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SHEARED

Counting Sheep for 
Omnichannel Accountability



This is 
book #3?

ÿțɶǸǸẏɾ 
Ǎ ǪɶɐʭǱṟ



ğǸẏɶǸ ʭǍʳ ɳǍɾʌ 
Ǎ ǪɶɐʭǱṟ ɃɐɶǸ 

like a herd! 

Dedicated to the ones 
ʭțɐ ȓɐʌ ǍʭǍʳṟ

and



Accounting for

of chain retail growth

of chain retail sales 

by 2026 

63%
39%

By now, no one can ignore 
eCommerce or its influence
on sales ǍɅǱ ɾțǍɶǸ ȓɶɐʭʌțṟ

Flywheel

ÿțǍʌẏɾ ɐȺǱ ɅǸʭɾṟ



70% of sales will be digitally 
influenced by 2027.

Forrester

uẏǱ ǍɶȓʔǸ ǪȺɐɾǸɶ ʌɐ ᶯᶮᶮụ 
because retail merchants are 

starting t o build in -store planograms 
based on online sales velocity.

40%
Digitally -Influenced
Offline Sales

Online Sales
30%

30%
Non -Digitally
Influenced
Offline Sales



Yet, despite that winning 
in eCommerce is becoming 

a leading indicator of 
winning in Commerce , 
some leaders were not 

taking action ,  
behaving more like 

ñoMMæṟ



And that was baaa -Ǳṟ



LOOK! 
uẏɃ ȒǍɃɐʔɾṠ

GET YOUR 
FREE COP IES

And so, about two years ago, we 
starting publishing our SHEARED 
Ǹ=ɐɐȶ ʌɶȡȺɐȓʳ ǪǍȺȺȡɅȓ Ẍa sheep a sheep ẍ 
and spotlighting:

ố ÿțǸ ẌǩǍǍǍ-Ǳẍ ǩǸțǍʬȡɐɶɾ țɐȺǱȡɅȓ ʔɾ 
back from digital transformation

ố The true root causes for these sheep -
ȺȡȶǸ ǩǸțǍʬȡɐɶɾ ẌȒǸɅǪȡɅȓẍ ʔɾ ȡɅ

ố The 8 factors for effective change to 
țǸȺɳ ɐʔɶ ɐɶȓǍɅȡʽǍʌȡɐɅɾ Ẍțɐɳ ʌțǸ ȒǸɅǪǸẍ 
of change for long -term growth

As featured in



First 
Movers

Early 
Adopters

Early 
Majority

Late 
Adopters

Laggards

More leaders and organizations 
have been  ẌȲʔɃɳȡɅȓ ʌțǸ ȒǸɅǪǸẍ 

of omni transformation .

WǸẏʬǸ seen a lot of 
progress  over two years .



In fact, for the 7th consecutive year, 
                     published the results of its 
eCommerce Organizational Benchmark Study 
to learn where companies are advancing in 
eCommerce vs. falling short of the mark.

DOWNLOAD YOUR FREE COPY

*SPOILER*
ÿțǸ ẌǸẍ ȡɅ eCommerce 
ȡɾ ǩǸǪɐɃȡɅȓ ɾȡȺǸɅʌṟ



Many first movers are 
ẌɾțǸǱǱȡɅȓ ʌțǸȡɶ ǪɐǍʌɾẍ ɐȒ 
ǪɐɶɳɐɶǍʌǸ ǪɐɅȒɐɶɃȡʌʳṟ

ṟȓɐȡɅȓ Ṿ dare 
we say it Ṿ 
Corporate 
Commando ṟ

Sir, yes sir!



oɐʭǸʬǸɶṞ ʌțǸɶǸẏɾ ɾʌȡȺȺ Ǎ Ⱥɐʌ 
more  progress to ɃǍȶǸṟ

Some orgs 
need to do more  

In new areas

Some orgs need 
to do better  in 
current areas 

Some orgs just 
need to start  in 
ǍɅʳ ǍɶǸǍṟ



ğǸẏɶǸ Ʌɐʌ ɾǍʌȡɾȒȡǸǱ 
until everyone breaks 

free from the herd.

Sorry, no leader 
left behind the 
change curve...



And now because 
eCommerce has 
started  to mature ṟ

Mature? What ever 
do you mean?

ṟw e ǪǍɅẏʌ Ȳʔɾʌ 
keep doing 
ʭțǍʌ ʭǸẏʬǸ 
been doing. 

We need to 
change what 

we do.



If we want to change 
what we do and how 
ʭǸẏɶǸ ɳǸɶȒɐɶɃȡɅȓṞ

we must change what 
and how we measure.

We must start 

counting 
sheep ...

Count?!! 
u ǱɐɅẏʌ ǸʬǸɅ 

have fingers!



Before we start counting sheep ṟ 

what is still holding 
us baaa -ck?



1Measurement
(Accountability)

2Me -asurement
(Professional Vanity)



Ẍĥɐʔ ǍɶǸ ʭțǍʌ 
ʳɐʔ ɃǸǍɾʔɶǸṣẍ  

1Measurement

By focusing on shorter -term 
metrics, many CPGs have 
ǸɅǍǩȺǸǱ ʌțǸ ẌǩǍǍǍ-Ǳ ǩǸțǍʬȡɐɶɾẍ 
we discuss ed  in our first eBook.

ÅSilos
ÅShortsightedness
ÅRisk Aversion
ÅBureaucracy

And less accountability.

uʌẏɾ ẌEwe ẍṣṣ
You might want 
to Spell Check.



ẪMʭǸ ǍɶǸɅẏʌ ʌțǸ ɐɅȺʳ what  
ʳɐʔ ɾțɐʔȺǱ ɃǸǍɾʔɶǸṣẍ

2Me -asurement

Now, ewe ẏɶǸ 
getting it!

In our bureaucratic workplaces with limited 
measurement and accountability, some  
ẌɐȺǱẍ leaders focused on measuring 
themselves and succeeded due to 
efficiency and relationships VS. true 
effectiveness, foresight and merit. 

These leaders can 
pose great risk to an 

organization when 
navigating through 

tough times as they 
ǍɶǸɅẏʌ ɳɶǍǪʌȡǪǸǱṣ 



ẪMʭǸ ǍɶǸɅẏʌ ʌțǸ ɐɅȺʳ what  
ʳɐʔ ɾțɐʔȺǱ ɃǸǍɾʔɶǸṣẍ

2Me -asurement

There are always some egos, 
but ȡʌẏɾ ɃɐɶǸ ʌțǍʌ most  ẌɅǸʭẍ 

eCommerce leaders are skilled at 
managing commercial 

ambiguity as  consultative 
thought leaders, 

ǩʔʌ ǍɶǸɅẏʌ ǍȺȺ 
prepared to 

manage 
maturity.

=ʔʌ Ǹ>ɐɃɃǸɶǪǸ ȺǸǍǱǸɶɾ ǍɶǸɅẏʌ 
only focused on themselves, 

right?

These leaders 
can also pose great 
risk when asked to lead
an organization through 
tough times as they too 
ǍɶǸɅẏʌ ɳɶǍǪʌȡǪǸǱṣ 



What we need now are the 
ẌɐȺǱẍ and  ẌɅǸʭẍ leaders  

to integrate and align our metrics 
so that we can manage maturity 
and lead  omni  change  ʌɐȓǸʌțǸɶṟ

First 
Movers

Early 
Adopters

Early 
Majority

Late 
Adopters

Laggards

We actually 
make  a great 

team!



Executive 
Commitment

Focused 
Leadership

Ambitious 
Vision

SMARTER  
Strategy + Goals

Resources 
+ Investment

Communication 
+ Assessment

Education, Skills 
+ Capabilities

Organizational 
Enablement

Successful 
omni 

change 
starts by  
counting 

sheep
8 factors

Expanded and Updated
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Exec

Change must start at the 
top with eCommerce not 
just stated but actioned  
as a top priority publicly 
and internally.

SMARTER  
Strategy + Goals

I plan to  the 
say the word 

ẌɐɃɅȡẍ Ǎʌ ȺǸǍɾʌ ᶯᶮ 
ʌȡɃǸɾ Ǎʌ >!g¸ĥṟ

You going to do 
ẌɐɃɅȡṞẍ ʌɐɐṤ



Executive 
Commitment

Focused 
Leadership

Ambitious 
Vision

Resources 
+ Investment

Communication 
+ Assessment

Education, Skills 
+ Capabilities

Organizational 
Enablement

But this MUST extend 
to and from ALL

executive leaders, 
NOT just the CEO!

*Especially if they 
ɐʭɅ ʌțǸ æἉ¬ẏɾṣ

CEO

CMO EVP, SupplyCFOCCO

Yes!

Yes! No Huh?Meh

SMARTER  
Strategy + Goals
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+ Capabilities
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Enablement

Profitero  2023 Benchmark Study

Focused leadership and talent 
assigned to new and evolving 
strategies will always be the 
next step to success .

of orgs 
reported 
assigning 
dedicated 
Category 

Managers.

of orgs 
reported 
assigning 
dedicated 
Strategy 

Managers.

of orgs 
reported 
assigning 
dedicated 

Omni Sales 
Managers.

$ $

43% 41% 39%

SMARTER  
Strategy + Goals
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Profitero  2023 Benchmark Study

Team structures 
are evolving , to oṺ

Leadership 
and talent focused 
on key eCommerce 

functions are critical, 
but how you structure 

matters, too!

vs.

SMARTER  
Strategy + Goals
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Profitero  2023 Benchmark Study

reported 1 -2 company reorgs 
related to eCommerce in the 
past two years

63%

60%
perceived the 
reorgs to be 
successful

40%
perceived the 
reorgs to be 
unsuccessful

u ǪɐʔȺǱẏʬǸ 
told you that!

SMARTER  
Strategy + Goals
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Most execs tops -down the 
ʬȡɾȡɐɅ ȓɐǍȺ ǍɅǱ ǱɐɅẏʌ ǸɅɾʔɶǸ 
the building blocks to achieve.

ÿțǸɃṝ ẌğǸ ǍɶǸ ʌɶǍɅɾȒɐɶɃȡɅȓ ȡɅʌɐ 
a digital -Ȓȡɶɾʌ ɐɶȓǍɅȡʽǍʌȡɐɅṣẍ

Ćɾṝ ẌgɶǸǍʌṟțɐʭṤẍ

ÿțǸɃṝ ẌğǸ ʭȡȺȺ ǍǪțȡǸʬǸ $4 B in 
eCommerce net sales by 202 6ṣẍ

Ćɾṝ Ẍ>ɐɐȺṟȡɾ ʌțǍʌ ȓɐɐǱṤẍ

ÿțǸɃṝ ẌğǸ ʭɐʔȺǱ ȺȡȶǸ ʌɐ ǩǸ ʭȡʌțȡɅ ǍɶɃɾ 
distance of desire by 2030. Based on 
trends and dynamics, for that to be true, 
we must achieve $XB in incremental 
growth via a) eCategory  management , 
b) exclusive online only portfolio 
development across our top 5 retailers, 
c) innovation in sustainability, d) social 
commerce integration and e) Y% 
increase in retail media iROAS  ĥɐĥṣẍ

Ćɾṝ Ẍĥɐʔ țǍǱ ʔɾ Ǎʌ ȡɅǪɶǸɃǸɅʌǍȺṟẍ

How about?

SMARTER  
Strategy + Goals
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Profitero  2023 Benchmark Study

of orgs feel their  
strategy has pulled 
them ahead of the 
curve vs. competition 
-2% over last 2 years

15%
Likely  as  a result,  only

Growth is NOT a strategy.
Growth is the goal based on a 
strategy enabled by capabilities.

uʌẏɾ actually  pronounced  

STRATEGERY...

And requires not just the 
ȺǸʬǸɶɾ ṵǍṣȶṣǍṣ ẌțɐʭẍṶṞ ǩʔʌ 

also the intentional 
incremental growth goal 

ṵǍṣȶṣǍṣ ẌʭțʳẍṶ

SMARTER  
Strategy + Goals
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Brands must establish goals 
leveraging their capabilities behind 
SMARTERER  Growth Strategies and 
their bottoms -up building blocks.

Those NEW Category 
Managers could really 
help here ! And so  can

 

SMARTER  
Strategy + Goals
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OUT -OF-STOCK

TIME

ACV
BUILD

S
A

LE
S

 P
E

R
F

O
R

M
A

N
C

E

eCommerce success 
requires a Pull Strategy

with new complexities.

Brands must invest 
upfront in media and capabilities 
to drive conversion and visibility 

online. Over time, inventory builds 
as demand pulls. 

But NOW with more store -shared 
inventory and lower retail weeks 

on hand, we need even more 
resources and supply chain 

capabilities!

SMARTER  
Strategy + Goals
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Profitero  2023 Benchmark Study

Unsurprisingly 
with the 
increased 
prioritization 
around 
eCommerce, 
Brands are 
substantially 
increasing 
investment 
in 3rd  party 
solutions, 
data and 
services 
to support 
their growth.

42%

34%

33%

31%

28%

28%

27%

27%

25%

19%

17%

16%

15%

10%

Account-Specific (e.g. Amazon) Sales
& Share Data

Ratings & Review Syndication Tools

Programmatic Search & Media
Optimization Tools

Search / Retail Media Agencies

Total Market Ecommerce Sales &
Share Data

Content/Asset Management
(PIM/DAM)

Consultants

Pricing/MAP Monitoring Tools

Product Content Agencies

Shopper Marketing Agencies

Shopper Behavior/Panel Data

Digital Shelf/eAudit Data

Content Syndication

Full-Service Account Management
Agencies

Despite all the 
HGTV  u ʭǍʌǪțṞ ȡʌẏɾ 
often wise to hire 
Ǎ ɳɶɐȒǸɾɾȡɐɅǍȺṟ

To which of the following is your 
company allocating budget to 

support eCommerce?

Data Tools Agencies

SMARTER  
Strategy + Goals
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Profitero  2023 Benchmark Study

We are what we measure, 
and leading brands are 
maturing their measurement 
of all eCommerce levers:

>50%
of brands are actively tracking 
the digital shelf and have resources 
and processes to rapidly optimize 
and tie to outcomes.

>30%
of brands are tracking and 
optimizing retail search on daily 
or weekly basis.

SMARTER  
Strategy + Goals
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Profitero  2023 Benchmark Study

ÿțǍʌẏɾ 
cray cray !

of brands who have 
articulated eCommerce 
as a strategic priority 
but do not have 
measurable goals 
in place to track or 
communicate to the 
organization

30%
But there is still

SMARTER  
Strategy + Goals
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SMARTER  
Strategy + Goals

And as we communicate, we must 
ɃǍȶǸ ɾʔɶǸ ʭǸ ǱɐɅẏʌ ǩǸǪɐɃǸ Ǎ 
ẌgɐɐǱ ¸Ǹʭɾ ÃɅȺʳẍ >ɐɃɳǍɅʳṣ

Our digital 
shelf scores 

are amazing!  

Why are still 
we losing 

share?

uʌẏɾ ɐȶǍʳ ʌɐ țǍʬǸ ɾɐɃǸ 
ẌɶǸǱɾẍ and ẌʳǸȺȺɐʭɾẍ...

They flag areas of opportunity, 
prompt investment and focus, 
!¸E ɾțɐʭ ʌțǍʌ ʭǸẏʬǸ ɾǸʌ ɐʔɶ 
benchmarks high enough.
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We must be leading the 
ẌǸ>ɐɃɃǸɶǪǸ ǍȓǸɅǱǍẍ 
ʭȡʌț ɐʔɶ ¦=æɾṟ 

ṟÃé ʭǸ ɾɐɐɅ ʭɐɅẏʌ ǩǸ 
on their agenda.

of leaders include 
eCommerce in their JBPs 
as an integrated strategy, 
share data and set 
specific growth goals

21%

of leaders include 
eCommerce in 
their JBPs but only 
sparingly and not as 
integrated strategy

26%

26%
?????

What are these 
sheeple doing 

with their priority 
retailers?

of leaders include 
eCommerce in their JBPs 
as an integrated strategy 
and share data and 
insights

27%

Profitero  2023 Benchmark Study

SMARTER  
Strategy + Goals



Executive 
Commitment

Focused 
Leadership

Ambitious 
Vision

Resources 
+ Investment

Communication 
+ Assessment

Education, Skills 
+ Capabilities

Organizational 
Enablement

I know how to prep the 
teams for the future!  
¬Ǹʌẏɾ ɐȒȒǸɶ ᶲ ʬɐȺʔɅʌǍɶʳ 
60 -minute webinars.

Exec

While quantity 
is not quality, 
orgs will need 

robust training 
and certification 

programs 
to accelerate 
omnichannel 

knowledge .

 can help most places, 
BUT  definitely here .

SMARTER  
Strategy + Goals
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Profitero  2023 Benchmark Study

In the area of eCommerce & Omnichannel Education, 
țɐʭ ʭɐʔȺǱ ʳɐʔ ǱǸɾǪɶȡǩǸ ʳɐʔɶ ɐɶȓǍɅȡʽǍʌȡɐɅẏɾ 

eCommerce capabilities / approach?

6%

16%

30%

32%

16%

Don't Know / Does Not Apply

eCommerce is embedded within the
organization and teams understand the

importance and best practices to support
ownership

Relevant cross-functional teams have been
trained on eCommerce / Omnichannel
improtance and/or best practices but

understanding is minimal across teams

Cross-functional teams have a solid
understanding of the eCommerce basics and

work with the eCommerce team on an
ongoing basis for education opportunities

The organization has not been trained on
eCommerce / Omnichannel importance

and/or best practices

Mom? Dad? 
u ʌțȡɅȶ uẏɃ gonna  need 

that 5 th  year at college...

Some organizations have launched 
ʔɳɾȶȡȺȺȡɅȓ ǸȒȒɐɶʌɾṞ ǩʔʌ ȡʌẏɾ Ʌɐʌ ẌɐɅǸ 
ǍɅǱ ǱɐɅǸẍ ǍɅǱ ɶǸɵʔȡɶǸɾ ǸɃǩǸǱǱȡɅȓ 
this knowledge more frequently and 
deeply across teams and workflows.

SMARTER  
Strategy + Goals
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Ẍĥɐʔ ǍɶǸ ʭțǍʌ 
ʳɐʔ ɃǸǍɾʔɶǸṣẍ  

Going back to the first of the 
biggest barriers ahead of us, 

Measurement
(Accountability)

the way to enable your 
organization for eCommerce 
(or any change for that 
matter) is to hold everyone 
(NOT just the eComm Team) 
ǍǪǪɐʔɅʌǍǩȺǸ ʌɐ ʌțǸ ẌǪțǍɅȓǸẍ 
metrics that matter.

SMARTER  
Strategy + Goals
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Profitero  2023 Benchmark Study

15%
of orgs have embedded 
eCommerce goals and 
KPIs more broadly into 
personal objectives and 
bonus plans .

How are 
you flying?

SMARTER  
Strategy + Goals
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By embedding those metrics 
broadly across the organization, 
there will be a natural need for 

Å New Education & Upskilling
Å New Capabilities
Å More Resources & Investment
Å Enhanced Strategies
Å Evolved Org Structures
Å Improved Workflows
Å !ɅǱ ɃɐɶǸṟ

Further fueling the 8 factors of 
successful eCommerce change!

#mindblown

SMARTER  
Strategy + Goals



Counting sheep 
(i.e.  measuring these 8 factors) 

will help all of us hop that 
ȒǸɅǪǸ ɐȒ ǪțǍɅȓǸṟ

First 
Movers

Early 
Adopters

Early 
Majority

Late 
Adopters

Laggards



Other leaders are 
counting sheep 
and seeing the 
results.

You can, too.

>ɐʔɅʌȡɅȓ ȡɾɅẏʌ ǸǍɾʳṞ 
but at least you get 

paid to do it!



And remember 
ʳɐʔẏɶǸ ɅǸʬǸɶ ǍȺɐɅǸṣ

ğǸẏʬǸ ǍȺʭǍʳɾ ȓɐʌ ʳɐʔɶ 

baaa -ck!



YOUR PARTNER FOR 
OMNI EDUCATION + 

CHANGE MANAGEMENT

Learn how to
count sheep: 

hello@firstmovr.com



Join our         community!

TOGETHER, WE

Chris Perry
CHIEF LEARNING OFFICER
chris@firstmovr.com

Oskar Kaszubski
CHIEF GROWTH OFFICER
oskar@firstmovr.com

Amanda Wolff
BOARD MEMBER/CONTRIBUTOR
amanda@firstmovr.com

https://www.linkedin.com/company/firstmovr/
https://www.linkedin.com/company/firstmovr/


Profitero  is the leading global 
commerce acceleration company 
offering a flexible suite of 
intelligence - driven solutions so 
that brands can grow profitably.

Our integrated digital shelf analytics, 
shelf - intelligent activation and
advisory services empower brands 
to optimize product availability,
discoverability, and maximize 
conversions across 1,000+ retailers 
In 70+ countries. 

Our  Open Commerce Ecosystem 
makes it possible for retailers, 
agencies and tech providers to 
combine digital shelf data insights 
with their own solutions, eliminating 
data gaps and unlocking 
incremental value for brands.

To learn more, visit profitero.com . 
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What do you call a 
sheep who only shops 

the lowest prices?

A sheepskate ṟ




