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Executive Summary: Going for High-Value Growth

Growth in a Low-Growth Marketplace Requires Winning 
a Bigger Piece of the Pie
Traditional U.S. retail and CPG markets are experiencing 
anemic sales growth. Store closings are at an all-time 
high, as online retailers win consumers’ attention and 
spending, and traditional brick-and-mortar stores 
struggle to protect sales. With the overall market not 
growing, retailers and manufacturers need to find new 
sources of growth by capturing a bigger piece of the 
existing pie. 

Win Up to $2,800 More per Household by Capturing 
a Greater Share of Wallet Among the Highest-Value 
Customers
The top-spending households in any category spend 
significantly more — nearly three times more — than the 
average household. By zeroing in on these top-spending 
households, retailers and CPG firms can capture greater 
share of wallet and win outsized sales growth across 
categories and stores.

Dialing In on Highest-Value Opportunity Requires a Shift 
in Targeting Strategy
Traditional shopper insights provide a clear lens into 
what shoppers are buying under a retailer’s own banner. 
However, in an omnichannel world, having a 360-degree 
view of consumer spending is critical. To get a full-
market perspective, retailers must be willing to step out 
of their comfort zones and invest in new technology and 
analytics that provide deeper, richer insights across the 
total market space.

Grow Share with High-Value Customers: From Insight  
to Activation
To provide retailers with greater insights into the 
behavior of high-value customers, IRI’s Shopper 
Analytics team has developed a customized ProScores™ 
methodology tailored to the retailer marketplace. 
Through this advanced technology and analytic know-
how, retailers will be able to:

• Identify the highest-value customers in their markets 
and estimate their own share of wallet among these 
customers.

• Understand the gaps and growth opportunities with 
these highest-value customers.

• Activate the highest-value customers through a 
structured, proven approach to maximizing return on 
investment (ROI).

http://iriworldwide.com
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Growth in a Low-Growth Marketplace Requires Winning a 
Bigger Piece of the Pie

Win Up to $2,800 More per Household by Capturing  
Share of Wallet Among High-Value Customers

Retail and CPG markets have experienced stagnant 
growth during the past few years. During the past year, 
growth was less than one percent, down from two 
percent the prior year. This trend is expected to continue 
as U.S. population growth remains flat and economic 
uncertainty persists for large segments of the population. 
Meanwhile, retailers and manufacturers are being 
pressured, as price deflation continues to impact most 
sectors of the CPG industry and competition intensifies. 

Brick-and-mortar retailers are also being challenged by a 
significant shift in marketplace dynamics. While brick-
and-mortar sales have been stagnant, online outlets are 
winning an increasing share of sales. About 37 percent 
of U.S. households currently purchase groceries online, 
and e-commerce growth is exploding, as new models 
are introduced and evolve.1

Amazon.com is putting a premium on new and 
innovative ways to disrupt the industry through 
services such as AmazonFresh and Amazon Prime 

Pantry, which is just the beginning of disruptions with 
Amazon’s expected acquisition of Whole Foods. Upstart 
companies, such as Fresh Direct, are offering next-day 
delivery services. Nontraditional competitors, including 
meal-preparing services (such as Blue Apron and Hello 
Fresh) and subscription-based services (such as Dollar 
Shave Club), are increasing in popularity and capturing 
spend that would typically be reserved for brick-and-
mortar retailers. 

E-commerce will continue to fight for a larger share of 
CPG spending, and penetration will continue to grow as 
online grocery options mature and consumers become 
more comfortable purchasing groceries online.

In an environment where market growth is elusive, 
retailers and their CPG partners must find growth by 
capturing a greater share of spending. IRI research 
demonstrates that the highest growth is achieved by the 
retailers that do the best job of capturing share of wallet 
among the market’s highest-value customers.

The average household spends roughly $3,400 per year on 
packaged goods. The average grocery banner captures only 
15 to 20 percent of that spending. Quick math illustrates that 
retailers that capture just 20 percent of spending are missing 
out on an estimated $2,800 per household in incremental 
growth opportunities. To close this gap, retailers must win 
more spending from more shoppers.

But all shoppers are not created equally. The top-spending 
households in a category spend significantly more at 
a retailer than the average household. In fact, the top-
spending 20 percent of customers account for 55 to 65 
percent of a retailer’s sales in virtually every category.

Even among their most loyal customers, retailers consistently 
capture only about 50 percent of spending. This is consistent 
across channels — for instance, 46 percent in club, 52 percent 
in specialty, and 54 percent in grocery (see exhibit 1).

 

Share of Wallet Among Retailers’  
Best Customers

Note: "Best customers" are the top 20 percent of spenders at each retailer.

Source: IRI Consumer Network™

Retailer

52%
46%

Specialty Club

E X H I B I T  1

1 IRI E-commerce Survey, April 2017.

54%

Grocery

http://iriworldwide.com
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IRI research shows that the highest category spenders 
in the market spend more, on average, than a retailer’s 
best customers. Importantly, as many as 20 percent of a 
market’s highest-spend customers are not even among a 
retailer’s top customers (see exhibit 2).

Winning in today’s CPG marketplace requires retailers 
to increase share of wallet and maintain this increase 
in order to drive higher customer lifetime value. To 
maximize growth opportunity, retailers must gain 
more share from existing customers in general, and 
specifically from existing customers who are also the 
market’s highest-value customers. But retailers must 
also acquire the market’s highest-value customers who 
do not currently shop their banner. This three-pronged 
approach results in greater sales, stronger cash flow and 
higher market valuations. 

An assessment of total CPG 
sales across 30 grocery banner 
divisions revealed that divisions 
with larger share of wallet 
among high-value customers 
saw 2.3 times greater year-over-
year growth than other divisions, 
as well as category store-level 
growth nearly twice the average.

Category Sales Growth 

by Store

Year-Over-Year Growth Among 

Grocery Divisions by Market 

and High-Value Customer 

Share of  Wallet Performance

Total CPG sales, mix of 30 grocery banner divisions

Source: IRI Consumer Network™; IRI POS
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It is critical to understand  
market-wide spending patterns  
for high-value shoppers.

E X H I B I T  3
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Drive greater market capitalization  
growth by winning share of wallet 
from the highest-value customers 
in the market who are already 
shopping your store.

 
 

For years, retailers have been told that focusing on their 
best customers will bring growth. But in a low-growth 
(nearly no-growth) omnichannel marketplace, focusing 
solely on best customers is no longer enough.

Traditional insights provide retailers a lens into what 
their customers are buying under their own retail 
banners; insights into purchases made under other 
banners and/or in other channels remain a mystery. In 
today’s omnichannel marketplace, a 360-degree view of 
shopper behavior is absolutely essential.

Secondly, while a retailer may focus more on its best 
customers, these best customers may not be the best 
customers in the market overall, as the most valuable 
customers in the market may not be among the retailers’ 
best customers. IRI analysis shows that as many as 20 
percent of a retailer’s customers are the most valuable 
customers in the market overall but are not the retailer’s 
most valuable customers. Since the highest spenders 

Dialing In on Highest-Value Opportunity Requires a Shift in 
Targeting Strategy

Public Grocery Company Market Performance 
High-Value Customer Share of  Wallet

Public CPG Retailer Group

YOY Market Cap. Growth

31%
28%

23%

-24%

12%

-6%

Top 1/3 HVC  
Share of Wallet

Middle 1/3 HVC  
Share of Wallet

Bottom 1/3 HVC  
Share of Wallet

E X H I B I T  4

E X H I B I T  5

in the market spend, on average, more than a retailer’s 
best customers, this miss translates into significant lost 
revenue opportunity (see exhibit 5).
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Source: IRI National Consumer Panel™
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To arm retailers with the insights they need to win share 
of spending among high-value customers, IRI’s Shopper 
Analytics team developed a customized IRI ProScores 
methodology that will allow retailers to:

• Identify the highest-value customers in their  
markets and estimate their share of wallet among 
these customers.

• Understand the gaps and growth opportunities  
with these highest-value customers.

• Activate the highest-value customers through a 
structured, proven approach to maximizing return  
on investment (ROI).

Identify
The first and most difficult step in maximizing lifetime 
value across highest-value customers is identifying the 
optimal customers to pursue. While most retailers know 
the value they get from their own customers, they don’t 
know what those customers are spending elsewhere. 

To provide a 360-degree understanding of shopper 
spend, IRI developed IRI ProScores™, a proprietary tool 
that allows clients to estimate total market spend within 
a department, category, subcategory or brand, down to 
the household level. By leveraging data sourced across 
IRI’s unique partner ecosystem, along with market data 
such as household-level transactions, frequent shopper 
program data, demographics, trade area attributes, 
competitive intensity and client data, IRI’s ProScores 
models provide a household-level total market spend 
and share of wallet estimate for every customer in the 
retailer’s database and performance at a store level. 
 
Understand
The next step is to mine for hidden opportunities to 
grow business across top market spenders. This requires 
a granular assessment of all elements of the go-to-
market strategy: 

• Planning: to identify growth opportunities and 
prioritize investments

Grow Share with High-Value Customers:  
From Insight to Activation

• Market Assessment: to understand strengths and 
share versus competitors’ offerings

• Stores and Geographies: to inform assortment and 
store location decisions

• Category and Merchandising: to set benchmarks 
against which quarterly category performance will  
be measured

IRI ProScores provides a household-level perspective 
that identifies the highest spenders in the market and 
assesses client (and competitor) share of spending across 
these customers. Working with these granular insights, 
retailers can identify high- and low-performing stores and 
store-level opportunities for growth, and aggregate the 
opportunities by region, market type or division.

Measuring shopper mix (how well 
retailers are getting highest-value 
households into the store) and wallet 
share index (how well the store is 
capturing that spend compared to other 
stores) illuminates growth opportunities.  
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Vendor (Priority 1 and 2)

Eight O'clock Coffee Company

Keurig Green Mountain

Kraft Heinz Co.

Massimo Zanetti Beverage USA

Seattle's Best Coffee LLC

Starbucks Coffee Co.

The Folger Coffee Co.

The JM Smucker Co.

This household-level perspective on total market 
spending also enables a granular assessment of spending 
patterns to identify other opportunities for growth. 

For instance, to better meet the needs of highest-
market spenders, retailers can look at brands purchased 
disproportionately by these customers and evaluate 
how well their store-level assortment meets those brand 
preferences. And, by identifying which brands are 
winning at their own and competitor locations, retailers 
can better tailor assortment to attract and grow share 
with these valuable customers.

With IRI ProScores, retailers can identify 
brands with untapped growth potential 
among high-value customers.

Activate
The final step to growing wallet share with high-value 
customers is developing a personalization architecture 
that effectively drives activation. 

IRI’s ProScores for shopper activation helps retailers find 
where the greatest opportunities lie with high-value 
customers. It identifies the brands and/or attributes that 
best meet the needs of these shoppers and facilitates 
collaboration with supplier partners to develop 
compelling content and the most appropriate offers. 

To deliver those offers, retailers need to create 
integrated marketing communications across retailer-
owned channels. To measure the impact of the 
integrated communications, retailers must track key 
metrics over the short and longer term. 

E X H I B I T  7
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Background
A global laundry detergent manufacturer presented IRI’s 
Shopper Analytics team with the challenge of promoting 
its new line of laundry products to a retailer’s detergent 
buyers. The client was looking to develop a campaign 
that would maximize incremental revenue and its return 
on advertising spending.

Approach
The IRI team created a customized ProScores analysis 
to get a deep understanding of the retailer’s current 
laundry buyers. Through the analysis, the team 
determined that the campaign should be tailored to the 
heavy key competitor buyer segment. 

Case Study: Laundry Detergent Targeting Campaign 
Generated 193 Percent Return on Ad Spending 

Result
In the first 11 weeks of the campaign, the brand 
experienced, on average, 84 percent higher conversions 
for ProScores-targeted households than for control 
households. In the longer term, from 12 to 52 weeks, the 
ProScores-targeted households saw conversion rates 
that were, on average, 36 percent higher than control 
households (see exhibit 8).

At the end of the campaign, the IRI-recommended 
approach delivered a 37 percent sales lift for the brand, 
while boosting category sales by 3.6 percent (see exhibit 9).

This translated into $241,000 of incremental sales in the 
short term and $647,000 in the longer term, bringing 
a positive return on ad spending (ROAS) early on and 
$2.93 in incremental sales for every $1.00 of marketing 
expense during the course of the campaign.
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A B O U T T H E  P R AC T I C E

A practice under IRI Consumer and Shopper Marketing, IRI Shopper Analytics enables retailers to accelerate growth 
through advanced shopper analysis, such as custom IRI ProScores® for retail insights and strategy; shopper-centric 
collaboration gateways for both retailers and manufacturers, such as IRI Customer Advantage™ for Walmart, Target 
Collaboration Network, and Albertsons Collaboration Platform; and improved shopper activation through custom IRI 
ProScores® for retail targeting, such as at Walmart.

CPG retailers are facing growth challenges from multiple 
directions. Increasing share of wallet among high-value 
customers drives outsized sales growth of two or more 
times greater than the competition. IRI can help guide 
clients across a customer-centric path from insight to 
activation, capturing additional share of wallet among the 
highest-spending CPG consumers and bringing superior 
growth across divisions, stores and market capitalization.

Conclusion

http://www.iriworldwide.com
https://www.linkedin.com/company/iri-inc
https://twitter.com/iriworldwide
https://www.facebook.com/iriworldwide/
http://www.iriworldwide.com/en-US/insights/blog

