '
gains, but allergic to
sloppy execution.
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The tools are accessible to everyone.

| Endof Playbook The advantage goes only to the architects.




