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Al is becoming a familiar shopping companion. Amid the broader wave of Al adoption (both
ChatGPT and Gemini crossed more than a billion monthly active users®22), consumers are clearly
turning to Al to search for products, compare choices, and decide what to buy, with tools like
Muse and Alexa for Shopping gaining traction.?

Even as broader Al-driven shopping grows, early signs of a second transition from Al-assisted
decisions to Al-executed transactions are emerging. That finding, among others, comes through
loud and clear in the recent McKinsey Agentic Commerce Consumer Survey on Al-enabled
consumer shopping behavior.

In earlier articles, McKinsey has shone a light on what agentic commerce is, and how it can
adapt. This analysis focuses on the 61 percent of global consumers surveyed who are Al users
(those who have used consumer Al tools in the past three months) to help illuminate how agentic
commerce is evolving and what companies can expect.

Our analysis is based on consumer responses to a June 2026 survey (see sidebar “Research
methodology”). Behaviors are continuing to shift with the pace of Al adoption and this analysis
is just one source among many that leaders should consider when evaluating consumer
behavior. However, as an indicative trend, the analysis can be helpful and highlights that Al
users are increasingly relying on Al across the shopping experience, from search through
consideration to purchase. And it identifies the emerging gap between consumer readiness
and commerce infrastructure.

Of the many findings in this analysis, business leaders should pay special attention to these five:

— More than 50 percent of global consumers now use Al for shopping.

— Inthe United States, the rate at which Al users completed a purchase with Al jumped
70 percent over last year’s rate.

— Retailer Al assistants trail stand-alone Al tools by as much as two times throughout the
shopping journey but catch up at checkout.

" Harshita Mary Varghese, “ChatGPT app hits 1 billion monthly active users in record time, data shows,” Reuters, June 2, 2026.
2 Google Blog, “More than 1billion people are using the Gemini app every month,” August 11, 2026.
3 Brent Crane, “As Al agents begin shopping, brands are changing their sales pitch,” New York Times, October 3, 2026.

Research methodology

The McKinsey Agentic Commerce
Consumer Survey (fielded in June 2026)
surveyed approximately 21,000 global
consumers across 11 markets (Australia,
Brazil, China, France, Germany, India,

Japan, Mexico, Saudi Arabia, United
Kingdom, and United States). Figures are
reported as a share of respondents who
used an Al stand-alone tool or retailer Al
assistant tool, or aretailer’s Al shopping
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assistant, in the past three months (that

is, “Al users”). Year-over-year comparisons
are US-only compared with June and
December 2025 research. Base sizes vary
by question.
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— ForAlusers, Al search is three times more influential than traditional search.
— Agentic commerce is helping e-commerce laggards make up a lot of ground.

Our findings suggest that agentic commerce is reshaping the online shopping experience. As
chief marketing officers (CMOs) in particular consider the implications of these trends, one point
deserves emphasis: Agentic commerce is not just another e-commerce channel; it is the new
engine of e-commerce (see sidebar “Agentic commerce terms”).

A closer look at the analysis
McKinsey analysis has highlighted five important trends.

More than 50 percent of global consumers now use Al for shopping

Across the countries we surveyed, 53 percent of consumers on average have used Al for
shopping in the past three months (Exhibit 1). China and India together are about 29 percentage
points ahead of the average of other countries when it comes to adopting Al for shopping, driven
by high use of Al tools and assistants. India leads all surveyed countries in use of the global

Al tools, with 77 percent of its Al users saying they use Amazon'’s Alexa for Shopping versus

46 percent of the average (excluding China). China boasts its own rich landscape of domestic Al
shopping offerings (for example, Alibaba’s Qwen and DeepSeek).

Exhibit 1

On average, about half of consumers now shop with Al, although
consumers in China have the highest adoption rates.

Al shopping users as a share of the total population,' % of respondents (aged 18+)
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‘Share of adults aged 18+ who used Al chat/search tools or retailer Al assistants for at least 1 shopping task in the past 3 months; representative sample of 11
markets, weighted, n = 9,988; includes 110 respondents aged 70+; markets pooled in proportion to sample size.
Source: McKinsey Agentic Commerce Consumer Survey, June 2026

McKinsey & Company
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Agentic commerce terms

Agentic commerce: Al agents mediate
or execute parts of the shopping
journey, from discovery to purchase, on
aconsumer’s behalf (not limited to Al
ultimately completing the checkout).

Al stand-alone tool: An Al platform (for
example, ChatGPT, Claude, Copilot, Gemini,
Grok, Muse, Perplexity) that uses multiple
agents to perform tasks without needing to
be embedded inside other programs.

Retailer Al assistant: An Al shopping tool
operated by a retailer, such as Amazon

Alexa for Shopping, that helps consumers
discover, evaluate, or purchase products.
Aretailer Al assistant may use multiple

Al agents.

Al agent: An Al capability that can
initiate and complete actions, such
as searching for products, comparing
options, assembling a basket, or
completing a purchase.

Al search: The use of gen Al to interpret
auser’s search intent and synthesize
information from multiple sources into

answers, comparisons, or product
recommendations rather than a
conventional list of search results.

Al chat: A conversational interface, such as
ChatGPT, Copilot, or Gemini, through which
aconsumer can ask questions, compare
options, receive recommendations, and
initiate shopping actions. Al chat is often
part of the Al shopping experience.

Despite leading in private Al investment, US consumers are behind the global average, with just
48 percent having used Al for shopping. Some 74 percent of US Al users trust Al chat and search
tools, which is higher than the global average but well below the leader, India, at 87 percent.

Gen Z and millennials are leading globally in the rates for Al search adoption for shopping

(62 percent of Gen Zand 63 percent of millennials used Al for shopping versus the 53 percent
average for all users). Gen Z in the United States, however, trails its global peers, with 57 percent
adopting Al for shopping. Despite Gen Z’s relatively high usage of Al, Gen Zers tend to be more
skeptical of Al on average (67 percent of Gen Z Al users trust Al chat and search tools versus the
global average of 73 percent), though that varies by country.

Countries with the highest Al adoption rates see that trend carry over across generations. Gen X
and baby boomers in China are adopting Al for shopping more than Gen Z and millennials in other

markets (Exhibit 2).
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Exhibit 2

Across surveyed markets, Gen Zers and millennials are more likely to use Al
for shopping than older consumers.

Al shopping users, by market and generation,' % of respondents (aged 18+)
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'Share of adults aged 18+ who used Al chat/search tools or retailer Al assistants for at least 1 shopping task in the past 3 months, by generation; representative
sample, weighted, n = 5,822 across the 7 markets shown, including 65 aged 70+.
2Fewer than 100 respondents; indicative.

Source: McKinsey Agentic Commerce Consumer Survey, June 2026

McKinsey & Company

In the United States, the rate at which Al users completed a purchase with Al jumped

70 percent over last year’s rate

In the United States, Al users who made a purchase with Al grew from 10 to 17 percent year over
year on average across all categories we measured in December 2025 (corresponding to 5 to
10 percent of the general US population). Globally, 14 percent of Al users reported using an Al
tool to complete a purchase (corresponding to 9 percent of the general population). While that
represents a small percentage share of retail gross merchandise value, the growth is notable.
Across categories, Al was used to complete purchases for 7 to 18 percent of Al users, with
apparel purchases leading the way (Exhibit 3).
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Exhibit 3

Consumers are increasingly turning to Al to complete purchases, most
often in apparel or grocery.

US Al users who completed a purchase directly with an Al tool,
by category, past 3 months,' % of respondents

Il Purchased more than once or regularly [l Purchased once Change vs 2025,
percentage points

Apparel, footwear, accessories 10.7 Al 18.0 +8.5
Grocery oM 16.8 +111

Restaurants or food delivery (IS 16.6 +8.8
Travel and hospitality 9.9 SN 16.4 +5.2
Beauty or personal care 97 S 16.2 +6.0

Consumer electronics 9.4 SR 16.2 +3.7
Streaming, mobile, internet 8.4 A0 14.4 +6.7
Wellness, nutrition, health tech 81 5.6 NENI +3.0
Healthcare and medical® VAS) 56 REIS -
Education and learning? 76 4.8 gexA -

Events and leisure? 74 RN 12.4 -

Financial services and products 71 NG 11.7 +41
Mobility, auto, transportation 6.3 4.3 QloXs +1.7
Home, garden, hardware 6.0 NS 10.5 +3.6

Pet care 6.3 Z8N 10.4 +4.6

Secondhand or resale products? 4.2 VRSN 7.0 -

Question: How have you used Al tools or assistants (eg, ChatGPT, Gemini, Perplexity) when making purchases in the following categories? Completed a
purchase directly within an Al tool once, or more than once or regularly. All Al users across 11 markets, weighted, n = 11,088. US change vs Dec 2025: US
respondents only.
2N/A; category not asked in December.
Source: McKinsey Agentic Commerce Consumer Survey, June 2026

McKinsey & Company

Al users seem eager to let Al do more of the buying. In the top six purchase categories, between
21and 30 percent of Al users said they would let Al complete a purchase, roughly 1.5 times as
many as those who have made an actual purchase with Al. Retailers see the demand and are
moving quickly to implement Al shopping capabilities, through open standards such as the
Universal Commerce Protocol stack and by opening their doors to agents in a secure, controlled,
and standards-based way as the 2026 holiday season approaches.

The scale of the change needed, however, may constrain the full potential in the short term given
the architecture, configuration, and deployment work needed across thousands of global players.
Implementation complications, for example, have reportedly led OpenAl to scale back its instant
checkout ambitions for the time being.* Furthermore, retailers are also deciding whether to block
bots that are scraping their sites in aless controlled fashion.

4 Emily Pfeiffer and Sucharita Kodali, “What it means that the leader in ‘agentic commerce’ just pulled back,” Forrester, March 7,
2026.
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Retailer Al assistants trail stand-alone Al tools by as much as two times throughout

the shopping journey but catch up at checkout

Customers prefer Al chat and search tools over retailers’ own Al assistants in almost all phases of
the shopping journey. Overall, 56 percent of consumers used an Al chat or search tool in the past
three months, versus 27 percent who used a retailer’s Al shopping assistants.

When looking more granularly at the shopper journey, two things become clear: One is that
consumers generally use Al tools less the more they progress through the phases of the
shopping journey (except when they get help on making a decision). Second, the gap between
using stand-alone Al tools and retailer Al assistants narrows over that progression. That gap
closes completely when an Al-using shopper makes a purchase, where retailer Al assistants are
marginally preferred (15 percent) versus Al tools (14 percent) (Exhibit 4).

Exhibit 4

Al platforms dominate discovery, but their lead disappears by checkout,
where retailer assistants are used just as often.

Al use, by task, from advising to buying,’ % of all Al users

Got ideas/inspiration 23 @ ® 45 @ Al platforms
| | |

@ Retailer Al assistants

Compared products 29 @ ® 50
\ \ \
Personalized recommendations 230 O 33
| | |
Helped decide %609 @ 37
[ | |

Looked for deals 24 @® @ 31
\ \ \

Completed checkout 14 @ 15
| | |

0 100

‘Share of all Al users, 11 markets, weighted, n = 11,088 (retailer assistant nonusers count as not using). The last point compares 2 differently worded items: Al
platforms “completed the purchase for me,” and retailer Al assistants “helped with completing a purchase or checkout.”
Source: McKinsey Agentic Commerce Consumer Survey, June 2026

McKinsey & Company
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Part of the reason that retailer Al assistants outperform stand-alone Al platforms at the point
of purchase is that retail Al platforms already have infrastructure in place for live inventory,
payments, and delivery.

Among retailers, Amazon’s Alexa for Shopping is the most used Al shopping assistant on average
(Exhibit B). Among stand-alone Al tools, ChatGPT and Gemini are the top two most used in

the ten markets outside China, as Gemini has gained share over the course of 2026. In China,
ByteDance’s Doubao leads.®

Exhibit b

Shoppers use several Al tools, not one, so brands need to be visible across multiple platforms in
every market.

Top 3 Al chat/search tools or retail Al assistants used in the past 3 months, by market, % of Al users

India  Saudi Arabia Brazil China Mexico us UK Germany Australia France Japan
Most
used
ChatGPT ChatGPT ChatGPT Doubao Gemini ChatGPT ChatGPT ChatGPT ChatGPT ChatGPT Gemini
2nd most
used
Gemini Gemini Gemini Alibaba ChatGPT Gemini Gemini Gemini Gemini Gemini ChatGPT
3rd most 56 ‘ e
used
Amazon Amazon Amazon  DeepSeek Amazon Amazon Amazon Amazon  Google Al Amazon Google Al

Note: Markets are sorted by the sum of their top 3 tools’ shares; China and Mexico are tied at 209. In Japan, Gemini and ChatGPT are tied at 59%. Amazon = Amazon for shopping; Google Al = Google Al
Overview/Al Mode.

'Question: “Which of the following Al chat/search tools or shopping assistants built into retailer apps/websites have you personally used in the past 3 months?” Al users, ~1,000 per market (n = 11,087);
weighted.

Source: McKinsey Agentic Commerce Consumer Survey, June 2026

McKinsey & Company

5 The trust in Al commerce report, Product.ai, October 2026.
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While the main usage for Al assistants is to make a purchase, their value seems to go beyond
that. Amazon has said Alexa for Shopping® users are 60 percent more likely to complete a
purchase, and US customers who use Alexa for Shopping spend 40 percent more on average
compared with shoppers who don’t use the tool.”

Amazon’s closed-system approach contrasts with Shopify’s, which relies on open protocols, a
structured data catalog of more than a billion products with clean attributes, real-time pricing,
and inventory that is tailored to every major Al channel. Notably, Shopify reports that Al searches
hitting that structured data catalog convert at roughly twice the rate of Al searches relying on
scraped or stale data.

For Al users, Al search is three times more influential than
traditional search

Globally, Al users are 3.2 times more likely to rank Al search tools as more influential than
traditional search engines, and 2.6 times more likely to rank them higher than other strong
influences, like friends or family (Exhibit 6).

Exhibit 6

Nearly a third of Al shoppers said Al chat or search tools were the biggest
influence on their recent purchase.

Biggest single
influence on the
most recent
purchase,' % of
respondents

REEN Retailer Al
websites? assistants

Search engines

Retailer
platforms

Browsing physical
stores

Friends or Social platforms
family

"Question: Which sources had the biggest influence on your final decision? Top-ranked source. Al shoppers who described their most recent purchase,
11 markets, weighted, n = 5,095.

2Eg, Wirecutter.

Source: McKinsey Agentic Commerce Consumer Survey, June 2026

McKinsey & Company

6 Since Amazon’s third quarter 2025 earnings call, it has retired its stand-alone Rufus Al shopping assistant and replaced it with
an agentic Al tool called Alexa for Shopping.
7%Q2 2026 Amazon.com, Inc. earnings conference call,” Amazon, July 30, 2026.
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That explains why Al users are almost twice as likely to use Al-based search first when
researching or making a decision about what to buy as opposed to traditional search engines
or other online sources of information. Responding to this trend, many traditional search
engines have incorporated Al search into their capabilities.

When asked what actually drives Al users to use Al search while shopping, the top answer is
saving effort. Eighty-one percent say Al does a good job narrowing down and filtering their
choices; 80 percent cite less scrolling and clicking; and 79 percent cite significant time saved
(Exhibit 7). Consumers are essentially delegating more of the research and evaluation work to
Al agents.

And once they use Al, Al users are hooked. Nearly a quarter of Al users are now on an Al tool daily,
and about one in ten use three or more Al tools daily.

Exhibit7

Consumers said Al tools help them narrow down choices, scroll and click
less, and save time.

Agreement that Al helps while shopping, by benefit,' % of respondents

Narrows down and filters my choices
Less scrolling and clicking

Saves a significant amount of time
Helps discover new brands/products
Understands what I'm looking for
Makes shopping feel like less work
Matches my personal style and taste

Confident I'm buying the right thing
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Keeps me from feeling overwhelmed

'Question: When using Al tools while shopping, how much do you agree with the following statements? Top 2 box on a 5-point scale. Al shoppers, 11 markets,

weighted, n = 9,645. Response not shown: “gets my search results right on the first try,” 67%.
Source: McKinsey Agentic Commerce Consumer Survey, June 2026

McKinsey & Company
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Agentic commerce is helping e-commerce laggards make up a lot of ground

Agentic commerce is moving fast in areas that have traditionally lagged in e-commerce. As
expected, some of the consumer categories pulling ahead in Al are typical e-commerce leaders
(for example, apparel and travel). The surprise, however, is that sectors with traditionally low

e-commerce penetration (such as grocery and beauty) are catching up quickly through agentic
commerce (Exhibit 8).

Exhibit 8A

In categories such as grocery and beauty, US e-commerce penetration is
lower, yet more US consumers used Al to purchase in those categories.

US e-commerce as a share of total retail sales, 2025, %

High

Consumer electronics and appliances 5 . 9
B Medium

Pet care B Low

Apparel, footwear, accessories

Grocery (household goods) 3

Beauty or personal care 22

Home, garden, hardware 14

Grocery (food and beverage)

- I
w
| w
©
=

Mobility, automotive, transportation [s}

Source: 2025 US e-commerce penetration, Emarketer

McKinsey & Company
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Exhibit 8B

In categories such as grocery and beauty, US e-commerce penetration is
lower, yet more US consumers used Al to purchase in those categories.

US Al users who completed a purchase within an Al tool, past 3 months,' %

High

Consumer electronics and appliances 14 . 9
. Medium

Pet care 1 . Low

Apparel, footwear, accessories

Grocery (household goods)

Beauty or personal care 7

Home, garden, hardware 12

Grocery (food and beverage) 2

Y
N ©
= =

Mobility, automotive, transportation [S5[0)

'Question: Thinking about the past 3 months, how have you used Al tools or assistants (eg, ChatGPT, Gemini, Perplexity) when making purchases in the following

categories?

Source: McKinsey Agentic Commerce Consumer Survey, June 2026; US Al users, weighted, n = 987. Grocery is 1 survey category (food, beverages, snacks,

meal kits), so both grocery rows show the same figure.

McKinsey & Company

One possible reason for this shift is that e-commerce grew to serve considered, comparison-
heavy, ship-anywhere purchases but struggled to scale in categories defined by freshness, order
complexity, and difficulty of returns. Those are precisely the categories where an agent that
already knows the consumer’s household, shopping history, sizes, and standing preferences can
remove the most friction.

EMARKETER’s modeling® points to significant potential value: Widespread adoption of agentic
commerce could increase US e-commerce sales by 11.5 percent above the company’s baseline
forecasts by 2030.

Six priorities
As CMOs consider how to act on the emerging trends in agentic commerce, several priorities
stand out:

— Win the Al consideration set. Given the growing preference for using Al, CMOs should shift
resources to maximizing the likelihood that their brands make an agent’s consideration
shortlist. That includes investing in machine-readable content and product data, third-party
authority, and Al-search optimization.

8 Rachel Wolff, “Shopify expects agentic commerce to lift e-commerce adoption,” EMARKETER, May 6, 2026.
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More broadly, CMOs should reconsider budgets to go after three groups of shoppers:
ashrinking set of non-Al users to defend as cheaply as possible; a fast-growing set of
samplers trying Al to win early; and a core of deep users whose reliance on Al is intensifying
and whose habits are getting stickier to protect fiercely by becoming their default choice.

Measure and optimize 24/7. Gathering insights on consumer behavior has long been a
critical capability, but companies now need to account for consumers’ shopping agents as
well. Companies need to understand how agents interpret consumer wants, which attributes
and sources drive their recommendations, and why brands make, or miss, the consideration
shortlist. And they need to measure continuously because agents don’t rest. In our
experience, companies can put this structure and measurement in place within weeks and
begin seeing impact within a few months.

Make your product information easy for Al to use. Al agents can only recommend and

buy your products if they have accurate, up-to-date information about them (such as
specifications, prices, availability, delivery options, policies, and loyalty benefits). Al searches
connected to aretailer’s product catalog convert at roughly twice the rate of searches relying
on scraped or outdated information. Here’s a simple test: If an agent asked what a product
costs, whether it is in stock, when it could be delivered, and whether it could buy it now, could
your systems accurately respond? If not, improving the underlying product data and systems
should be a priority.

Protect your most critical assets. As agentic commerce grows, retailers will increasingly
interact with a complex ecosystem of Al platforms, providers, agencies, commerce partners,
and third-party Al tools. That makes it critical to decide what data and capabilities each
partner can access, and on what terms. Product information, pricing, and inventory may
need to be widely available for agents to recommend and transact effectively. But customer
information, purchase and behavioral history, loyalty data, and proprietary insights are
valuable assets that require greater protection. Retailers should establish clear rules for who
can access this information, how it can be used and shared across partners, and what data
third parties can retain or build from customer interactions.

Invest in developing Al shopping assistants for owned sites. Retailer Al assistants may have
less usage today, but their usage at the point of purchase indicates their growing potential
value, especially when integrated with customer history, inventory, and fulfillment capabilities.
Prioritize Al experiences that remove real shopping friction, such as helping customers
narrow choices, compare products, find the right fit, or complete routine purchases.

Put leaders in charge and give them sufficient authority. Agentic commerce allows for a
much broader range of activity than e-commerce and requires greater speed. That makes
it more important to bring together different functions, from marketing and merchandising
to finance and legal, and to be clear on governance so decisions can happen quickly. That
level of oversight and coordination requires a senior owner with authority to set platform
and data rules, resolve trade-offs, manage risk, and move resources toward the categories
and use cases showing the greatest potential. Much of this can and should be automated,
with human oversight.
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Consumers are clear they want to do more with Al. The question for retailers and brands is
whether they are ready to capture that demand. Doing so will require rethinking how they reach
and influence consumers, where they invest, and how they protect customer relationships. Those
that figure out how to strike that balance can turn agentic commerce from a source of disruption
into a new engine of growth.
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