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Turning Enterprise Hyper-
Personalization Into a Retail
Growth Engine

A Practical Guide for Retail Leaders in 2026 and Beyond



The Hyper_Personalization Even more critically, personalization, operational agility, and cost discipline have

been identified as the top board-level priorities for retailers, reflecting the reality
Pa radox that experience differentiation must coexist with margin protection!

A customer receives an email with a 40% discount on her favorite product.

The offer is timely, personalized, and compelling so she visits her local store to
redeem it. But the shelf is empty. The predictive model worked. The execution,
however, did not.

This is the modern hyper-personalization paradox.

With the help of Al and advanced analytics, retailers can now predict intent,
tailor offers, and generate next-best actions with remarkable precision. Yet
too often, those signals fail to translate into coordinated execution across
merchandising, inventory allocation, store operations, service, and returns.

The industry’s ongoing retail transformation is shifting accordingly. Retail has
long treated hyper-personalization as a differentiator, primarily as a CX initiative.
But in 2026, the definition and the stakes have changed.

Retailers that scale Al and advanced analytics across business functions
achieve 5-8% incremental revenue uplift and 15-20% improvements in
customer satisfaction through next-best-experience orchestration.?
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1 https://www.deloitte.com/us/en/insights/industry/retail-distribution/retail-distribution-industry-outlook.html
\\ 2 https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/next-best-experience-how-ai-can-power-every-customer-interaction
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Against this backdrop:

Inflation and tariff volatility continue to pressure cost structures.
- Private label growth intensifies competitive differentiation challenges.
« Inventory risk remains elevated amid demand unpredictability.

- Consumers demonstrate declining brand loyalty but heightened expectations
for relevance.

The implication is clear: hyper-personalization has become a commercial and
operational necessity spanning the enterprise. Achieving this at scale will require
orchestration and a new approach.

True hyper-personalization in 2026 means coordinated use of unified data, Al
(including agentic systems), and operating model redesign to tailor product
design, pricing and promotions, inventory allocation, store operations, service
and resolution, warranty and returns, and more.

To succeed in the future, retailers will need to move from siloed initiatives to fully
integrated systems, and from segments to dynamic personas and, ultimately, a
persona-of-one.

This whitepaper examines how retailers can overcome the challenges they face
in this regard and shift from Al-enabled CX to enterprise hyper-personalization.
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C h a | |e N g e 1 . Attempting to orchestrate enterprise-wide personalization on fragmented
) foundations leads to challenges such as promotions and offers that aren’t

From Data Frag mentation to supported by inventory and margin erosion due to disconnected pricing decisions.
Real-Time Retail Intelligence

The Pressure Point and Operational Gap

Despite years of investment in customer data platforms, analytics engines, and
marketing automation tools, many retailers still struggle with a fundamental
issue: their data architecture reflects the organizational silos of the past rather
than the operational needs of modern retail.

Many retailers claim to have achieved a “360-degree customer view”. In
practice, what exists is often a fragmented collection of partial views distributed
across systems that were never designed to work together.

Customer profiles, for instance, may live within a Customer Data Platform (CDP)
or Customer Relationship Management (CRM) system, but SKU attributes sit
inside an entirely separate Product Information Management (PIM) solution.
Inventory availability, meanwhile, is housed within Enterprise Resource Planning
(ERP) platforms or warehouse management systems (WMS) while inventory,
returns, warranty data, and store performance metrics are all stored and
operated separately.

This system sprawl translates into more than 60% of retailers struggling to
convert customer data and insights into actionable merchandising or inventory

decisions.?

3 https://www.mckinsey.com/industries/retail/our-insights/merchants-unleashed-how-agentic-ai-transforms-retail-merchandising
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The Technology and Process Solution: A Unified Retail Digital Fabric

To close this gap, retailers must build a unified data layer that connects customer
behavior, product composition, inventory, service, and store-level performance.

Harnessing a Retail Digital Fabric provides that orchestration layer by
connecting systems of record, automation platforms, and analytics environments
across the entire retail value chain. The architecture translates data into action:
Al-powered SKU lifecycle management, for instance, not only automatically
validates product attributes, but detects pricing anomalies and flags missing
information during item onboarding or stock-taking.

A Retail Digital Fabric is a technology and data framework that connects
core retail systems through a unified layer of data, automation, and analytics.
Real-time data sharing and coordinated workflows allow retailers to translate
customer insights into operational actions.

Embedding this type of intelligence into operational workflows means retailers
can significantly cut down the time between signal detection and response. It
also enables persona-based assortment planning and localized merchandising
strategies.

Agentic capabilities further strengthen this foundation by autonomously
monitoring data streams, identifying irregularities, and routing insights across
functions. Rather than waiting for manual analysis, teams from merchandising
and marketing to supply chain receive actionable recommendations in real time.
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Practical Steps

1

Conduct an enterprise data
maturity audit across customer,

product, and operational systems.

This assessment should map
where critical data resides, how it
flows between systems, and where
gaps limit personalization. Agentic
Al can autonomously scan data
environments for inconsistencies
and integration gaps.

2.

Identify where personalization
breaks down due to missing or
delayed signals.

By tracing the flow of data through
key customer journeys and
operational workflows, retailers
can pinpoint where disconnected
systems or slow data updates
prevent insights from translating
into action.

3.

Establish unified master data
governance for SKU and product
attributes.

Standardizing product definitions
and ownership across functions
ensures that personalization
engines operate on consistent,
reliable data.

4,

Pilot persona-informed
assortment in a high-impact
category, such as apparel,
electronics, or home goods.

Starting with a focused category
allows retailers to test how
behavioral and demographic
persona insights can inform
merchandising decisions and
inventory allocation before scaling
enterprise-wide.

A global auto parts retailer partnered with Sutherland to re-engineer end-to-end functions, particularly Procure to

Pay. The result was 80% touchless invoice processing and a ~90% improvement in payment on time driven by the

creation of a robust operational data layer that connects procurement, finance, and more. This leads to a more

effective foundation for inventory planning and demand forecasting.




Challenge 2:

Breaking Down Silos Across
Marketing, Merchandising,
and Operations

The Pressure Point and Execution Gap

Customers experience a brand as a single, unified entity. Retail organizations
rarely operate that way internally, though.

Each function operates with its own priorities and performance indicators.
Marketing teams focus on campaign execution and acquisition metrics.
Merchandising teams concentrate on assortment optimization and category
profitability, while operations leaders are responsible for cost control and
improving supply chain efficiency, as well as store execution. Store associates
are tasked with delivering customer experiences without always having visibility
into the campaigns or strategies driving them.

Consider the scenario outlined earlier in this paper, where the targeted
promotion to a high-value customer fell short because of a lack of inventory
in-store. The result is a systemic coordination problem that undermines
personalization initiatives by eroding trust in the brand.

Sophisticated targeting models cannot compensate for fragmented execution.
To address this, retailers must shift from a campaign-centric model of

personalization to an execution-aligned model. Instead of treating marketing

initiatives as independent programs, personalization must be designed for delivery

across the entire enterprise.
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The Technology and Process Solution: Connected Services

This transition requires a fundamental change in how retail organizations
measure success. Functions must align around shared commercial outcomes
such as customer lifetime value, customer retention, margin per persona, and
inventory turnover.

Implementing a Connected Services Platform combines operational analytics
and automation with loT-enabled monitoring to provide cross-functional
orchestration and enterprise-wide visibility into store operations and
performance.

Agentic Al adds another layer of value by continuously monitoring the
relationship between promotions, margin thresholds, and inventory
availability. When discrepancies emerge, the system can dynamically adjust
promotional logic or reroute fulfillment options before customer experience
is impacted.

Breaking down organizational silos is not simply a governance exercise. It
requires the alignment of technology and operating models around a shared
goal: delivering personalization that is both relevant and executable.
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Practical Steps

1

Redefine cross-functional KPlIs to
focus on enterprise value.

Shifting from siloed metrics such as
category sales to shared outcomes
like customer lifetime value and
margin per persona encourages
teams to optimize for long-term
profitability rather than isolated

wins.

2.

Align marketing calendars with
inventory visibility.

Integrating campaign planning
with real-time inventory and supply
chain data ensures promotions

are supported by available stock
across channels, while agentic Al
can monitor inventory-promotion
mismatches and flag or adjust
campaigns before issues impact
customers.

3.

Embed margin guardrails into
personalization engines.

By incorporating margin thresholds
and cost-to-serve considerations
into offer logic, retailers can
prevent promotions or incentives
from unintentionally eroding
profitability.

4,

Establish a cross-functional
personalization governance
forum.

Bringing together leaders
creates a structured environment
for coordinating strategy,
resolving conflicts, and scaling
personalization initiatives across
the enterprise.

An Australian multinational retail chain generated approximately AUD 5 million in annual savings and achieved a

96% reduction in alarm noise by deploying a connected Intelligent Asset Management solution.
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Challenge 3:

Designing Products, Assortments,
and Store Experiences Around
Dynamic Personas

The Current Pressure Point and Operational Gap

Hyper-personalization must shape the very design of products and store

experiences.

Many retailers still rely heavily on historical sales patterns when determining
product assortment and planogram layouts. While these insights remain
valuable, they often fail to capture emerging behavioral signals that reflect
shifting consumer priorities such as sustainability preferences, price sensitivity,
lifestyle changes, or digital engagement patterns.

At the same time, behavioral insights gathered through digital channels often
remain trapped inside marketing platforms and are rarely integrated into
merchandising decisions. The consequence is a disconnect between customer
expectations and product availability.
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The Technology and Process Solution: Customer Experience Advisory
Services

To overcome this, retailers must transition from static segmentation
models to dynamic persona frameworks that incorporate multiple layers
of intelligence, and from demographic and life-stage data to geographic
demand patterns and value sensitivity.

These persona frameworks should directly influence core retail decisions:
assortment planning, space allocation, product design, and more.

Working with a customer experience advisory services partner facilitates
defining and creating detailed customer personas and omni-channel journey
frameworks that align product and service strategies with measurable
customer outcomes.

When persona insights are embedded across merchandising and
operational processes, retailers gain the ability to localize assortment and
store layouts based on the specific needs of their customer base.

Agentic systems further enhance this approach by continuously analyzing
persona-level performance indicators. When a product underperforms
within a particular persona segment or geographic region, these systems
can automatically surface insights and recommend adjustments to
merchandising strategies.

Over time, this creates a feedback loop where product strategy,
merchandising decisions, and customer engagement continuously refine
one another.

POV-10911© 2026, Sutherland Global Services, Inc. All rights reserved



Practical Steps

1

Define a clear persona matrix
grounded in behavioral and value-
based signals.

Combining demographic data
with purchase history and other
patterns allows retailers to create
actionable customer groups that
can inform strategic decisions
across the business.

2.

Embed personas into
merchandising, pricing, and space
allocation decisions.

Integrating persona insights into
these operational processes
ensures that product availability
and store layouts reflect the
preferences and needs of the
customers most likely to shop in
each location.

3.

Localize assortment and
planograms based on regional
persona density.

By analyzing which personas
dominate specific markets or store
clusters, retailers can tailor product
selection and shelf placement to
match local demand patterns, while
agentic Al can continuously analyze
store-level data and recommend
adjustments as demand shifts.

4,

Connect service insights back to
product strategy.

Feedback from returns, complaints,
and service interactions should

be systematically analyzed and
shared with merchandising and
product teams to inform future
assortment decisions and product
improvements.

An automotive retail conglomerate deployed an intent-driven Al-powered search platform and an omnichannel

interaction platform paired with a conversational Al-enabled chatbot to elevate engagement across the entire

customer lifecycle. This connects behavioral data to merchandising decisions and personas and led to an overall

10% improvement in first call resolution and average handle time.
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Challenge 4.

Delivering Hyper-
Personalization Across the
Entire Customer Lifecycle

The Pressure Point and Operational Gap
Personalization frequently weakens after the first transaction.

Engagement becomes calendar-driven rather than event-driven. Service
interactions remain disconnected from marketing insights, with returns and
warranty processes handled through standardized workflows that ignore
customer value or risk profiles.

This approach creates a missed opportunity. Service moments — returns,
complaints, repairs, and warranty claims — are among the most emotionally
charged interactions customers have with a retailer. When handled effectively,
these interactions can strengthen loyalty and reinforce trust. Conversely, when
handled poorly, they can permanently damage the relationship.

POV-10911 © 2026, Sutherland Global Services, Inc. All rights reserved

13



The Technology and Process Solution: Agentic Complaints and
Fraud Journeys

To address this challenge, retailers must adopt an always-on lifecycle
orchestration model where personalization extends beyond acquisition and
continues throughout the entire customer journey.

This includes capabilities such as:

Predictive replenishment based on consumption patterns.

Personalized post-purchase engagement triggered by service interactions.

Risk-based returns policies informed by behavioral insights.

Margin-aware resolution pathways for warranty and repair claims.

Agentic Al enables this level of orchestration by embedding intelligence into
operational workflows. Agentic complaint management journeys automate
the capture, categorization, and investigation of customer complaints while
simultaneously triggering resolution workflows and updating internal systems.

Similarly, fraud detection journeys leverage biometric authentication, transaction
analysis, and automated decision models to identify suspicious activity and
trigger appropriate responses without manual intervention.

By integrating these capabilities into the customer lifecycle, retailers transform
service operations from cost centers into loyalty drivers.

In doing so, hyper-personalization becomes not just a mechanism for selling
products but a strategy for building enduring customer relationships.
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Practical Steps

1. 2. Sh 4,

Map lifecycle micro-journeys Implement event-based Introduce risk- and margin-aware Close feedback loops between
beyond acquisition. engagement triggers. resolution policies. service and merchandising.
|dentify the key moments after Instead of fixed campaign Incorporate customer value and Insights from customer support,
purchase — such as delivery, calendars, retailers should activate fraud indicators into service returns, and warranty claims should
service requests, and returns — communications and offers based workflows to tailor resolution be continuously analyzed and
where personalized engagement on real-time events such as service pathways that balance customer shared with merchandising teams
can strengthen loyalty and interactions or replenishment satisfaction with financial discipline. to inform product improvements
reduce churn. needs, with agentic Al monitoring and future assortment decisions.

signals and triggering engagement
automatically.

A leading US-based telecom retailer invested in Al-enabled service agents, including an “inline” Al Agent solution

that assists human agents during engagements to provide real-time answers, feedback, and fraud analysis. By
equipping service teams with contextual insights and automated recommendations, these agents enable more
personalized interactions while orchestrating faster, more consistent resolutions across the customer lifecycle.




Challenge 5:

Simplifying the Retail Tech
Stack While Moving Toward
Autonomous Operations

The Pressure Point and Operational Gap

As retailers attempt to operationalize enterprise hyper-personalization,
technological complexity associated with legacy tech stacks and fragmented
workflows becomes the bottleneck.

Over the past decade, retail technology stacks have expanded dramatically.
Many organizations now operate dozens of platforms across functions. They
now typically include multiple CDPs, disconnected CRM systems, legacy POS,
siloed loyalty platforms, and fragmented analytics tools.

While each platform may serve a valuable purpose, the overall architecture
often becomes difficult to manage and integrate. What this looks like is
duplicate customer data across systems and slow data synchronization between
platforms. Typically, manual workflows are needed to bridge these system gaps.

Without interoperability and orchestration, even advanced Al capabilities cannot
deliver enterprise-wide value.
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The Technology and Process Solution: Al-Led Autonomous Architecture

To move forward, retailers must simplify their technology landscape while
introducing orchestration layers that enable interoperability across systems.

Investing in a Gen Al-led architecture takes a layered approach that combines
foundational Al components, integrated co-pilot solutions, and fully agentic
operational workflows. Within this framework, Al capabilities are embedded
directly into operational processes. This ranges from returns management and
reverse logistics to complaint resolution workflows. Also included are fraud
detection and prevention and planogram analytics.

A Gen Al-led architecture embeds generative Al capabilities across data,

applications, and workflows to drive intelligent decision-making and automation.

It enables systems to interpret data, generate insights or content, and then
coordinate across platforms to support real-time, personalized operations.

Rather than functioning as standalone tools, these capabilities operate as
intelligent agents that coordinate actions across systems and departments.

The shift marks an important transition in retail technology strategy.

Instead of relying on manual coordination between systems, organizations
begin moving toward adaptive, autonomous operations where routine tasks are
executed automatically, and human intervention is reserved for exceptions and
strategic decisions.
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Practical Steps

1

Conduct a technology landscape
assessment to identify
redundancy and friction.

Map existing platforms and
integrations to uncover any
overlapping tools or data
bottlenecks and operational
inefficiencies that limit real-time
decision-making.

2.

Define a future-state
personalization architecture
aligned to growth goals.

Retailers should design a
streamlined technology blueprint
that clearly connects data and
analytics to operational systems
to support scalable enterprise
personalization.

3.

Introduce orchestration
middleware to enable
interoperability.

Enable disparate systems to
exchange data and trigger
workflows in real time, ensuring
that personalization insights
translate into coordinated action
across channels and functions.

4,

Prioritize high-volume, rules-
based processes for autonomous
execution.

Automate repetitive workflows
such as returns validation or order
updates to create early efficiency
gains, with agentic Al enabling
autonomous resolution while
freeing human teams to focus on
higher-value strategic decisions.

A premier floral gifting company used intelligent automation to consolidate support and enable more autonomous

operations. Paired with advanced forecasting and resource optimization, the solution led to $1.3million in additional

annual revenue, an 11% improvement in workforce efficiency, and an 84% uplift in customer delight.*

4 https://www.sutherlandglobal.com/insights/case-study/floral-gifting-experts-topline-revenue-blooms
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Making Enterprise Hyper-
Personalization a Reality
with Sutherland

For years, retailers treated personalization primarily as a marketing capability
focused on targeted promotions and digital engagement. While these initiatives
delivered incremental improvements in customer experience, they rarely
addressed the structural challenges that limit retail performance.

That approach is no longer sufficient.

Continuing margin pressure and supply chain volatility — together with evolving
consumer expectations — require retailers to rethink personalization as an
enterprise-wide capability that connects all retail functions.

Delivering this capability at scale requires a transformation in how retail

organizations operate.

Retail leaders must:

Build unified intelligence foundations that connect customer, product,
and operational data.

Align marketing, merchandising, and operational teams around shared

commercial outcomes.

Design products and store experiences around dynamic customer

personas.
Extend personalization across the entire customer lifecycle.

Simplify technology stacks while embedding Al-driven orchestration
into workflows.




When these elements come together, hyper-personalization
becomes a growth engine.

Sutherland’s retail ecosystem — spanning digital engineering,
operational transformation, supply chain platforms, and agentic Al
— demonstrates how retailers can operationalize enterprise hyper-
personalization across the entire value chain.

The retailers that succeed in the coming decade will not simply
know their customers better. They will organize their entire
enterprise around serving them better. And they will do so

with the intelligence and orchestration required to turn hyper-
personalization into sustained competitive advantage.

Artificial Intelligence. Automation. Cloud Engineering. Advanced Analytics.
For Enterprises, these are key factors of success. For us, they’re our core expertise.

We work with global iconic brands. We bring them a unique value proposition through market-leading technologies and business process excellence. At the heart of it all is Digital Engineering Services — the foundation that powers rapid innovation and scalable business transformation.

We've created 363 unique and independent inventions, 250 of which are Al-based and rolled up under several patent grants in critical technologies. Leveraging our advanced products and platforms, we drive digital transformation at scale, optimize critical business operations, reinvent experiences,
and pioneer new solutions, all provided through a seamless “as-a-service” model.

For each company, we provide new keys for their businesses, the people they work with, and the customers they serve. With proven strategies and agile execution, we don’t just enable change — we engineer digital outcomes.
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digital outcomes.

sutherlandglobal.com




