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REDACTED CASE STUDY

Multi-Site Consumer Commerce
Conversion & Intent Diagnostic
How a portfolio can generate more traffic and deeper engagement while making 
it harder for customers to complete a purchase.

The commercial question

Why did more sessions, more browsing, and more cross-site 
movement fail to produce proportional conversion?

Client context
A consumer-commerce portfolio operated multiple customer-facing properties with overlapping 
merchandise, education, promotions, and buyer paths. Traffic and engagement had increased, yet 
conversion efficiency had weakened. The client wanted to understand whether the problem was traffic 
quality, demand, pricing, technical performance, checkout mechanics, or something structural.

Evidence reviewed

Commerce data

Orders, sessions, conversion 
patterns, returning-versus-new 
behavior

Behavior data

Navigation depth, movement 
between properties, voluntary 
commitment signals

Live system

Site roles, customer pathways, 
decision points, and overlapping 
offers

The result was not a generic conversion-rate opinion. It was a system-level diagnosis of 
how the portfolio handled customer intent.
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What the diagnostic found
The issue was portfolio-level intent diffusion.

Each property worked plausibly on its own. Together, the system created too many 
credible destinations, too many reasons to continue evaluating, and too little authority 
over where a purchase decision should end.

Observed pattern

•  Sessions increased.

•  Engagement depth increased.

•  Movement across the portfolio increased.

•  Conversion weakened relative to traffic growth.

•  Orders increasingly concentrated among returning or already-decided buyers.

Root cause
The system encouraged people to keep comparing rather than decide. Multiple properties sold 
overlapping products, ran overlapping promotions, and supplied overlapping reassurance or education. 
The portfolio operated as peer destinations instead of a deliberate progression with a clear purchase 
authority.

What this was not

Not an ad-platform audit

The finding did not depend on declaring a paid-
media, SEO, or attribution failure.

Not a generic CRO checklist

The issue did not originate from a single page or 
one broken checkout mechanic.

The operator conclusion

When traffic grows but conversion declines, the answer is not automatically “get better 
traffic” or “spend more on marketing.” The first job is to determine whether the 
commercial system is allowing intent to resolve - or whether it is expanding the number of 
places a customer can hesitate.
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What the client received
DELIVERABLE WHAT IT DID

Executive abstract A concise statement of the commercial contradiction, 
evidence reviewed, and primary finding.

Portfolio diagnosis A system-level explanation of the relationship among 
site roles, customer intent, and conversion behavior.

Site-role assessment A review of how each customer-facing property 
contributed to exploration, reassurance, retail 
conversion, or repeat/bulk demand.

Excluded explanations Clear boundaries around what the available evidence 
did and did not support.

Resolution paths High-level structural options in the right order - 
without jumping straight to tactical execution.

Why this matters for a buyer

The work establishes whether a commercial problem is a traffic problem, a demand problem, a 
price problem, a process problem, or a decision-architecture problem before the company 
spends money “fixing” the wrong layer.

“A report can be technically true and still be commercially 
incomplete.”
WarRoom Solutions identifies the gap between what a commercial system reports and what 
customers are actually being asked to do.

SCOPE-BASED
ENGAGEMENT

Operational Intelligence Diagnostic

Engagement path
WarRoom engagements are scoped around one defined operating question. Scope may include evidence 
review, customer-path and operating-logic analysis, structured observation, an executive diagnostic, and a 
findings readout. Corrective or implementation work is scoped separately.
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