
Overcoming volume 
challenges and driving 
competitive advantage

Harnessing AI to scale Retail Media Networks:
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A retail media network’s success depends on its sales team’s ability to communicate its unique 

alignment with advertisers’ objectives. These claims must be supported by robust 

suboptimal digital user experiences and outdated customer identity graphs that are 

Since no two retail media networks are identical, late entrants and smaller players face inherent 
disadvantages—unless they leverage AI and machine learning solutions intelligently. Amid the rapid 
proliferation of retail media networks, many fundamental factors are often overlooked, creating 
roadblocks that hinder sustainable scaling. However, these roadblocks can often be overcome by 
partnering with the right technology providers, strategically planning outcomes, and investing in 
targeted engineering initiatives.

Problem statement

As of today, there are over 240 retail media networks operating worldwide. A retail media network 
refers to a platform or ecosystem through which retailers sell advertising space on their websites, 

billions of dollars in annual revenue and earning the trust and investment of brand advertisers. 

of dollars in sunk costs. However, new entrants and smaller retailers can still succeed in establishing 
and scaling a retail media business, provided they invest in the right technology and focus on the 
right areas. 

Introduction

A retail media network’s success depends on the sales team’s ability to sell the unique value 

addressing these brand and advertiser needs. 

media network success
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legacy customer identity graph that is not set up for a retail media network. Addressing these critical 
needs allows true sales enablement, leveraging the same insights and data scientists that frontrunner 

 
However, since no two retail media networks are the same, most late entrants or those lacking 

and machine learning solutions. 

With the proliferation of retail media networks, some very basic factors are often ignored, leading to 
roadblocks in scaling business sustainability. Often, these roadblocks can be avoided by working with 

initiatives. 

A few key areas that are often overlooked by newer entrants in the retail media space are:
• Improving identity graph and match rates 
•

consultative sales capabilities
• Ensuring depth of reporting with reasonable transparency
•
• Deploying data scientists and analysts for sales enablement and assisting the sales process 

These roadblocks predictably arise over time as advertising revenue grows. 

laggards? There are three noticeable areas:

Let’s look at these pillars in a little more depth.

Winning the retail media revenue game
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purchase of the retailer’s customer base. They then develop campaigns based on these signals. These 

inventory and audience versus those of competitors. 

media sales team. This facilitates direct, personalized interactions between retail media networks and 
brands, allowing them to address questions through quantitative analysis and develop tailored 

Thus, the sales initiatives on the RMN side of the retailer fail to achieve the desirable consultative 
sales capability. A consultative sales capability is where the sales team on the retailer side is focused 
on solving common problems for the brand advertiser. Alternatively, they may solve for a desired 

on transactional deals and a “dial for dollars” approach. 

The figure below shows a typical sales enablement evolution using the embedded data science function for 
a high-growth retail media network:

leading to consultative sales 
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Uncovering insights starts by looking 

force multipliers for smaller insights teams, enabling them to leverage vast amounts of data and 
reach. They can proactively look for patterns and trends for further investigation and insight. With 

met with the right media campaign

0

50

100

150

200

250

300

600

650

700

750

800

850

900

950

1,000

2018 2019 2020 2021 2022

Chart 1: Store-Based Retail Sales Trending Up

Store-based Retal Sales ex-Autos & Gas*

E-Commerce Sale

*Excludes e-commerce sales. Source: BEA, TD Economics.
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Chart 4: E-commerce Share of Retail Sales Eases
Toward Pre-pandemic Trend

1st Quarter 2015 - 3rd Quarter 2024
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•

•
•
•
 

the retail media network. 

With simple steps driven by incentives, more customers can be encouraged to use loyalty 

identity graph. A retailer with meaningful retail media ambitions should use machine learning and 

customer persona.
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.

Current State 
(Limited in-store 
strategies)

• Manual
• 3rd party dependent
• Silo reporting
• Limited visibility

Proposed 
Future State
(Unlocked in-store 
strategies)

• Dynamic
• Self-serve
• Unified real-time 

dashboard providing 
access to all 
reporting for analysis
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Enable Instore 
display & audio  

In-store 
media breaks 

the mechanism 
of closed loop 

measurement and 
identity graphs 

Measure and report 
campaign lift and 
quantify impact of 
instore campign

Harmonizing the 
timestamped in-store 

impression log from 
the ad server with 

POS data – both 
being highly 

deterministic 

Syncing instore media 
log and POS data  

Create rando-
mized holdout 
clusters vs look-alike 
test store clusters 
controlling for day of the 
week, location, foot traffic 
levels and other factors 

Holdout stores setup

Reporting on 
in-store media    

According to Forbes' estimates the omni-channel retail media spend in the U.S. is likely to reach $ 
129.9 billion by 2028 and about 99.3% of all retail media spend will be allocated to digital channels. 
Yet on the flip side around 83.7% of all retail sales as of 2024 still happen in physical stores 

The allure of this overinvestment in the digital side is real. However, shifting customer habits to online 
(as desired by most retailers) is a slow process without a massive, unforeseen driver (such as the 
COVID-19 pandemic). And when that driver disappears, we see the shift normalize, as COVID-19 has 
again shown. 

With the redirected focus on the monetization of in-store traffic through media campaigns, the most 
obvious gap lies in the measurement. Due to the lack of deterministic identifiers for in-store traffic in 
most instances, many retail media networks struggle to provide any semblance of the closed-loop 
measurement that is the cornerstone of retail media. 

Retailers where 100% of transactions are tied to a membership ID or customer ID have the cleanest 
way to measure lift in-store. Those retailers without an ID-style construct need not despair. They can 
still offer a close approximation of a closed-loop measurement for in-store media.

The ability to invest, innovate, and measure 
where the majority of their traffic shops 

Measuring where your traffic is – Leveling up instore measurement 

Emerging players in the mid-market retail media sector are prioritizing in-store advertising, often with basic measurement 
methods. This presents an opportunity for a straightforward and easily understandable in-store measurement solution.
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A few simple steps can greatly enhance the value of in-store media for retail media networks. Where 
that value exists, advertisers are willing to pay significant multiples over their existing in-store 
investments with the network. 

These steps create a proxy for measuring media impact in-store and bring the necessary scientific 
rigor into the measurement process: 
• Test-control media impression serving 
• Measurement of impact based on time-slicing 
• Hypothesis-based media testing 
• Randomized controlled trial-based lift measurement
• Detecting proximity-based exposure to in-store screens 
• Harmonization of retailer store POS transactions with the time window of ad impression log data
• AI-driven randomization to maximize inventory utilization 

Under current setups, in-store media execution and its measurement is similar to out-of-home 
advertisements, complete with minimal to almost non-existent measurement of sales lift. Very simple 
solutions, such as measuring lift within the time window of the ad-play and controlling for multiple 
factors through randomization, significantly increase the value of media execution. 

Creating a closed-loop without the benefit of in-store IDs

In a privacy-first world, driven by GDPR/CCPA, these steps enable retailers to gather 
meaningful data while minimizing privacy risks. For more advanced retailers, there might be 
merit in deploying privacy-first solutions in stores to measure proximity to in-store screens 
and shoppers’ exposure to or interaction with visual and audio-based media and in-store 
assets. 

Evening vs. rest of the day Weekday vs. weekend Suburban vs. rural stores

1.07% 2.8% 4.5%
No media running in-store Media running in-store

The big privacy question

Hypothetical for illustration purpose only
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a competitive advantage to earn their advertising dollars. 

they are going to get disrupted in a big way by these upcoming AI based disrupters on the horizon.

transactions: 
criteria—such as store location, SKU sales patterns, and weather—can be achieved on smart screens 

from high to moderately low. The right kind of AI automation enables the selection of store clusters 

the process transparent and credible—encouraging brands to continue investing.
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This creative generation process relies on knowing past customer behavior and who has shown an 
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assistants are further disrupting this space. We anticipate that the whole search volume will collapse 

of new ad units to nudge the assistant toward a certain advertiser’s brand and, in turn, opening up 
new kinds of bidding and advertising. 

Most challenger retail media networks choose the wrong data science partner and end up with years 
of stagnation—all while frantically focusing on the wrong areas of their business. Yet, a few small 
tweaks and the adoption of the right AI solutions in partnership with enablers such as Fractal can 

right AI enabler such as Fractal will help bring in the right solution and integrate their retail media 

frontrunners who have cornered the lion’s share of the market. Thus, partnering with organizations 
such as Fractal helps them bring to bear the right kind of technological partnerships with the 

them on par with the current winners. With the advancements in AI in recent years, smaller 
incumbents in the retail media space, with the right strategic partners—like Fractal—can level the 
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