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The Real Cost of Running Retail Without One Version of the Truth
Retailers have never had more data, or more places for it to hide. Every transaction, browse, loyalty swipe, shipment, and promotion is captured somewhere, but in systems never designed 
to share one view of the business. Point-of-sale runs apart from ecommerce, CRM apart from loyalty, and supply chain apart from marketing, leaving many retailers data-rich but decision-
poor. As retailers put AI to work, that gap is about to get far more expensive.

The strain shows up in many ways. In inventory, planners forecast without a current 
view of stock on the shelf, in the warehouse, or in transit, and IHL Group 
estimates that out-of-stocks and overstocks cost retailers roughly $1.7 trillion 
a year worldwide. 

The customer view suffers in the same way. Marketing sees each shopper one 
channel at a time, and roughly four in five U.S. shoppers say retailers still get 
personalization wrong, according to Amperity. That gap is costly: McKinsey 
found faster-growing companies draw around 40% more of their revenue from 
personalization than slower-growing peers.

$1.7T
in inventory loses

Pricing and promotion hit a similar limit. With margin, demand, and competitor data rarely in 
one place, teams follow the market instead of anticipating it.



Underneath it all, legacy warehouses and accumulated reports slow the business down. 
Reports take hours, business users wait on IT, and few can say which dashboards reflect the 
truth.

AI raises the cost of every one of these gaps. Any model or agent can only reason over 
the data it can reach, and an agent working from an incomplete customer profile carries that 
gap into every offer it makes. 



The retailers getting the most from AI tend to unify their data first, bringing customer, product, 
inventory, and sales data into one foundation and putting it to work across the business.

4 in 5
expect better 

personalization

3The AI-Ready Retailer



One Foundation Powers 
Every Retail Decision

A unified data foundation addresses these problems where they begin. It brings POS, ecommerce, loyalty, CRM, 
marketing, and supply chain data into one consistent version of the customer, the product, and the sale, governed so 
every team and every AI model works from the same source. From there, three things change.

01
Decisions get faster and sharper.

When every team works from the same numbers, the hours 
that went into reconciling reports go back into acting on 
them, and business users can answer their own questions 
from data they no longer need to second-guess.

02
Value compounds.

The data behind a demand forecast also shapes the 
customer view and the pricing decision, so one investment 
pays off across the business. McKinsey found that early 
adopters of AI-enabled supply chain planning improved 
logistics costs by 15%, inventory levels by 35%, and service 
levels by 65% against slower-moving competitors.

03
AI moves from pilots into production.

Every model and agent inherits the data beneath it, so with 
connected data a replenishment agent can check the 
promotion calendar and supplier lead times before it places 
an order. That shift is already underway: Deloitte reports 
that 68% of retail executives expect to adopt agentic AI 
within the next 12 to 24 months, so retailers need the 
foundation in place before agents are put to work.
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One Foundation Powers Every Retail Decision

15%
improvement in logistics costs

35%
improvement in inventory levels

65%
improvement in service levels

Source: McKinsey

All three changes rest on the same foundation, and it becomes the starting point for decisions from the shelf 
to the boardroom.



The foundation is what makes all of this possible, and retailers can build it around their most valuable use 
case first, strengthening the data as they go.
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Snowflake as the Unified Retail 
Data Foundation
The next decision is where that foundation should live. Copying scattered data into 
yet another system only adds one more place where the customer, the product, and 
the sale have to be reconciled. That approach is part of what created the 
fragmentation in the first place.

The Snowflake AI Data Cloud gives retailers a governed, shared data foundation, 
bringing the work to the data instead of moving data to each new tool. POS, 
ecommerce, CRM, loyalty, marketing, and supply chain data come together in one 
consistent view while the source systems keep running the business. Analytics, AI, 
and activation tools all draw from that same governed layer, so one build serves the 
whole business.

The AI-Ready Retailer

Retail Data Sources

POS eCommerce CRM Loyalty Marketing

Inventory Supply Chain

AI Data Cloud

Shared data · Governance · Trusted business context

Analytics Forecasting Personalization AI models and agents

Retail Intelligence & Activation
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That same layer is also where much of the AI work can run. Snowflake Cortex brings 
models and agents inside the boundary where access and lineage are already 
enforced, so retailers can put AI to work on sensitive customer data without copying it into 
a separate AI stack.

More than 9,100 companies now use Snowflake's AI 
products every week, and as Snowflake CEO Sridhar 
Ramaswamy put it,

"the smartest model in the 
world cannot make sense of 
truly bad data."
For retailers, the payoff shows up in the decisions they 
make every day.
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Where the Foundation Creates 
Retail Value
From understanding customers to forecasting demand, the foundation gives teams 
what they need to decide which offer to send and how much to reorder.

The value tends to show up first with the customer. When purchase history, browsing, 
loyalty activity, and marketing engagement resolve into one identity, segments and 
recommendations reflect the whole relationship.

That’s what Petco achieved when it built its 360-degree customer view on Snowflake, 
across more than 1,500 stores and millions of monthly web visitors. The same data 
then reshapes inventory: when a national retailer and a global CPG shared inventory 
and store data on Snowflake, out-of-stocks fell 14% and revenue grew 5%.

The AI-Ready Retailer

Petco

1,500+
stores

Customer 360 across more than 1,500 stores 
and millions of monthly web visitors.

National retailer + global CPG

14% 5%
fewer out-of-stocks revenue growth

Out-of-stocks fell 14% and revenue grew 5%.
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Retailers can start with one use case and 
add the next without rebuilding.

Getting to that first 
use case is where the 
real work lies:
connecting years of fragmented systems without disrupting 
the transactions, inventory movements, and customer 
experiences that keep the business running, and doing it fast 
enough for AI investments to pay off.
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Where BlueCloud 
Delivers in Retail

The AI-Ready Retailer

Snowflake provides the platform. 
BlueCloud closes the execution gap 
turning it into a working retail data 
foundation.

With advisory-led strategy, deep Snowflake engineering, and retail expertise, BlueCloud 
moves retail data onto Snowflake, typically in 12 to 16 weeks depending on scope, and 
puts it to work where it matters most to a retailer: customers, inventory, and pricing. 
BlueCloud's work in retail centers on these three solutions, each built on Snowflake-native 
accelerators, with AI running across all three.
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01
Know Every Customer:

Omnichannel Customer 360

Personalization depends on recognizing a shopper as one 
person across every channel. BlueCloud's Customer 360 
Framework accelerator resolves POS, ecommerce, loyalty, 
and marketing data into a single governed view of each 
customer in about six weeks instead of twelve, and 
Customer Analytics & Segmentation builds on that view 
with lifetime-value and churn models.

Why it matters: Marketing can direct spend toward its 
most valuable customers and act on churn risk while 
there's still time to change the outcome.

02
Put Inventory Where 
Demand Is:

Inventory & Demand AI

Inventory decisions are only as good as the view of stock 
behind them. The Real-Time Inventory Visibility 
accelerator streams stock data into Snowflake within 
seconds, and the Demand Forecasting Models 
accelerator, powered by Snowflake Cortex, improves 
forecast accuracy by 20 to 30%. Supply Chain 
Optimization extends that view from supplier to shelf.

Why it matters: Retailers can cut stockouts by up to 
30%, carry less excess stock, and get earlier warning 
when a supplier runs late.

03
Protect Margin with Better 
Decisions:

Pricing & Promotion Analytics

Margin is protected when pricing teams can see the effect 
of a decision before they make it. The Price Elasticity & 
Promotion Analytics accelerator brings margin, demand, 
and competitor data together through elasticity models, 
competitive price tracking, and promotion ROI dashboards, 
and Product & Assortment Optimization applies the 
same data at the product level.

Why it matters: Pricing teams can better anticipate 
customer and competitor responses to price changes 
and identify which promotions deliver returns, which 
has helped drive 8 to 12% margin improvement.
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The shared foundation lets AI run 
across all three areas. One decision 
informs the next.

With customer, inventory, and pricing data governed in one place on Snowflake, models 
and agents no longer work in silos: a demand forecast can account for a planned 
promotion, a next-best-action model can skip out-of-stock products, and a pricing model 
can weigh a markdown against customer lifetime value. BlueCloud's AI Garage shortens 
the path from pilot to production, with more than 40 reusable Cortex agents validated 
across 80+ enterprise use cases.

AI across all three areas

Inventory

Demand forecast

Pricing

Promotion Planning

Customer

Customer Offer

Shared data foundation on Snowflake
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Case Study

Proven Results: From Legacy Data 
to Real-Time Retail Intelligence

A unified commerce leader builds the software retailers use to run their stores and 
digital channels, along with the analytics that sit behind it. Its clients depend on that 
data to understand their shoppers, so the speed and reliability of its insight shape the 
value they receive. As the company scaled, leadership set out to deliver real-time data 
to its own teams and its retail clients, giving those retailers the means to personalize 
customer engagement.

The AI-Ready Retailer

75%
faster queries on real-time data teams can 
trust

90
days or less to a live, modern analytics 
platform
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The Challenge 

An aging Redshift data warehouse couldn't keep up. Disconnected systems and 
manual reporting slowed insight for the company and its clients, putting personalized 
promotions out of reach.

The Approach 

BlueCloud moved the company to Snowflake, using Coalesce to speed up data 
modeling. The team:

Migrated the legacy warehouse to Snowflake

Unified the data into one commerce and customer foundation

Enabled real-time data and live reporting

By bringing merchandising, marketing, and customer data together, BlueCloud laid the 
groundwork for Customer 360 and personalization.

The AI-Ready Retailer

Client Impact

75%
faster queries on real-time data 
teams can trust

Retail clients able to run personalized promotions and reach shoppers proactively

One view across merchandising and marketing

The company now turns data into insights fast enough to personalize engagement for 
its retail clients, with a clear starting point for a true Customer 360.

<90days

to a live, modern analytics platform
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From Customer 360 to Agentic 
Personalization

A unified Customer 360 is the foundation for agentic personalization. AI agents 
can now personalize in the moment, choosing the product, the offer, and the channel 
while a shopper is still browsing, but they choose well only with a complete picture of 
that customer: purchase history, lifetime value, churn risk, and what's in stock. 
Customer 360 is what gives agents that picture.

Agents also need that picture to stay in one place. Many customer data platforms still 
ask retailers to export customer data before they can act on it, which leaves agents 
working from a copy and recreates the silos the foundation was built to remove.

A Snowflake-native approach gives agents the data where it already sits. BlueCloud 
builds the Customer 360 foundation, and Insider One, an agentic marketing 
platform, activates it across channels through Snowflake Secure Data Sharing, 
without exporting or copying the customer profile into a separate platform. Every 
campaign can then be tied to revenue and inventory, and each interaction 
strengthens the foundation for the next AI use case.

The AI-Ready Retailer

Unified Customer 360

purchase history lifetime value churn risk what's in stock

AI-powered decisioning

Product Offer Channel

Personalized customer engagement
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Retail AI readiness is only 
as strong as the data 
foundation beneath it.
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AI-Ready Retail Starts with the Right 
Data Foundation
Retail's ambition for AI has moved faster than the data behind it. Agents can only act on what 
they can read, and when that data is scattered across systems, every gap between them 
becomes a gap in the decision.

BlueCloud helps retailers build that foundation. With deep Snowflake expertise and Snowflake-
native accelerators, BlueCloud unifies retail data on Snowflake and prepares it for the agents 
that will run on it, whether you're modernizing a legacy warehouse or moving agents into 
production. Learn more about BlueCloud's Retail & CPG capabilities, or explore our Snowflake-
native accelerators.

Ready to build the data foundation your AI will depend on?

Schedule a Retail Advisory Workshop
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