From Product Seller to Data-Driven
Revenue Engine

GROWTH & DIGITAL TRANSFORMATION [ STRATEGIC PROOF }

A leading regional retailer with strong physical presence and growing e-commerce operations was facing
margin compression despite increasing sales volumes. Despite strong top-line performance, the business was

structurally limited by its dependence on product margins, underutilized customer data, and an absence of any
structured monetization of digital or in-store traffic.

Fortis & Peak designed and implemented a Retail Media & Customer Intelligence transformation that
fundamentally repositioned the retailer — from a transactional product seller to a data-driven customer

monetization platform. The results were measurable, scalable, and strategically significant.
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Client Context & The Strategic Problem

The retailer entered this engagement as a high-volume but margin-compressed business. Its core challenge was not a lack
of customers or transactions — it was a failure to extract value from the customer relationships it already owned. Three

structural gaps defined the problem.

Fragmented Customer No First-Party Data Marketing as a Cost

Data Monetization Center

POS, e-commerce, and CRM The retailer possessed rich Marketing spend was treated as
systems operated in silos with no transactional data but had no an operational expense rather
integrated intelligence layer, strategy to package, activate, or than a revenue-generating
making behavioral insight commercialize it with brand function, limiting investment
impossible at scale. partners or advertisers. rationale and strategic alignment.

The business was operating as a transactional retailer, not as a customer intelligence platform.



Pillar 1: Customer Data Unification

The foundation of the transformation was the integration of omnichannel data into a single intelligence layer.
Rather than relying on demographic profiles, Fortis & Peak built customer segmentation models grounded in
behavioral signals — purchase frequency, basket composition, channel preference, and promotional

responsiveness.

This unified data architecture enabled real-time visibility into purchasing patterns across physical and digital
touchpoints. For the first time, the retailer could identify high-value customer segments, predict churn, and
personalize engagement at scale — turning raw transactional data into a strategic asset that could be activated

commercially.
Omnichannel Integration Behavioral Segmentation Real-Time Visibility
POS, e-commerce, and CRM Customer segments built on Live insight into purchasing
unified into a single intelligence behavior, not demographics patterns across all channels

layer



Pillar 2 & 3: Retail Media Network &
Commercial Model Redesign

Commercial Model Redesign

Marketing was formally repositioned from a cost center to
a profit center. New revenue streams from brand
partnerships were introduced and structured. Critically,
sales, marketing, and data teams were aligned under
unified KPIs — ensuring that every function contributed
to and was accountable for revenue outcomes, not just
operational metrics.

Product-Centric
Retailing

Volume-driven, margin-
compressed, siloed data

Data-Driven
Monetization )

Integrated intelligence,
RMN, unified
commercial model

This two-pillar commercial intervention completed the transformation from a product-centric retailer to a platform
business capable of monetizing every customer interaction.



Measured Impact -

The transformation delivered quantifiable results across revenue contribution, customer economics, and
profitability. These outcomes validate the strategic thesis: that activating customer data and building a
retail media capability creates compounding value that product sales alone cannot generate.

+28% = Ve

Marketing Revenue Contribution

Increase in marketing-driven revenue contribution post-transformation

+12%

Average Basket Size

Uplift through targeted, data-driven promotional strategies

18%

Retail Media Profit Share

New high-margin Retail Media revenue contributing up to 18% of total profit

-22%

Customer Acquisition Cost
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Reduction in CAC through precision targeting and behavioral intelligence



Executive Takeaway & Fortis & Peak
Perspective

This engagement crystallizes a fundamental shift in how retail competitiveness must be understood. The margin
battleground has moved beyond product assortment, pricing, and logistics. The new frontier is the customer
relationship itself — who owns it, who understands it, and who can monetize it most effectively.

Retailers no longer compete on products alone — they compete on who owns, understands, and monetizes the
customer relationship.

From the Fortis & Peak perspective, the future of growth is not driven by selling more products, but by extracting more
value per customer interaction. Organizations that fail to activate their data will remain trapped in low-margin,
volume-driven competition — structurally unable to build the high-margin, platform-like economics that define the
next generation of retail leaders.

(@) The strategic imperative is clear: activate your data, build your media capability, and redesign your
commercial model — or cede the margin advantage to those who will.



About Fortis & Peak Strategic Proof

Fortis & Peak's Case Study | Strategic Proof series goes beyond traditional case studies to provide clear, evidence-based
validation of our methodologies in action. Each engagement demonstrates how a foresight-driven strategy, when fully
aligned with finance and operations, translates into measurable business outcomes.

These are not theoretical perspectives — they are real-world applications that showcase how complex challenges are
systematically transformed into scalable growth, operational excellence, and sustained competitive advantage. Every case
represents a live deployment of our frameworks under real commercial conditions, with real accountability for results.

@X{ Foresight-Driven u Measurable Outcomes Scalable
Strategy We hold ourselves accountable Transformation
Every engagement begins with to quantifiable business results Our methodologies are
a rigorous diagnostic that — not advisory outputs or slide designed to create durable
identifies structural gaps decks. competitive advantage, not
before prescribing solutions. one-time performance
improvements.

www.fortisandpeak.com | info@fortisandpeak.com
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