THRASIO

Case Study: The Decoupled Growth Model

How Thrasio Transformed into an Al-First CPG Leader

Executive Summary

In a radical departure from traditional corporate scaling, Thrasio successfully executed an
"Al-First Enterprise" transformation during its post-bankruptcy period. By pivoting from a
labor-intensive operating model to an Al-Agentic ecosystem, the organization decoupled
business growth from headcount expansion. This transformation moved Thrasio beyond the
"linear growth trap" - where more revenue and more projects required more people - to a model
of sustainable growth.

This model enables business output to scale without a corresponding while decreasing
operational headcount by 80%, $15.8M, from 2024 to 2025. By utilizing Al to automate heavy
lifting - such as coding and data entry - the organization broke the traditional link between
growth and cost. This resulted in non-linear scaling, where production velocity increased
significantly while resource requirements decreased.

This case study details how Thrasio replaced linear resource expansion with an Al-driven
"Ghost Team" infrastructure across the 6 corporate divisions.

The Challenge

Entering 2025, Thrasio faced a structural scalability issue that threatened its transition into an
"Al-First Enterprise". It needed to exponentially increase project throughput across the entire
organization—including Commercial, Finance, Legal, People, Strategy & Transformation, and
Supply Chain—without adding headcount or additional technology systems. This required
breaking the "legacy bottleneck" approach which dictated that more projects required headcount
and vendors.

Despite skepticism from the previous regime—who warned that the roadmap would "take 36 to
48 months and cost over $4M" or "break what was built"—Thrasio operated under a new
mandate: scale output by developing the existing team. The result was the successful
completion of 29 projects in a single calendar year, proving that complex technical solutions
could be delivered without expanding the headcount footprint.
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The Solution

Thrasio engineered a holistic "Ghost Team" infrastructure. A “Ghost Team” refers to an invisible,
always-on infrastructure comprising the Al stack and Agentic workflows. It functions as a digital
workforce that runs in the background 24/7/365, handling repetitive execution tasks. This shift
allows the human talent to transition from manual operators to strategic overseers, effectively
multiplying the capacity of a small team. This ecosystem integrates the Agentic workflows
across Google, OneReach, Zendesk, Assembled, Capacity, and AmplifAl to automate
execution. The solution focused on 4 key strategies:

Turn Cost Centers into Competitive Advantages

Thrasio deployed an Agentic Al ecosystem to manage complex resolution flows, effectively
automating the workload of an entire department while improving quality.

e Scaled down the Data Engineering and Technology team from 68 to 22 (a reduction of
46 team members, including 16 individuals at the managerial level or higher) while
increasing and improving output.

e Handled 26,000+ interactions successfully in 2025, absorbing the workload equivalent of
10.7 Full-Time Employees.

e Maintained best-in-class resolutions, wait times, and customer satisfaction despite a
70% workforce support team reduction.

e Implemented a triple-layered "Safety Net" that identifies 100% of critical notifications
within a 12-hour window (down from 48 hours), capturing "silent" issues previously
missed by email-only processes.

Select the Right Technology Partners

Thrasio partnered with Google to transition from agency-dependence to autonomous creation.
By utilizing the "Google Al Stack"—with NotebookLM as the "Source of Truth" and Gemini as
the "Creator"—the team combined human creativity with Al speed to produce quality content
efficiently.

e Collapsed production timelines for asset creation for social media calendars from 14
days to 15 minutes.

e Enabled a 3 person in-house team to manage unique brand voices for multiple brands
simultaneously.
Achieved 10% reduction in production costs by eliminating agency retainers.
Empowered the team to surface strong creative ideas and move from concept to
execution within minutes.

Engineer the Al-First Infrastructure

Thrasio transitioned from rigid, custom software development, the organization pioneered a
"SaaS + Agentic Al" framework. This strategic pivot from reactive building to disciplined
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optimization used Al agents to bridge disparate systems, driving a massive reduction in
technical debt and complexity.

Optimized production cycles by 3.5x, by leveraging Al-assisted development -
completing a 1,560-hour project roadmap in only 440 hours—a 71.8% efficiency gain
that saved over 1,100 man-hours of manual coding.

Executed a rigorous systems’ consolidation strategy, cutting technology vendors,
applications, and services from 235 to 141.

Reduced annual technology software costs from $10.5M to $4.6M, with a roadmap to
reach 73 total systems by the end of 2026Q1.

Deployed Al agents to act as the "glue" between disparate systems, automating complex
workflows that previously required manual data entry.

Build an Al-Augmented Workforce

Thrasio expanded its Al strategy to encompass employee well-being and internal development.
By leveraging Al-trained internal teams, the organization created a sustainable development
model that simultaneously improves work-life balance and operational capability.

Upskilled the team with 200 hours of specialized Al training, equipping them to lead and
manage the new ecosystem.

Saved $115,000 per implementation by replacing middleware with direct integrations
managed by the Al-trained internal team.

Enabled "human-free" holiday coverage using Assembled Al Voice, allowing the team to
enjoy time off while maintaining urgent customer support.

Achieved a +71 employee satisfaction rate by using Al to actively support employees,
not just customers.

The Impact

The true innovation of Thrasio’s model is the redefinition of the human role. By automating the
"grunt work" - from Tier 1 support tickets to resizing marketing assets - human talent has been
liberated to focus on high-value strategy.

Metrics Traditional Model Al-First Model

Customer Satisfaction 85% 94%

Score (CSAT) Industry Standard Thrasio’s Standard

Creative Development 2 Weeks 15 Minutes

Cycle (Agency Dependent) (In-house Generative Al)
$10.5M $4.6M

[Technology Software Costs Annual Spend Annual Spend

Technlca! System 235 Vendors 141 Vendors

Complexity
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. : 1560 440
Optimized Production Cyclg Project hours Project Hours
Profitable Growth 6 Years Without Profitability 15 Months Post-Bankruptcy
Correlation Resulting in Bankruptcy Resulting In 2025 Being Profitable

Conclusion

Thrasio’s transformation into an "Al-First Enterprise" successfully demonstrates a model of
"decoupled growth," where business expansion is no longer tied to headcount increases. By
implementing a holistic "Ghost Team" infrastructure and an Agentic Al ecosystem, the
organization automated complex workflows across support, marketing, and technology, which
enabled human talent to transition from manual operators to strategic overseers. This strategic
pivot delivered significant operational efficiencies, including a 56% reduction in annual software
costs, a 71.8% efficiency gain in technical production cycles, and the compression of creative
development timelines from weeks to minutes.

Thrasio has proven that organizations can achieve elite performance and scalability by
leveraging Al to handle routine execution while empowering a leaner human workforce to drive
high-value strategy.

"We have moved from a labor-intensive model to a strategic-oversight model. The
future of operations is lean, data-driven, and Al-first."
~ Gershwin Exeter, Chief Experience Officer
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