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One governed model
across a multi-brand
retail group

A retail group of several brands, each with its own

systems and its own answer to what a margin is. One

governed Fabric model now spans them, with one

definition of revenue, margin and inventory.
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AT A GLANCE

3 answers to what a margin is, replaced
by one
Every brand could report on itself, but the group could not compare them without a week of manual

work. We replaced an 8-year-old SQL Server warehouse and a nightly Excel chain with Microsoft

Fabric, and one definition per metric made the comparison a filter selection.

1
definition of revenue,

margin and inventory

3
sales channels: stores,

online shops, wholesale

4
semantic models on one

lakehouse

10
months, as lead

architect with a delivery

team

Anonymised by sector and size, because the confidentiality that protects this client would protect you too. Sector

and outcomes are real; identifying detail is not.

Before and after

Figure 1 · 3 brands answering what a margin is 3 ways, resolved into one definition. The differences that are real are

modelled and labelled; the ones that were habit are removed.

BEFORE · 3 DEFINITIONS NOW · 1 DEFINITION DIFFERENCES, LABELLED

Brand A margin
Its own definition, in its own

reporting

Brand B margin
Its own definition, in its own

reporting

Brand C margin
Its own definition, in its own

reporting

One margin definition
Decided once, upstream, in the

governed model

Genuine: sales channel
Stores, online shops and
wholesale, modelled as a

dimension

Genuine: brand
difference

Carried in the model and labelled
where it genuinely exists

Habit only
Removed: one definition wins
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Before and after (cont.)

CLIENT

A multi-brand retail group of 500 to 1,000 people, with around 50 stores, 3 online shops, a wholesale

business and around 200 BI consumers.

MANDATE

Introduce Microsoft Fabric from scratch in place of an 8-year-old SQL Server warehouse and a nightly

Excel chain, and give the group one answer per metric.

Comparison as a filter selection
Once revenue, margin and inventory were defined independently of the channel, consolidating the group

stopped being a piece of work. The group, one brand or one channel is now a filter on the same model.

Figure 2 · Consolidation became a filter selection: the group, a brand or a channel is a click on the same model.

Illustrative: no client figures are shown.

Group margin
One definition across every brand and channel

BRAND All brands Brand A Brand B Brand C

CHANNEL All channels Stores Online shops Wholesale

MARGIN BY BRAND AND CHANNEL

Brand A Brand B Brand C GroupStores Online shops Wholesale

Before: a week of manual consolidation.
Now: a filter selection on one model.
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Store revenue in near real time

Figure 3 · Till data streamed into a KQL database replaced a 2-day reporting delay on store revenue.

Store tills
Around 50 stores

Eventstream
Events carried as

they happen

KQL database
Real-Time

Intelligence

Store revenue
Within the trading

day

A customer master as its own data product

Figure 4 · Customer identity resolution built as its own data product, so one customer is one record whichever

channel they buy through.

Store customers
From the tills

Online shop customers
From 3 shops

Wholesale accounts
From the wholesale business

Persistent customer master
One customer across channels

How it was delivered

Figure 5 · Delivered as lead architect with a specialist delivery team, and handed over with runbooks and Excel

enablement.

.pbip under
Git

From day one

Optimise first
Before any capacity

increase

Runbooks
For the client's team

Analyze in
Excel

Enablement at
handover
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The architecture

Figure 6 · Databricks stays the processing engine and is mirrored into OneLake rather than copied. The semantic models read the lakehouse over Direct Lake, with no nightly

import.

SOURCES

Store tills
Around 50 stores

Online shops
3 shops

Wholesale
Orders and accounts

SAP and
Salesforce
Group systems

PROCESSING

Databricks
The processing engine

Mirrored catalog
Cross-tenant into OneLake,

no copies

Eventstream
Till events as they happen

ONELAKE

4-layer medallion
Group truth owned apart

from consumer views

KQL database
Store revenue in near real

time

Customer identity
One cross-channel
customer master

SEMANTIC MODELS

Finance
Over Direct Lake

Commercial
Over Direct Lake

Executive
Over Direct Lake

Marketing and
Customer
Added later

WHAT READS IT

Power BI
Group and brand reporting

Excel
Analyze in Excel
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Architecture decisions
DECISION REJECTED ALTERNATIVE WHY

One model spanning
the brands

One model per brand Faster to build, but it keeps the reconciliation problem. The
comparison is the deliverable.

Differences modelled,
not flattened

One margin forced on
every brand

A genuine difference is modelled and labelled; one that was
habit is removed.

Databricks kept and
mirrored

Rebuilding processing
in Fabric

Mirrored cross-tenant into OneLake, so Power BI reads it
over Direct Lake with no nightly import.

Group truth owned
apart from consumer
views

One layer serving
every use

A consumer view can change without touching the group
figures.

What the client has today
One governed semantic layer across the brands, with the real differences modelled.

Group-level comparison as a filter selection, without the week of manual consolidation.

Store revenue within the trading day instead of 2 days later.

A persistent cross-channel customer master, built as its own data product.

WHERE IT LEFT THEM

The group is compared by brand or channel with one click, on figures that mean the same in every

brand.

STACK

Microsoft Fabric Direct Lake Databricks Eventstream KQL Database Power BI

DAX SAP Salesforce Azure DevOps

Niklas Hoeppener · Founder · info@ariavor.com · ariavor.com
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