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Planogram Copilot Agent

AGENT SUMMARY

AI-powered field assistant that guides CPG retail reps through a complete 6-
step shelf compliance audit in under 5 minutes. Uses computer vision to 
analyze shelf photos, calculates compliance scores, identifies gaps, quantifies 
revenue at risk, and captures real-time restock orders.

BUSINESS OBJECTIVES

▸ Complete shelf compliance audits in <5 min vs. 15-20 min manual
▸ AI-powered vision analysis eliminates manual counting errors
▸ Identify & quantify revenue leakage from shelf gaps
▸ Real-time order capture for OOS items during audit

6-STEP AUDIT WORKFLOW
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2
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Compliance
Scoring

4

Gap
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KEY BENEFITS

Under 5 Min Audit
Complete audit in under 
5 minutes vs. 15-20 min 

manual

AI Vision
Eliminates human 

counting errors with 
computer vision

Revenue Recovery
Quantifies revenue 

leakage and prioritises 
actions

KEY CHALLENGES

▸ Variable shelf image quality and lighting conditions

▸ Weighted compliance scoring across 4 categories

▸ Real-time order integration with backend systems

▸ Multi-retailer planogram standard variations

▸ Field connectivity and mobile-optimised performance

OUTPUT:  Compliance Scorecard  |  Gap Analysis  |  Revenue-at-Risk Report  |  Priority Action List  |  Restock Order  |  Audit Reference

AI-powered field assistant for CPG retail shelf compliance audits — helping field sales reps conduct faster, more accurate in-store audits
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Planogram Copilot Agent – Architecture & Agent Flow

End-to-end agent workflow: from store check-in through shelf image analysis, compliance scoring, gap identification, and real-time order capture

CHANNEL LAYER

Microsoft Teams
Mobile App

Web Chat
Copilot Studio

Planogram Copilot Agent
Vision AI + Compliance Engine + NLP

AI Vision
Image Analysis

Order System
Restock Integration

AGENT PROCESS FLOW

1

Store Check-In
Store name, ID,
retailer, rep info

2

Shelf Analysis
Vision AI photo scan,
facing counts, SKUs

3

Score Compliance
0-100% weighted score,

section-level grades

4

Identify Gaps
Missing SKUs, wrong

facings, position issues

5

Gen Insights
Revenue at risk, quick

wins, benchmarks

6

Order Capture
OOS restock orders,
audit reference ID

7

Final Report
Full summary with
KPIs and next steps

DATA & SERVICES LAYER

Planogram DB
Target layouts, SKU
positions, facing targets

Product Catalog
SKU master, pricing,
promotion schedules

Computer Vision
Shelf photo analysis,
product recognition

Store & Region Data
Store profiles, regional
benchmarks, history

Order Integration
Restock submission,
inventory systems

ERROR HANDLING & QUALITY GATES

Low Image Quality
Re-capture prompt with guidance tips

Unknown SKU
Flag for manual review, continue 

audit

Score Anomaly
Validate against historical baselines

Connectivity Loss
Offline queue, sync when 

reconnected

Order Rejection
Retry with fallback or escalate to 

manager

OUTPUT:  Compliance Scorecard  |  Gap Analysis  |  Revenue-at-Risk  |  Priority Actions  |  Restock Order  |  Audit Ref #
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