
Advanced Coaching Session

Promo Insights Masterclass: From weekly view to major ad 
dashboards

Collaborative session organized by:
Metro Customer Intelligence & Dunnhumby
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Session Objective
How to analyze promotions to support stronger storytelling and strategic decision-making

Agenda

Context & Promo Insider KPIs

Case 1 : Front page

Case 2: Price Bundle 

Make you own dashboard: 4-week campaigns

Q&A
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Today’s session presenters
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Promotions KPI recap

Promo Insider reminder

4 main Metro 
banners

Sent every
quarter on 
ShareFile 

for Full and 
Mini level
contract

2 years
history

Flyer and Moi 
points promo 

only
Excel Format
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Context & the Promo Funnel
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N.B. Every banner has 

differents cut offs
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Case study 1 : Front Page Paper Case
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Front Page Case Study at Food Basics

Context: Paper category, 3 products

Food Basics reduced the Front Page price of its paper trio to $5.99 
to align with the market. However, this price is no longer financially 
sustainable for Selection Eco toilet paper.

The two options for the new Front Page paper strategy are:

Option 1: Continue featuring the Selection facial tissue & paper 
towel duo on the Front Page and move Selection Eco toilet paper 
to the Back Page.

Option 2: Feature the Selection facial tissue & paper towel duo 
and Selection toilet paper separately on the Front Page at a 
different price.

The core question is therefore:

Which of the 2 options is a good strategy for Food Basic’s overall 
Front Page performance, and is the chosen option an effective 
strategy for the toilet paper category?

To answer this question, the following elements were analyzed:

• Key KPIs for Front Page promotions of both the trio and duo 
formats

• Basket composition when Food Basics promotes the duo 
versus when it promotes the trio

• Key KPIs for Selection toilet paper when featured on the Front 
Page vs. the Back Page

$6.88

$5.99
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Is this a good strategy for Food Basics’ overall Front Page performance?

Source: Promo Insider Food Basics

Stopping Front Page promotions for toilet paper creates a risk for the overall 

performance and incremental sales of Food Basic’s Front Page

Whether priced at $5.99 or $6.88, the paper trio consistently outperforms the duo. The reach and uplift are higher, and the 

trio at $5.99 even becomes an Anchor item. 

Weeks 

Basket 
Reach 
(Avg)

Uplift by 
Store 
(avg) Segment

Unit by 
visit (avg)

Total 
sales 
(avg)

trio 7 3.50% $2,462 1.46 $557,667
1/$5.99 2 4.50% $3,202 Anchor 1.57 $694,647
1/$6.88 5 3.10% $2,166 Strong 1.41 $502,874

duo 2 3.10% $1,775 1.37 $396,758
1/$5.88 1 2.80% $1,517 Strong 1.35 $341,987
1/$5.99 1 3.50% $2,033 Strong 1.4 $451,529

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior

Trio > Duo
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Source: Shop DH Promotion reports

Even when toilet paper is part of the paper trio, the vast majority of customers 

put only one type of paper in their basket, and toilet paper is the most 

purchased
During the five weeks when the paper trio was advertised on the Front Page,

• 79% of baskets contained only one type of paper on promotion (toilet paper, paper towel or facial tissue).

• 44% of baskets contained only 1-3 units of toilet paper.

79%

POURCENTAGE (%) DE PANIERS

BASKETS CONTAINING ONLY ONE 
TYPE OF PROMOTED ITEM

44%

POURCENTAGE (%) DE PANIERS

1–3 UNITS SELECTION ECO TOILET 
PAPER

PERCENTAGE (%) OF BASKETS PERCENTAGE (%) OF BASKETS

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior
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Demo

Source: Shop DH Promotion reports – Promotion Report Module

Promotion Report – Paper TRIO on FP 1/$5.88 - Week 1 example

13,459

23,974

14,775

52,208

25.78%

45.92%

28.30%

90.45%

83.33%

84.14%

79.15%

6,154 7.56%

19,590 28.56%

3,569 4.56%

6,683 7.32%

2,492 2.14%

4,582 5.01%

3,478 4.10%

1,596 2.89%

1,953 3.23%

1,140 1.68%

4,777 5.78%

Addition 

Selection

Eco: 44%
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Source: Shop Dh Performance Report and Promo Insider

Moreover, a Back Page placement for toilet paper is not at all 

equivalent to a Front Page placement for that product

On average, KPIs for toilet paper are at least 2X higher for Front Page placements than for Back Page 

placements.

Performance of toilet paper

only

Number of 

promoted

weeks

Basket reach 

(avg)

Uplift per store $ 

(avg)
Total sales (avg)

Units per 

visit (avg)

When in Trio Front page 7 2,0% $1 275 $284 851 1,24

When Back page 2 0,8% $443 $125 799 1,11

vs 2,5 2,9 2,3 1,1

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior

Front > Back
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Summary and Conclusion

Conclusion: Option 2

We do not recommend moving toilet paper 

promotions from the Front Page to the Back Page. 

Instead, we advise keeping the paper duo on the Front 

Page and promoting toilet paper separately (at a 

different price) on the Front Page as well.

Why?

There is a risk to Food Basics’ overall Front Page performance:

• Regardless of price, trio paper promotions outperform duo 

promotions. Both reach and sales uplift per store are higher.

• Toilet paper is a stronger drive-to-store item (in volume) 

compared to Selection paper towel. Selection facial tissue is 

not a drive-to-store item. 

There is significant risk for toilet paper category sales:

• Even when toilet paper is part of the trio, 79% of customers 

place only one paper product in their basket, and it is most 

often toilet paper.

• On average, Selection Eco toilet paper KPIs are at least 2× 

higher when the product is featured on the Front Page 

compared to the Back Page.

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior



Case study 2 : Price Bundle Cookie
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Bundle Case Study

Context: Cookie category, 2 price bundle to compare

We are reviewing flyer pricing strategy for cookies 

products and associated customer behavior.

Metro runs promotions using both dollar-off discounts and 

fixed-price offers. Dollar-off promotions are used in cases 

where cookie items are combined with sliced bread, for 

which regulations do not allow a fixed price to be 

advertised in the flyer.

The key questions we are being asked are:

• Should we use only dollar-off promotions or fixed-price 

promotions?

• How do customers behave under each of these two 

promotion types?

• Identify which promotional strategy drives the highest 

customer penetration.

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior

2/8$ 
or 4,99$/unit

3$ off 

when

buy 2

Dollar-offFixed-price
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Source: Promo Insider and Performance report

Key conclusion: Final unit price drives basket penetration and sales

Promo

final unit 
price (after 
multi-buy) 

Reach
basket Uplift/ store Units/ visite Avg total sales

# 
promo Page Bundle

2/6$ or 1/4,49$ 3,00 $ 1,7% 267 $ 1,8 209 536 $ 1 BP Cookie alone

2/7$ or 1/4,49$ 3,50 $ 1,4% 251 $ 1,7 179 372 $ 1 IN Cookie+ Bread

3$ discount when buy 2 or 1/4,99$ 3,49 $ 1,4% 204 $ 1,7 176 411 $ 17 FP Cookie+ Bread

2$ discount when buy 2 or 1/4,99$ 3,99 $ 1,4% 315 $ 1,6 180 025 $ 1 BP Cookie alone

3$ discount when buy 2 or 1/4,99$ 3,49 $ 1,4% 293 $ 1,7 168 198 $ 1 FP Cookie alone

2$ discount when buy 2 or 1/4,99$ 3,99 $ 1,3% 235 $ 1,6 185 363 $ 3 FP Cookie+ Bread

3$ discount when buy 2 or 1/4,99$ 3,49 $ 1,3% 214 $ 1,7 180 025 $ 4 BP Cookie+ Bread

2/7$ or 1/4,49$ 3,50 $ 1,3% 174 $ 1,7 178 389 $ 1 IN Cookie alone

2/8$ or 1/4,99$ 4,00 $ 1,3% 268 $ 1,6 165 719 $ 1 BP Cookie alone

2$ discount when buy 2 or 1/4,99$ 3,99 $ 1,3% 222 $ 1,6 171 354 $ 8 BP Cookie+ Bread

2/8$ or 1/4,99$ 4,00 $ 1,2% 168 $ 1,6 144 785 $ 1 BP Cookie+ Bread

2$ discount when buy 2 or 1/4,99$ 3,99 $ 1,2% 165 $ 1,6 175 792 $ 2 BP Cookie+ Bread

3$ discount when buy 3 or 1/4,99$ 3,99 $ 1,1% 204 $ 1,7 165 455 $ 1 BP Cookie+ Bread

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior

The final unit price after multi-buy has a greater influence on both basket penetration and overall 

sales than:

• The specific multi-buy mechanic

• The flyer placement

When the final unit price is the same, fixed-price promotions deliver slightly higher basket 

penetration. However, the incremental benefit is minimal, making price the dominant factor.
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Source: Promo Insider, Shop Basket Report (one by week) and Performance report

The basket penetration of bread within baskets that contain cookie products is essentially the 

same whether the promotion is a fixed-price offer or a dollar-off discount. This indicates that 

the promotion mechanic does not influence the penetration of bread among buyers of cookies. The 

reverse is also true. 

Therefore, removing cookies from the bundle will not impact the performance of the 

commercial bread category, nor the performance of the cookies.

Period

Basket penetration

(Reach) – Selection

Cookies

Basket penetration 

(Reach) – total 

commercial bread

% of baskets with 

Selection cookies that 

contain commercial 

bread

% of baskets with 

commercial bread that 

contain Selection 

cookies

52-weeks 1,3% 12% 32% 15%

Average promo week 

@ fixed price
1,5% 12% 32% 16%

Average promo week 

@ dollar-off discount
1,4% 12% 32% 15%

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior

2/8$ 

or 4,99$/unit

3$ off 

when

buy 2

From Performance report From Basket report

Dollar-off

Fixed-price



Make your own DashBoard: The MMMazing Days!
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The MMMazing! Days Dashboard
Context: Vendor XYZ, 4-week deep-discount promotion at Metro Ontario

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior

We are reviewing flyer pricing strategy for Vendor XYZ 

products and evaluating customer behavior during an 

extended, high-impact promotional period.

Metro Ontario ran a major promotion over four 

consecutive weeks using a deep-discount mechanic. The 

objective is to understand how customers respond to 

sustained promotional pressure and whether extending 

the promotional duration influences engagement and 

shopping patterns.

The key questions we are evaluating are:

• How do customers respond to a multi-week 

deep-discount promotion for Vendor XYZ?

• Does extending the promotional period influence 

basket penetration and sales uplift?
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Overview of the Shop Usage

Category performance during the promotion
Source: Performance report Core Module

Performance trends over time
Source: Performance report Trends Module 

Category performance scorecard
Source: Performance Report Core Module
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Performance review

What the numbers say:

MMMazing event period (latest 4 weeks)

The category 4-week benchmark is +6.3%, 

showing MMMazing over-indexing vs category 

trend.

Source: MMMazingDashboard created from Shop Dh Performance report

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior
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Weekly Trending

Source: MMMazingDashboard created from Shop Dh Performance report

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior

Step 1 – Compare pre-event baseline vs event weeks

Pre-MMMazing 4 weeks: $849K with +16.6% growth vs YA. 

During MMMazing, we see a sequence of weekly volumes going 

from around $220K to $612K and then slightly adjusting, with very 

high % growth versus YA (up to +990% in one measure). 

 This shows step-change uplift: MMMazing isn’t just a small 

bump; it fundamentally elevates weekly volumes during the event.

Step 2 – Look for fatigue vs momentum

In the charts, watch for whether weeks 3–4 hold the same level as week 1, 

or if they drop before recovering.

If later weeks stay high, MMMazing is sustaining shopper interest; if they 

drop sharply, we might have promo fatigue.

Step 3 – Relate weekly spikes back to category

Because the category benchmark is +6.3% for 4 weeks, any week where 

the promo is multiples above that indicates share capture during that week
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Category Scorecards

Category 1:  modest sales, weaker units

 Massive share gain: Brand is bringing many 

more shoppers into the segment and capturing 

a much larger share of units, even while 

spending per shopper softens (deep deals / 

bigger packs).

All the data used in the case study is anonymized and is not truly representative of any real market or customer behavior

Source: MMMazingDashboard created from Shop Dh Performance report

Category 2: strong, healthy growth

 Brand is strongly outperforming a fairly flat 

category, probably through aggressive promo 

price points and/or distribution gains.

Category 3: declining

 In a declining category, Brand is one 

of the few positives; growing dollars and 

units where the total category shrinks.

MMMazing drives both category growth (cat 2 & 3) and category stabilization (cat 1)



Q&A
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What’s Next

Recording & Presentation

• Available soon on the Shop Education Center

• Last session is live on the Shop

Upcoming Webinar

• Thursday, May 21th at 1:00 PM EST 

• Topic: Stay Tune!

Stay Informed

• Watch for updates in Shop Canada newsletters and 
communications for future topics.

We Value Your Feedback

• Comments or suggestions?  
beatrice.dufour@metro.ca



Thank you and see you on the next one!
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