Digital Transformation
Strategy: Case Study Analysis

A comprehensive examination of how a traditional enterprise
successfully navigated the complex journey of digital transformation,
reimagining operations, customer experience, and competitive
positioning in the modern marketplace.




COMPANY PROFILE

Executive Summary: Company Background and
Transformation Goals

Strategic Objectives

e Transform from physical-first to omnichannel retail
leader

e Increase digital revenue from 8% to 35% within three
years

e Reduce operational costs by 20% through automation
e Improve customer satisfaction scores by 40 points

e Build data-driven decision-making capabilities across
organization




Current State Assessment: Legacy Systems and
Market Position

Critical Challenges
Identified

Technology Debt

15-year-old ERP system,
disconnected point solutions, no
API integration, manual data
reconciliation consuming 200+
hours weekly

Customer Experience Gaps

No mobile app, fragmented loyalty
program, inability to track
customer journey across channels,
48-hour order fulfillment average

Competitive Pressure

Market share declined 12% over
three years, losing millennial and
Gen Z customers to digital-native
competitors with superior
experiences



© STRATEGIC DIRECTION ’

Digital Vision and Strategic Roadmap Definition

RetailCo's transformation vision: "Become the most customer-centric omnichannel retailer by seamlessly blending physical

and digital experiences, powered by data intelligence and operational excellence.”

Phase 1: Foundation

Months 1-6: Infrastructure assessment, team
building, vendor selection, cloud migration
planning, quick wins identification

Phase 3: Enhancement

Months 15-24: Advanced analytics, Al-powered
personalization, inventory optimization,
omnichannel fulfillment, IoT in stores
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Phase 2: Core Build

Months 7-14: ERP replacement, e-commerce
platform launch, mobile app development, data
warehouse implementation, API layer creation

Phase 4: Innovation

Months 25-36: Predictive modeling, AR
experiences, autonomous supply chain, ecosystem
partnerships, continuous optimization



Technology Infrastructure Modernization Plan

Key Technology Decisions

Cloud Platform

Microsoft Azure selected for retail-
specific capabilities, hybrid cloud
support, and AI/ML services

Applications &
Touchpoints
Business apps and customer ]
Pl ERP Solution
SAP S/4AHANA Cloud for real-time
Data & Integration . . .
operations, financial management,
Data platform and API- ) .
driven integration and supply chain visibility
Core Cloud

Cloud infrastructure and
platform services

Commerce Platform

Salesforce Commerce Cloud
The modernization strategy centered on building a cloud-native, API-first providing unified commerce across

architecture enabling scalability, flexibility, and rapid innovation while web, mobile, social, and in-store
reducing total cost of ownership by 35%.

Data Architecture

Snowflake data warehouse with
Tableau for analytics and PowerBI
for operational reporting



Customer Experience Redesign and Digital

Touchpoints

Mobile-First Experience

Native i0S and Android apps
with personalized
recommendations, AR try-on,
barcode scanning, and
seamless checkout driving
45% of digital orders

Connected Store
Experience

Smart mirrors, digital
signage, mobile POS, endless
aisle kiosks, and clienteling
tools empowering associates
to deliver personalized
service

Unified Customer
Profile

360-degree view combining
online behavior, purchase
history, preferences, and
service interactions enabling
true omnichannel
personalization

Flexible Fulfillment

Buy online pickup in-store,
curbside pickup, same-day
delivery, ship from store, and
easy returns across any
channel reducing friction



l~” DATA INTELLIGENCE

Data Analytics and Business Intelligence
Implementation

$120.00
$80.00

Data-Driven Decision
Making
RetailCo implemented a comprehensive M
data strategy transforming scattered
information into actionable insights,
enabling predictive capabilities and $0.00
real-time operational visibility. Inventory Accuracy Fo.mcaBs; Eje;i:on. AftDee;ision Speed Data Quality

Performance improvements measured as percentage scores across key data

capabilities
01 02
Data Consolidation Analytics Layer
Unified 47 disparate data sources into central warehouse Built self-service BI platform democratizing data access
with automated ETL pipelines across 800+ business users
03 04
AI/ML Models Real-Time Insights
Deployed predictive models for demand forecasting, Created operational dashboards providing live visibility into

customer churn, pricing optimization sales, inventory, and performance



Change Management and Employee Training
Programs

Recognizing that technology alone doesn't drive transformation, RetailCo invested heavily in change management, creating a

culture of continuous learning and digital adoption across 8,500 employees.

Leadership
Alignment

Executive
sponsorship
program with
monthly town halls,
transparent
communication,
and visible
commitment from
C-suite driving
transformation
momentum

Digital Academy

Created
comprehensive
training curriculum
with 200+ courses
covering digital
skills, new systems,
and customer
experience
delivered through
LMS platform

Change
Champions

Identified and
empowered 150
change champions
across locations
serving as peer
coaches, early
adopters, and
feedback conduits
to leadership

= \ Incentive
é Programs

Redesigned
performance
metrics and
rewards to
recognize digital
adoption,
innovation, and
customer-centric
behaviors aligned
with
transformation
goals



‘ EXECUTION PLAN ’

Implementation Timeline and Budget Allocation

Investment Breakdown

Total transformation budget of $47M allocated strategically across technology,

talent, and change management over 36-month implementation period.

B Technology B Consulting

Internal Staff

B Training

B Change Mgmt

Resource Allocation
Strategy

Technology Platform

52% - Cloud infrastructure,
software licenses, integration,
security, and infrastructure
modernization

External Expertise

19% - System integrators,
specialized consultants, and
implementation partners bringing
proven methodologies

People Investment

17% - Employee training, digital
skills development, and change
management ensuring successful
adoption

Internal Team

12% - Dedicated transformation
office, project managers, and
business analysts driving execution



Results and ROI Measurement: Key Success
Metrics

After 36 months of disciplined execution, RetailCo's digital transformation delivered measurable business impact across
financial performance, customer experience, and operational efficiency, validating the strategic investment and positioning

the company for sustained growth.

187% $23M 4.8 156%

Digital Revenue Growth ~ Annual Cost Savings Customer Satisfaction ROI Achievement
Online sales increased from  Operational efficiencies from Net Promoter Score Three-year return on $47M
$184M to $528M, now automation, optimized improved from 32 to 71, with investment with payback
representing 34% of total inventory, and reduced IT mobile app rated 4.8 stars period of 28 months,
revenue and exceeding maintenance delivering and 2.1M active users creating sustainable

transformation targets ongoing value competitive advantage

"This transformation fundamentally changed how we operate and compete. We're no longer a traditional retailer with a
website—we're a digital-first company that happens to have physical stores. That mindset shift, enabled by technology

and embraced by our people, is what drives our success."

— Sarah Chen, Chief Digital Officer, RetailCo




