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Introduction

Step 1: Recognise the Symptoms

The Hidden Cost of Outdated Insight Retail is a race against time. Customers expect personalised service, real-time 
updates, and frictionless experiences across every channel. Operational teams must pivot based on fast-changing 
trends, demand spikes, and market pressures. However, when the data that powers these decisions is delayed, 
disconnected, or trapped in static dashboards and spreadsheets, agility breaks down.

Despite significant investments in cloud-native platforms like Snowflake, Redshift, or BigQuery, 
many retailers still struggle to unlock value from their data. Why? Because the 
problem isn’t volume or storage. It’s access and governance. When insight is slow, 
siloed, or insecure, every decision suffers - from frontline operations to 
board-level strategy.

This expanded guide outlines the five essential steps leading retailers are 
taking to embed governed, real-time dashboards directly into the tools and 
workflows their teams already use. With this approach, they’re reducing 
risk, unlocking faster decisions, and turning their data into a daily 
strategic advantage.

The first step to solving the retail insight problem is identifying it in practice. While outdated 
dashboards or lagging KPIs might feel familiar, they often signal much larger risks.

Symptoms include:

•

•

Stockouts during peak trading hours due to lagging 
inventory data

Poor replenishment cycles driven by last week's sales, 
not today's demand

•

•

Customer complaints rising before trends are noticed 
or addressed

Campaigns underperforming due to lack of real-time 
optimization

These aren’t just workflow challenges. They point to a deeper issue: insight isn’t flowing fast enough to 
match the pace of retail.

Key questions to ask:

•

•

Are decisions based on reports updated weekly or 
monthly?

Do store or regional managers lack live sales, returns, 
and footfall data?

•

•

Is marketing flying blind during key campaigns due to 
delayed dashboards?

Are complaints, delivery delays, and sentiment signals 
tracked in real time?

If any of these apply, your organisation likely suffers from a data disconnect.

Five essential steps 
leading retailers are taking to 
embed governed, real-time 
dashboards directly into the 

tools and workflows their 
teams already use



Customer Impact

•

•

•

•

Lost sales from out-of-stock 
events

Excessive markdowns due to 
missed sell-through trends

Higher customer churn from 
unresolved service issues

Campaign overspend due to a lack 
of real-time performance 
optimization

Operational pain points

•

•

•

•

Analysts waste 30–40% of their 
time on repetitive, manual MI 
requests

Merchandisers can't track 
inventory-to-sales ratios live, 
delaying action

Store managers lack visibility into 
daily performance and staff 
productivity

Teams rely on static reports that 
quickly go out of date

Step 2: Quantify What It’s Costing You 

To drive action and investment, retailers must translate visibility issues into real financial and operational consequences.

Example

A mid-size fashion brand realised it was underreporting stock loss due to disconnected systems between online and 
store data. This blind spot contributed to over £8 million in lost margin over two quarters.
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What the numbers show:

•

•

•

Retailers lose more than $1.1 trillion globally each 
year due to poor inventory visibility and delayed 
decision-making.

A single week of delayed campaign performance 
reporting can reduce ROI by as much as 30%.

NPS and loyalty scores plummet when teams lack 
the data to proactively address service issues or 
delivery problems.

Real-world examples
•

•

A major UK grocery chain experienced widespread 
shelf gaps during a seasonal promotion due to 
delayed inventory reporting. The result: lost revenue, 
empty shelves, and customer churn.

An omnichannel electronics brand ran a national 
campaign without live redemption tracking. They 
overspent by 30% and missed key engagement 
trends until after the campaign ended.

When decisions are made on lagging, local, or incomplete insight, every minute costs money.

Customer experience risks

•

•

•

Support teams respond to 
complaints, but not to trends

Escalations grow because root 
causes are invisible until it's too late

CX leaders lack visibility into NPS 
by region, channel, or campaign



•

•

•

Teams working reactively instead of strategically

Conflicting KPIs across departments cause internal friction

Time-to-decision slows, while customer expectations rise

Hidden costs:

© Panintelligence 2025 4Closing the Data Risk Gap in Retail

What secure insight requires:

•

•

•

•

Role-based access control (RBAC) by user, 
department, or geography

Embedded dashboards that eliminate the need to 
download data

Audit trails for every view and data interaction

PCI, GDPR, and ISO compliance built into dashboard 
design

Step 3: Understand the Risk -
Including Data  Security 

When data is exported, emailed, or stored in ungoverned spreadsheets, it becomes vulnerable. Worse still, when access 
controls aren’t in place, sensitive information may be visible to the wrong teams or exposed in the event of a breach.

Each incident has one common thread: poor data governance. When insight isn’t embedded securely into day-to-day 
operations, the risk grows.

What secure insight requires:

•

•

•

Marks & Spencer (2025): A breach exposed customer 
order histories, leading to weeks of disruption and 
regulatory scrutiny.

JD Sports (2023): Payment and personal data for 
over 10 million customers was compromised.

MOVEit: A vulnerability exploited across global retail 
supply chains, disrupting fulfillment and customer 
service.

Data can be a strategic advantage or a security liability. It depends on how it’s managed.

What secure insight requires:

•

•

•

•

Role-based access control (RBAC) by user, department, or geography

Embedded dashboards that eliminate the need to download data

Audit trails for every view and data interaction

PCI, GDPR, and ISO compliance built into dashboard design

Without clear, shared, 
real-time metrics, even the 
best retail strategy can fail 

in execution.



What secure insight requires:

•
•
•
•
•

Real-time retail planning
Faster campaign pivots
Stronger regional accountability
Higher analyst productivity
Happier, better-informed teams

The final step is scale. Once real-time, governed dashboards are embedded in daily workflows, insight stops being a 
reporting function and becomes a competitive advantage.

Scaling strategy:

•
•
•
•

Start with a high-impact use case (e.g. churn, fraud, or stockouts)
Prove value in a single region or team
Expand with role-specific dashboards and templates
Enable adoption through simple training and embedded help tools
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Many retailers make the mistake of thinking they need new platforms 
to fix the insight gap. In reality, the solution lies in activating their 
current stack.

Most retail organisations already use robust cloud platforms and 
analytics environments. The missing ingredient is an activation layer 
that connects those data sources to decision-makers in real time.

A commercial bank used Panintelligence to 
detect SLA breaches in real time. 

By embedding alerts into its onboarding 
platform, resolution times improved by 40% 
and NPS scores climbed. 

What was once a blind spot became a 
competitive advantage.

By embedding governed insight into 
the systems teams already use, friction 
disappears—and action accelerates.

A national grocer reduced SLA 
breach response time by 30% using 
embedded alerts

A fashion chain unified online and 
offline campaign performance in a 
single dashboard

One retailer reduced analyst 
reporting hours by nearly 50% within 
the first quarter

Retailers using 
Panintelligence have 
seen rapid results:

Step 3: Activate What 
You Already Have

•

•

•

•

Dashboards updating every 
hour or minute based on 
source system feeds

Embedded analytics inside 
existing CRMs, POS systems, 
ERPs, or support portals

Predictive alerting on fraud, 
churn, sentiment, and SLA 
breaches

Secure, governed views 
designed for each role—from 
store manager to CMO

•

•

•

•

Seamless integration with 
Snowflake, Redshift, BigQuery, 
and other modern data stacks

Low-code or no-code 
configuration for rapid 
deployment

Self-serve exploration tools that 
don’t require technical skills

Consistent metrics across 
departments to avoid KPI 
confusion

Key features of a successful 
insight layer:

What this looks like:

Stores: 
View live sales, 
footfall, returns, 
and staffing levels 
by hour and 
location

Marketing: 
Track live campaign 
performance, 
sentiment, and 
spend by channel

Merchandising: 
Trigger markdowns 
or reorder points 
based on real-time 
sell-through

Execs & Finance: 
Monitor P&L, NPS, 
risk indicators, and 
store performance 
in one view

CX:
Monitor SLA 
breaches, queue 
spikes, and 
complaint patterns 
instantly

Step 2: Turn Insight into a Daily Advantage 



Conclusion: Why Retailers Choose Panintelligence  

6

transforms 
your 
existing data 
infrastructure 
into a daily 
decision 
engine.

With Panintelligence, retailers can:

•

•

•

•

Embed dashboards securely inside CRMs, POS 
systems, and support tools

Ensure GDPR, PCI, and internal policy compliance with 
built-in audit and RBAC

Eliminate delays and bottlenecks with real-time 
performance monitoring

Predict customer churn, campaign fatigue, stock 
issues, and SLA breaches before they escalate

Results achieved:

Modern retail moves fast. 
Panintelligence moves faster

•

•

•

•

45% reduction in analyst reporting time

23% increase in campaign response rates

17-point uplift in loyalty NPS in under 8 weeks

100% alignment with compliance frameworks

Panintelligence delivers secure, embedded insight 
when and where your teams need it most. 

From operations to marketing, CX to compliance, it 
transforms your existing data infrastructure into a daily 
decision engine.

From operations to marketing, CX to compliance it...
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Next Steps

Visit www.panintelligence.com/request-a-demo or contact CSM@panintelligence.com to see how embedded, 
governed dashboards can turn your insight gap into competitive advantage.

Book Your DemoCSM@panintelligence.com.


