
In-Store Excellence 
Maturity Model
In the ever-changing world of retail, staying ahead of the competition requires a fresh and 
innovative approach that goes beyond traditional methods. Today, customers expect more than 
just simple transactions; they want engaging and seamless experiences. Retailers must not only 
be adaptable but also proactive in their strategies, orchestrating operations that delight modern 
consumers. 

As we delve into the core principles of in-store excellence, we introduce a comprehensive model 
that transcends technological limitations. Rooted in global best practices and driven by deep 
industry expertise, this framework helps you navigate the complex world of retail, guiding your 
business toward increased operational efficiency and customer satisfaction.

The retail landscape transformed
Retail, once seen solely as a series of transactions, has transformed into a complex ecosystem 
where metrics such as foot traffic, conversion rates and sales are just part of a much broader 
narrative. In today’s landscape, retailers face the challenge of managing inventory, addressing 
inventory issues and optimizing stock levels, all the while dealing with the complexities of diverse 
products and a constant stream of shipments and returns. Customer interactions have evolved 
beyond simple transactions. They now involve understanding customer profiles, analyzing 
nuanced buying behaviors and implementing dynamic segmentation strategies. 



Similarly, the retail store itself is a carefully designed environment where factors like such as 
layout, foot traffic and conversion rates are interrelated, influencing restocking rates, checkout 
procedures, and the accuracy and compliance of RFID scanning.

The pinnacle of in-store excellence
Our In-Store Excellence Maturity Model is the key to unlocking retail’s future. This model not only 
assesses your current standing but guides you on an immersive journey towards operational 
excellence. It’s a journey that, when fully embraced, will provide a competitive advantage that 
goes beyond conventional limits.
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Pillars of the maturity assessment

We have structured this assessment around six pillars, ensuring a comprehensive evaluation of 
your retail operations.

Customer experience and engagement:

This pillar includes all aspects of the customer experience during in-store purchases. 
It evaluates every step—from greetings to the checkout process and returns—to 
establish the model.

Store aesthetics and layout:

The cleanliness and maintenance of the store’s floors, shelves, windows and 
restrooms are critical. Every customer seeks an organized store where they can 
easily find what they need. Therefore, store location, appearance and accessibility 
are crucial factors that influence customer loyalty.

Product and service management:
This pillar focuses on how effectively the store presents its products to maximize 
sales and how easily customers can purchase their desired products. These 
elements are explored and evaluated along with products, sales and promotions.

Employee engagement and satisfaction:
This aspect involves identifying and assessing employee satisfaction within the 
company. From promoting a productive work environment to implementing reward 
and bonus programs, it’s essential to ensure that employees feel fairly compensated 
for their efforts.



Store operations and logistics:
This pillar examines the store’s implementation of loss prevention and security 
measures, as well as the efficiency of stock rotation. It addresses logistics and 
store stock management aspects to develop strategies that enhance impact and 
effectiveness.

Omnichannel strategy:
This category encompasses online order fulfilment, customer visibility, in-store pickup 
options, mobile app integration and sales channel synchronization. It aims to provide 
a seamless shopping experience across all channels.

Purpose and benefits of this model

Purpose
The purpose of this model is to assess the maturity of an organization in different areas around 
in-store excellence, identify opportunities, create a prioritization diagram and define a clear 
roadmap. We will help clients enhance their capabilities and effectiveness in these areas, 
leading to improved performance, efficiency and outcomes. The maturity model also provides 
a structured and methodical approach to assess, benchmark and enhance an organization’s 
performance and capabilities, fostering a culture of continuous improvement and excellence.

Benefits

Decrease in 
operational 
overhead

Improvement 
in customer 
experience

Increase in 
returning 
customers

Reduction in 
products not 
on shelves

Higher employee 
satisfaction and 
retention

Increased 
profitability

Deliverables
During this rapid assessment, we cover three key deliverables:

• Opportunity diagram

• Prioritization matrix

• KPIs
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Opportunity diagram

This tool is used in in-store excellence to identify potential issues that may arise if categories of 
the maturity model are not implemented. It helps identify which projects should be prioritized 
and which are most likely to provide the greatest benefits to the organization.
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Labeling is 
missing in 
back store 
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In-Store Excellence Opportunity Diagram
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Prioritization matrix

This prioritization matrix is a tool to systematically evaluate and prioritize options or alternatives 
based on multiple criteria. It offers a structured approach to decision-making, particularly 
when addressing complex problems or assessing various projects, tasks or concepts. Informed 
decisions can be made regarding which options to pursue based on the ranking. Top-ranked 
options are those that align most closely with the criteria and hold the greatest potential for 
achieving the desired objectives.

KPIs

Cognizant ensures that the client receives measurable metrics by establishing relevant key 
performance indicators (KPIs). For each subcategory within the maturity model, we have 
identified a minimum of three KPIs to assist the client in achieving the following outcomes:

• Access objective evidence of progress toward desired objectives
• Measure the intended parameters to facilitate informed decision-making
• Enable comparisons to gauge performance changes over time
• Monitor performance metrics
• Foster alignment of individual and team efforts toward specific goals

Environmental sustainability
Window design

Backstock maintenance and accessibility

Customer data entry and update

Return and exchange policies
Signage

Cleanliness

Accessibility
Store location

Workforce management system (WMS)

Online order fulfillment

Staff demeanor
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0
0
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25

50

50

75

75

100

100

Inventory management system (IMS)

Stock rotation and organization

Receiving and processing shipments

Point of sale (POS) system

Lighting

Entrance design and appearance

Merchandising and product display

On par Leading edge

Cost

Special offers

Work environment Navigability

Customer visibility

Mobile app integration
Recognition and rewards

Time and attendance

Pricing

Customer relationship 
managmemt system

Reporting and performance management

In-store pickup options

Checkout experience

Opportunities for growth and development

Ambience

Staff availability

Greeting Staff knowledge

Product availability
Loyalty program 
management

Visual merchandising

Employee support

Safety and health measures

Sales performance metrics

Loss prevention and security

Payment options

Back office system (BOS)

Sales channel integration
Employee training and 
development

All opportunities

In-Store Excellence Prioritization Matrix
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Our approach to unlock clients’ potential
We help clients unlock value within their business processes by harnessing the power of data 
to discover insights that will guide their transformation journey. In that sense, the maturity 
assessment is the first step, gathering the building blocks that indicate the current state of their 
processes. At the same time, we gain insights about their goals and expectations. Using this 
information, we provide an agile, data-driven and high-level diagnostic approach—to identify 
the challenges and dependencies that can impact the actions required to bridge the gap 
between their current situation and their desired outcomes. This is the blueprint that guides the 
design of the transformation roadmap.

The second stage involves detailed design for enhanced results. This includes prioritizing 
initiatives and establishing measurable KPIs that define the expected improvements for each 
project. The roadmap also requires the identification of significant milestones to track progress 
and the impact of the prescribed measures.

The final step is the implementation of the transformation plan while closely monitoring the 
deployment of each project—tracking challenges, gains and lessons learned to facilitate agility 
and foster a culture of continuous improvement.

KPI recommendations to measure improvements in In-Store Excellence

Question Level KPI 
1

KPI 
2

KPI 
3

KPI 
4

KPI 
5

KPI 
6

KPI 
7

KPI 
8

KPIs (Table checked, integrated or 
modified)

How well 
can your 
organization 
create 
and pivot 
marketing 
and sales 
strategies?

1 • •
• Marketing channel performance

• Market research effectiveness

• Digital marketing performance

• Consumer segmentation accuracy

• Marketing automation efficiency

• Cross-functional collaboration score

• Continuous strategy optimization rate

• Omnichannel engagement index

2 • • •

3 • • •

How 
customer-
centric is your 
company’s 
operating 
model?

1 • • •
• Customer satisfaction score (CSAT)

• Customer retention rate (CRR)

• Customer lifetime value (CLV)

• Net promoter score (NPS)

• AI and automation impact score

• Customer engagement rate

• Personalization effectiveness score

• Customer experience index (CXI)

2 • • •

3 • •
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Our approach to unlock all the potential value 
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Track and record 
dependencies and 
pain points

Define and 
understand the gaps

Deeply design current 
process and tuning point

Communication 
planning

Identify all 
stakeholders and 
people needed/
impacted

Pilot 
running and 
supporting

Validate through 
doing

Implement, track 
and get benefits

Inspecting and 
adapting with new 
lesson learnt

Performance dashboards 
and project reports

Training material

Set up the 
environment for 
the execution, and 
choose the pilot 
and agents

Define the 
roadmap 
and main 
objectives—to 
achieve and 
prioritize action 
backlog

Define 
implementation 
roadmap and use 
cases for each 
personas and 
leading indicators

Analyze the data and define 
the current situation

Conduct 
workshop

Define goals and 
expectations Gain insights and 

different point of 
views

Engage 
stakeholders

Make assumptions

Track 
opportunities 
and prioritize

Gather information 
on the actual 
<scope> situations, 
identify main pain 
points, issues and 
gaps—and address 
them to unlock the 
treasure

Stakeholder 
assessment

Continuous 
improvement

The image below represents our standard approach to consulting/implementation engagement.

7 | In-Store Excellence Maturity Model



Roadmap

The below roadmap outlines the objectives, priorities and timelines.

Agree on end state  
and vision
Determine what level of 
agility is envisioned as 
an organization

Iteratively increase 
your agile maturity

Follow our roadmap 
to grow to the 
defined future state 
and determine the 
next goal

Maturity assessment
Start with our maturity 
assessment to determine 
the current level of agility

Develop solution roadmap
Design solutions that 
address the gaps and 
improvement points

Understand gaps 
and improvement 
points
Determine the 
focus areas and 
pain points

Support your 
transformation programs
Start your transformation 
journey with our support 
through training, advice 
and implementation
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Stefano Montanari, Head of Retail and Consumer Goods – Stefano.Montanari@cognizant.com

In conclusion, our In-Store Excellence Maturity Model is designed to comprehensively 
evaluate organizations in various aspects related to in-store excellence. It encompasses 
critical metrics such as foot traffic, conversion rates, transactions, inventory management, 
product mapping, shipping and returns, customer profiles, purchasing behaviors, 
segmentation, restocking rates, checkout processes, RFID scanning precision and 
compliance.

Through this assessment, we pinpoint opportunities, create prioritization diagrams and 
chart a clear roadmap for our clients. We guide them in enhancing their capabilities and 
effectiveness in these areas, resulting in enhanced performance, efficiency and overall 
outcomes. Additionally, this maturity model offers a structured and systematic approach to 
assess, benchmark and improve an organization’s performance and capabilities, fostering 
a culture of continuous improvement and excellence.
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