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The Problem 

Every year, brands spend roughly five hundred billion euros globally on trade promotion, the 
activity of funding special offers, in-store placements, discounts, and shopper marketing at 
retailers. It is one of the largest categories of marketing spend in the world. It is also one of 
the most wasteful. 

Industry research consistently finds that forty to fifty percent of trade promotion spend 
generates no measurable commercial return. In a system this large, that means somewhere 
in the region of two hundred billion euros a year disappears into activity that does not 
translate into verified sales. The money is spent. The campaigns run. The invoices are paid. 
And nobody can say with confidence what the brand got for its money. 

This is not because the people involved are careless or the tools are primitive. It is because 
the system has four structural problems that compound each other, and no amount of 
improvement to any single element can fix them. 

Four failures that feed each other 

The first is an attribution problem. When a brand funds a promotion at a retailer, the brand 
wants to know whether shoppers actually bought the promoted product because of the 
promotion. Existing systems cannot answer this question reliably. Retailer point-of-sale data 
shows what sold, but not why. Shopper surveys are approximate. Digital advertising 
attribution relies on cookies and tracking that have become less reliable every year. The 
brand ends up paying for outcomes it cannot verify. 

The second is an intermediary problem. Between the brand and the consumer sit many 
layers, advertising agencies, retail media networks, trade marketing platforms, shopper data 
aggregators, each of which takes a margin. By the time promotional spend reaches a 
consumer in the form of a real discount or reward, a significant portion has been absorbed 
by the middle. 

The third is a participation problem. The consumer, whose behaviour generates the 
commercial value that flows through this entire system, receives nothing directly. The data 
they produce by searching, browsing, and buying is captured by platforms, resold through 
networks, and used to target them, but none of that value flows back to them. They are the 
raw material, not a participant. 

The fourth is a trust problem. Because attribution is approximate, because intermediaries 
control the data, and because consumers are not counterparties to any of the transactions 
that drive value, there is no shared source of commercial truth. Every party has its own view, 
its own measurement, and its own interest in presenting the numbers favourably. Disputes, 
reconciliations, and manual invoice matching consume significant operational cost on top of 
the promotional spend itself. 

These failures are not independent. They cause each other. Poor attribution creates the 
space for intermediary margin. Intermediary opacity prevents consumer participation. Lack of 
consumer participation removes a source of verification that might otherwise close the 
attribution gap. The result is a system that most participants know is broken but that no 
participant alone can fix. 
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The Idea 

Orqestra is a coordination network that sits in the place currently occupied by these 
intermediaries and replaces them with a protocol. Brands, retailers, and consumers 
participate as the three principals of a commercial relationship, with the network providing 
the infrastructure through which they coordinate. 

The simplest way to describe what the network does is through three actions that a 
consumer can take. Each one is independent of the others. A consumer can do any of them 
without doing the other two. 

The three consumer actions 

The first action is earning. Consumers earn rewards for genuine commercial activity on the 
network. Every product search, every saved offer, and every verified purchase of a 
campaign-matched product earns a reward, for every consumer using the network. The 
reward unit is called a Pulse. Pulses accumulate in the consumer's wallet automatically, 
without any separate action required. A consumer who simply uses the network to shop 
builds up a Pulse balance over time. 

Consumers can also choose to share additional personal context with the network, things 
like location patterns, dietary preferences, or basket history, through the privacy controls in 
their Orqestra profile. Sharing more is entirely optional. Consumers who do share receive 
elevated reward rates and become eligible for additional reward categories, including brand 
awareness messages they have opted in to receive. Consumers who do not share additional 
data still receive full baseline rewards for every signal they generate. The economic principle 
is that consumers are always compensated for their contribution; sharing more is rewarded 
more, but sharing less is not penalised. 

The second action is redeeming. When a consumer decides they want to convert their Pulse 
balance into something spendable, they redeem Pulses for Credits. This is a separate, 
consumer-initiated action. It is not triggered by any purchase or any specific event. The 
consumer chooses when to do it. 

The third action is spending. When a consumer goes shopping at any participating retailer, 
they can apply their Credit balance at checkout, exactly as they would a voucher or gift card. 
Credits work across the network, not only at the retailer where they were originally earned. 

The important point is that these three actions are completely separate. A consumer can 
earn Pulses for months before redeeming any. A consumer can spend Credits at a retailer 
where they have never generated a single signal. The system does not force any of the 
actions to be connected, because in the real shopping behaviour of real consumers they are 
not connected either. 

The commercial loop 

Looking at the same network from the commercial side, the picture is a triangle. Brands fund 
campaigns by depositing budgets into the network. Retailers fund their own campaigns in 
the same way, for private label products or to drive their own promotional activity. 
Consumers generate signals as they shop. When a signal matches a campaign and results 
in a verified purchase at a retailer, the transaction closes cryptographically: consumer, 
campaign, and retailer all co-sign the record. 

That co-signed record is the key to the whole system. It is a piece of commercial proof that 
did not exist before. For the first time, a brand knows with verifiable certainty that a specific 
consumer was matched to their campaign, was shown their offer, made a purchase at a 
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specific retailer, and received a reward for doing so. The chain of cause and effect is no 
longer modelled, estimated, or reconstructed after the fact. It is recorded as it happens. 

The diagram shows this loop visually. 

 

The Orqestra Commercial Loop 

 

 
 

 

Three participants. Three verified flows. One shared record. 
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How It Works, Practically 

The best way to see the system is to follow a consumer through it. Here is how a single 
shopping journey looks from the inside. 

A consumer journey 

Sarah lives in Amsterdam. She has the Orqestra app on her phone. Orqestra is her 
discovery tool across retailers: a neutral view of what is available, where, at what price, and 
at what reward rate. She uses it when she wants to find something, compare options, or 
discover offers she might not otherwise see. 

One Tuesday evening Sarah is planning dinner and opens Orqestra to search for organic 
soup. As soon as she types her search, three things happen. Her search is recorded as a 
signal on her own data chain, which she alone controls. Pulses are credited to her wallet as 
a reward for the search itself, independent of anything she buys. And the network matches 
her search against every active campaign it can see. 

The results Sarah sees are a cross-retailer view. A brand running a commercial campaign 
on organic soup appears at the top, with offers visible at three participating retailers: a large 
supermarket chain with stores near her, a regional grocer with an online store, and a 
specialist organic foods shop a short walk away. Each result shows the price, the reward 
rate, the distance or delivery option, and whether the retailer accepts Orqestra Credits 
directly at checkout. Sarah can compare them and choose. 

She decides to buy from the supermarket chain because one of their stores is close to where 
she will be the next day. She taps to save the offer. A second signal is recorded. More 
Pulses are credited. Orqestra pushes the saved offer into the supermarket's own app, where 
Sarah already has an account, so that when she goes shopping the offer is ready for her 
there too. 

Two days later Sarah is at the supermarket. She buys the soup. The supermarket is a 
Connected Channel, which means their point-of-sale system recognises the saved Orqestra 
offer and generates a verified purchase signal back to the network. Three parties co-sign it: 
Sarah's consumer chain, the brand campaign, and the retailer. The loop closes. The brand 
sees a verified purchase. The retailer earns their commercial fee. Sarah's wallet receives ten 
times the base reward. 

Had Sarah chosen the regional grocer's online store instead, the flow would have been 
similar but online: Orqestra would have pushed the offer into the grocer's checkout (or, more 
commonly, provided a unique voucher code that Sarah pastes into the grocer's checkout, 
which the grocer's system then redeems back to Orqestra to close the loop). The specialist 
organic foods shop, being a small independent, would have worked differently again: Sarah 
would have received a simple voucher code in the Orqestra app, shown it at the till on her 
phone, and the shopkeeper would have scanned or entered it to complete the verification. 

In all three cases, the result is the same: the brand gets a verified purchase attribution, the 
retailer gets the sale and their commercial fee, and Sarah gets her reward. What varies is 
the integration depth. A large chain with a Connected Channel has the deepest integration. 
An online retailer with a voucher-redemption API has a lighter integration. An independent 
shop needs only to accept and enter a voucher code. Orqestra operates across all three, 
because its role is coordination, not platform lock-in. 

A few weeks later, Sarah has accumulated a meaningful Pulse balance from her normal 
shopping across all these participating retailers. She decides to redeem it. With a single tap 
she converts her Pulses to Credits. The next time she shops at any participating retailer, she 
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applies those Credits at checkout, reducing her bill. Credits earned anywhere work 
anywhere. 

Nothing in Sarah's experience required her to understand signal classes, cryptographic 
signatures, or distributed architecture. She searched, she compared, she chose, she bought, 
she redeemed. The system did the rest. 

How retailers connect to Orqestra 

One of the most important properties of the network is that retailers do not all need to 
integrate the same way. Orqestra is designed as a coordination layer that different retailers 
can connect to at different depths, based on their scale, technology capability, and 
commercial interest. 

A major retail chain with an existing consumer app and an integrated point-of-sale platform 
can operate as a Connected Channel. Their technology team builds a server-side integration 
with the Orqestra API, hosted on the retailer's own infrastructure, and the retailer's app can 
display Orqestra-matched offers and reward balances directly, alongside their own content. 
Their point-of-sale system generates verified purchase signals automatically. This is the 
richest integration tier and gives the retailer the deepest commercial visibility. 

An online retailer, or a chain without app integration, can participate through voucher-based 
purchase confirmation. Orqestra generates a unique voucher code for each matched offer, 
which the consumer applies at the retailer's checkout. The retailer's system validates the 
code against Orqestra, and a verified purchase signal is generated at the moment of 
redemption. This is a lighter integration, well within the capability of most e-commerce 
platforms, and it allows retailers to participate without rebuilding their consumer experience. 

A small independent retailer, an artisan store, or a retailer with limited technology capability 
can participate at the simplest level: they accept Orqestra voucher codes manually at 
checkout. The consumer shows the code in the Orqestra app at the till, the retailer scans or 
enters it, and the loop closes. No point-of-sale integration, no API build, no technology 
investment beyond a basic device to scan or enter codes. 

The same network supports all three patterns at the same time. From the consumer's 
perspective, Orqestra is a single discovery app showing offers from all three kinds of retailer 
in one view. From a brand's perspective, a campaign can target all three, and the brand 
receives the same quality of verified attribution regardless of which integration pattern the 
retailer uses. This is what makes Orqestra a coordination network rather than a platform tied 
to one retailer or one integration approach. 

What the brand sees 

From the brand's perspective, the picture is different. The brand created a campaign by 
specifying which product to promote, which retailers it should run at, how much budget to 
allocate, and what the reward rate should be. The brand deposited the budget into the 
network. 

Once the campaign was approved by the retailer, it activated. Every time a consumer like 
Sarah searched, saved, or bought a matching product, the campaign's budget consumed a 
small amount, the exact amount the consumer earned in Pulses plus the retailer's 
commercial fee and the network's coordination fee. When the budget is exhausted, the 
campaign closes automatically. 

This is worth pausing on. The campaign budget is consumed progressively as signals fire, 
not only when a purchase happens. A brand is explicitly paying for every genuine signal 
along the way: a consumer searching for an organic soup is demonstrating intent, and that 
intent has commercial value. A consumer saving the offer is demonstrating stronger intent, 
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and that intent has more value. A verified purchase demonstrates the strongest intent of all. 
The reward rates are calibrated to match: a search earns a small amount, a save earns 
more, a verified purchase earns the most (ten times the base rate). The brand is not paying 
uniform amounts for every signal; they are paying proportionally to the commercial value of 
each demonstrated step. 

This is a different model from conventional trade promotion. In the existing system, a brand 
pays for placement and hopes that sales follow. The earlier signals of consumer interest, 
searches, comparisons, considerations, are invisible and uncompensated. In Orqestra, the 
brand pays for each genuine signal of intent, scaled to its value, with verified purchases at 
the top of the scale. The brand knows exactly what they are paying for at every stage. 

At the end of the campaign, the brand has a record that lists every verified purchase: which 
product, which retailer, which store, which campaign, which consumer reward. Not a 
modelled attribution. Not an estimated effect. A verified list. For the first time, the brand can 
calculate a genuine cost per verified purchase. They can also see the full journey: how many 
searches led to how many saves, and how many saves converted into verified purchases. 
This is a complete funnel, visible to the brand for the first time. 

A second kind of campaign: awareness 

Commercial campaigns, of the kind Sarah was matched to, are the backbone of the network. 
But they are not the only kind of campaign a brand can run. A brand may also want to reach 
consumers before those consumers are actively searching for anything, to build awareness 
of a new product, reinforce a brand message, or signal the arrival of a seasonal range. 

For this, brands can run awareness campaigns. These operate across the consumer 
network without needing to be tied to a specific retailer. A brand creates an awareness 
message, specifies which kinds of consumers it should reach, and funds it from a dedicated 
budget. Consumers who have explicitly opted in to receive brand messages may be shown 
the message; if they engage with it, they earn a reward. Consumers who have not opted in 
are never shown anything. 

Awareness campaigns run alongside commercial campaigns and serve a different purpose. 
Commercial campaigns pay for verified purchases; awareness campaigns pay for verified 
attention, from consumers who chose to receive it. Both are valid, both are funded by the 
brand, and both flow rewards directly to the consumers who took part. 
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Who Benefits and How 

A system that works only for one participant does not last. Orqestra is designed so that each 
of its participants gets something meaningful that they do not get from existing alternatives. 

For consumers 

Every consumer using Orqestra earns direct economic value for their genuine commercial 
activity on the network. Searches, saved offers, and purchases of campaign-matched 
products all generate rewards that accumulate in a wallet and can be redeemed as real 
spending power. The rewards consumers earn are not conditional on giving up their 
personal data. Their signal history stays on their own data chain, controlled by them. 

Consumers who choose to share additional personal context, such as location patterns or 
dietary preferences, receive elevated reward rates in recognition of the additional 
commercial value their enriched data provides, and become eligible to receive brand 
awareness messages they have opted in to. Those who share less still receive full baseline 
compensation. Either way, participation is voluntary, proportional, and always rewarded. This 
is not a loyalty programme where points expire or redemption requires navigating 
restrictions, and it is not a platform where the consumer trades privacy for participation; it is 
compensation for genuine commercial contribution, paid in a currency that works wherever 
the network operates. 

For brands 

Brands get something that has not existed before in trade promotion: verified attribution. For 
every euro of campaign budget consumed, there is a cryptographic record of exactly which 
consumer, at which retailer, for which product. The fifty percent of trade spend that is 
currently unaccounted for becomes measurable. More importantly, brands can fund 
campaigns that pay only for genuine commercial outcomes, not for impressions, clicks, or 
placements. The commercial relationship with the retailer is transparent, encoded in the 
network's Retailer Commercial Agreement, rather than negotiated annually through opaque 
trade terms. 

For retailers 

Retailers earn commercial fees from brand campaigns that are paid automatically as verified 
purchases occur, with no invoice reconciliation and no disputes. Each retailer participates at 
the integration depth that suits their scale and technology capability: a major chain can 
operate as a Connected Channel with server-side API integration and point-of-sale signal 
generation; an online retailer can accept Orqestra voucher codes at their checkout; a smaller 
retailer can accept voucher codes manually at the till. No retailer is required to embed 
Orqestra code inside their consumer-facing app, and all three patterns produce the same 
quality of verified attribution for the brand. They control which campaigns activate in their 
stores through their own governance policy, protecting their commercial relationships and 
editorial standards. They also gain something new: visibility into demand that currently 
happens invisibly, shoppers searching for products and categories that their stores do or do 
not carry, expressed as actionable intelligence they can act on. In addition to hosting brand 
campaigns, retailers can fund their own, whether for private label products, for independent 
promotions on any stocked product, or as co-funded joint campaigns with brand partners. 
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For independent and artisan retailers 

Independent retailers, the kind of stores that large trade promotion platforms have always 
excluded because they lack the scale and infrastructure to integrate, get a route into the 
network with minimal friction. A handmade ceramics store in a tourist town can register its 
products using natural language descriptions and location tags, with no need for barcodes or 
point-of-sale integration. A consumer searching for local handmade gifts in that area finds 
the store. The purchase is confirmed with a simple QR code scan at the till. The store 
benefits from demand intelligence that was previously only available to chains with their own 
data operations. 
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What Makes It Different 

Orqestra is not the first attempt to bring more transparency to trade promotion, nor the first to 
promise better consumer value, nor the first to claim better measurement. What makes it 
structurally different from existing platforms and loyalty systems rests on four properties that 
sit at the architectural level rather than at the feature level. 

Verified outcome attribution 

The three-party co-signature on a verified purchase is not a measurement technique. It is a 
piece of cryptographic proof generated at the moment of purchase by the consumer, the 
campaign, and the retailer acting together. It cannot be manufactured by any single party, it 
cannot be reconstructed after the fact, and it cannot be disputed without challenging the 
cryptographic record itself. This is a different kind of evidence than industry currently relies 
on, and it changes what questions a brand can answer about its own spending. 

Consumer data sovereignty 

Consumer behavioural data, the searches, saves, and purchases that drive the signal 
economy, lives on the consumer's own data chain. It is not centralised on a platform server. 
Every consumer using the network earns rewards for their genuine activity, without being 
required to share personal context beyond what the network's core function needs. 
Additional sharing, things like location, dietary preferences, or basket history, is a layered, 
optional, revocable set of consents that the consumer configures at whatever level of detail 
they prefer, and that earns additional compensation when chosen. This is the opposite of the 
conventional model in which platforms accumulate user data as a condition of use and 
extract value from it indefinitely. Consumers are paid to share data, not required to share it. 

Commercial use of the network, campaign matching and aggregate demand intelligence, 
requires a purpose-built aggregation layer alongside the individual chains. That layer holds 
only the minimum derived data needed, is populated with consumer consent, and is 
governed and audited. The consumer's own signal data stays on their own chain throughout. 

Aligned operator incentives 

The Network Operator earns a coordination fee proportional to verified commercial activity. It 
does not earn from attention capture, advertising inventory, or data resale. Its commercial 
success depends on participants succeeding, because participant success produces the 
activity the operator earns from. This is a different incentive model from advertising platforms 
whose revenue depends on maximising user engagement, and it matters because the 
incentive structure of a platform shapes everything else about how it evolves. 

Transparent commercial relationships 

The commercial agreements that govern the network, the fee splits between brand and 
retailer, the approval rules for campaigns, the policies that retailers apply to their own stores, 
are encoded as network objects that all relevant parties can see. They are not negotiated in 
private and enforced through invoices. When a campaign runs, everyone involved can verify 
that the agreed commercial terms are being applied. This is a form of commercial trust 
infrastructure that reduces operational cost and eliminates entire categories of dispute. 
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Why This Matters Commercially 

The architectural differences described in the previous section explain what makes Orqestra 
technically different. This section addresses a different question: why would a brand, retailer, 
or investor engage with this now, rather than waiting to see how the market develops? 

What Orqestra replaces 

Orqestra is not an addition to the current retail marketing stack. It is a replacement for 
several categories of system that currently sit between brands, retailers, and consumers: 

• Trade promotion management platforms (TPM systems), the software brands use to 
plan, fund, and track retailer promotional activity. Orqestra's campaign budget, RCA, 
and verified outcome machinery replace this category entirely. 

• Retail media networks, the advertising inventory platforms that retailers operate to 
monetise their consumer relationships for brand partners. Orqestra provides the 
same commercial function (brand campaigns reaching the retailer's consumers) 
without the impression-based economics and without the retailer being locked into a 
single platform. 

• Shopper marketing intermediaries, the agencies and platforms that broker between 
brand marketing teams and retailer commercial teams. The encoded RCA and CAR 
machinery automates what intermediaries currently do manually. 

• Third-party attribution and measurement tools, the platforms that retrospectively 
model which marketing spend drove which sales outcomes. Orqestra's verified three-
party co-signature replaces attribution modelling with cryptographic proof recorded at 
the point of sale. 

What this looks like at campaign scale: an illustrative calculation 

Consider a mid-sized brand running a one million euro trade promotion campaign at a major 
Dutch supermarket chain for a new organic product range. Under current industry practice, 
the economics typically look like this: 

• Approximately 30-40% of the budget reaches genuine commercial outcomes in ways 
the brand can verify. The rest is absorbed by placement fees, media margin, agency 
commissions, measurement gaps, and reach that cannot be tied to purchase. On a 
one million euro campaign, this means perhaps 300-400 thousand euros of spend is 
actually connected to identifiable consumer behaviour. 

• Attribution of that identifiable spend to specific sales outcomes is typically modelled 
rather than verified. The brand relies on statistical attribution reports, shopper 
surveys, and retailer point-of-sale data reconciled weeks after the campaign ends. 

• A meaningful portion of the remaining 600-700 thousand euros is not lost to fraud or 
malpractice; it is simply invisible. Industry research consistently shows it, but no 
single party has the data to fix it. 

Under Orqestra, the same one million euro campaign budget produces a fundamentally 
different economic picture. A typical fee structure at pilot scale splits the budget into 
consumer reward allocation (approximately 75%), retailer commercial fee (approximately 10-
15%), network coordination fee (approximately 10%), and liquidity pool contribution 
(approximately 5%). Applied to a one million euro campaign, this means: 

• Approximately 750 thousand euros flows to verified consumer engagement: 
searches, saves, awareness engagement, and verified purchases, each recorded as 
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a cryptographically signed signal event attributable to a specific consumer, at a 
specific moment, for a specific product. 

• Approximately 100-150 thousand euros flows to the retailer as commercial fees for 
validated purchases. These fees settle automatically as verified purchases occur, 
with no invoice reconciliation and no dispute overhead. 

• Approximately 100 thousand euros flows to the network operator as coordination 
fees, funding the infrastructure that delivers the verified attribution. 

• The brand receives a complete audit trail showing, for every euro of budget 
consumed, which consumer, which retailer, which store, which product, which signal 
type, and which moment in time. Not an attribution model. A verified list. 

The headline difference is not that Orqestra delivers more consumer reward value than the 
current system, although it does. The headline difference is that for the first time, the brand 
knows exactly what they paid for. A cost-per-verified-purchase figure can be calculated by 
direct division, not by modelling. The 40-50% of trade spend that is currently unaccounted 
for becomes accounted for. 

The figures in this illustration are representative rather than predictive. Actual campaign 
economics will vary with reward rate settings, retailer tier, category, consumer engagement 
patterns, and other factors that will be established through the pilot. The point is not the 
specific numbers; it is that under Orqestra every euro is traceable to a cryptographically 
verified interaction, and the portion of campaign budget absorbed by intermediaries shrinks 
materially. 

The consolidated value proposition 

Orqestra creates value for each participant in a way that depends on the others also 
benefiting. This is what makes it a network rather than a point solution. 

Consumers earn rewards on behaviour that currently generates value for others. They own 
their data. They shop where they choose. Their participation is voluntary, proportional, and 
compensated. This makes consumer participation sustainable, which gives brands and 
retailers a stable consumer base to coordinate around. 

Brands get verified attribution they cannot get elsewhere, pay only for genuine signals of 
intent scaled to their commercial value, and see their full marketing funnel for the first time. 
This makes brand spend efficient in a way it currently is not, which funds better consumer 
rewards and fairer retailer fees, which in turn sustains consumer and retailer participation. 

Retailers earn commercial fees paid automatically on verified outcomes, gain demand 
intelligence previously invisible to them, and retain full control of their customer experience 
through their own integration depth. They can fund their own campaigns alongside brand 
campaigns. This makes retailer participation commercially attractive and operationally light, 
which produces the store-level footprint that makes brand campaigns reach real consumers. 

No participant wins at another's expense. Every participant benefits from the others' 
participation. This is the coordination premium Orqestra captures, and it is structurally 
different from a platform that extracts value from a single participant class to subsidise 
another. 

Why now rather than later 

There are three reasons to engage with Orqestra now rather than wait. 

First, verified attribution is becoming structurally harder to obtain through conventional 
means, not easier. Third-party cookies are deprecated across most browsers. Privacy 
regulation is tightening, not loosening. Platform-owned attribution is increasingly opaque to 
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the brands and retailers that pay for it. The commercial case for verified attribution is 
stronger each year, while the alternatives to Orqestra are weakening each year. Waiting 
does not reduce the need for what Orqestra provides; it increases it. 

Second, network effects are self-reinforcing once they ignite. The first brand to run a verified-
attribution campaign in a market gains data and measurement capability their competitors do 
not have. The first retailer to operate as a Connected Channel in a market shapes how 
Orqestra integrates in that market for everyone who follows. Early participation in a network 
economy is not a risk; it is an advantage. The waiters become followers, and followers pay 
more to join later than founders paid to shape the network. 

Third, the current trade promotion waste is not a stable cost. Industry reporting suggests the 
measurable portion of trade spend efficiency is declining, not improving, as attribution 
becomes harder and intermediary chains lengthen. Every year that a brand or retailer 
continues to operate under the current model, the waste compounds. A one million euro 
trade promotion campaign today has a smaller verifiable commercial footprint than the same 
campaign five years ago. Waiting is not a neutral choice; it is an increasingly expensive one. 
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The Path to Reality 

A concept document is not a product. Orqestra is at the stage of development where the 
foundational architecture has been proven and the next milestones are about closing the 
commercial loop at real scale. This section explains where the work stands today and what 
the path forward looks like. 

Where the prototype is today 

The first phase of prototype development has been completed. Brand agents, retailer 
agents, and consumer agents operate as independent participants on a shared network. 
Campaigns can be created, consumer searches generate signals, and reward accumulation 
works as designed. The agent-centric architecture that the network depends on has been 
demonstrated to work for the commercial use case, on the actual infrastructure that will carry 
it forward. 

This is a significant milestone, though it is deliberately unglamorous. It answers the most 
important early question: can the architectural foundation support a real-time commercial 
signal economy? The answer is yes. Every subsequent phase of development builds on a 
proven foundation rather than attempting to prove the foundation and build on it 
simultaneously. 

What comes next 

The next phase closes the economic loop. A brand will fund a real campaign budget. 
Consumer signals will consume that budget as they occur. The campaign will close 
automatically when the budget is exhausted. This is the simplest version of the full 
commercial architecture, and it is the next proof point. 

Following that, the pilot phase integrates a retailer's point-of-sale system to generate the 
three-party co-signed purchase signal at the till. At that point, the loop is fully closed end to 
end: a consumer searches, a campaign matches, a purchase is verified, and value flows to 
each participant for their contribution. This is the moment the concept becomes a 
demonstrable commercial system. 

The anchor retailer strategy 

No network that depends on participation can start from nothing. The cold start problem, 
attracting the first consumers before there are campaigns for them to find, and the first 
campaigns before there are consumers to match, is one of the hardest questions in network 
design. Orqestra's answer is an anchor retailer partnership that seeds both sides at once. 

A single major retailer with an existing consumer base contributes the commercial 
foundation for the pilot: their store estate, their point-of-sale infrastructure, their existing 
brand relationships, and their ability to fund their own promotional campaigns alongside 
brand commercial campaigns. The anchor retailer becomes the first Connected Channel, 
integrating their point-of-sale for verified purchase signal generation and optionally surfacing 
Orqestra-matched offers inside their own app for consumers who choose to use it that way. 
Consumers reach the network either through the Orqestra discovery app or through matched 
offers the retailer chooses to display, and they complete purchases at the anchor retailer's 
stores where the verified purchase loop closes. The retailer's existing brand relationships 
supply the first brand campaigns. A pilot at fifty stores in one metropolitan area, with a few 
thousand consumers and a handful of brand campaigns over ninety days, produces the first 
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real commercial data, the first verified attribution records, and the first operational 
experience of running the network at pilot scale. 

If that pilot performs as the architecture suggests it should, the network begins to attract 
participation on its own merits. Other retailers can join at the integration depth that suits 
them, from voucher-code acceptance to full Connected Channel integration. Brands see 
verified attribution they cannot get elsewhere. Consumers accumulate rewards that have 
real spending power wherever they shop in the network. The cold start is solved. The 
network effect begins. 
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What This Becomes 

If the pilot proves the commercial architecture and the network effect ignites as designed, 
Orqestra's role in retail commerce evolves beyond trade promotion. The longer-term vision is 
not a prediction; it is a trajectory made possible by the properties that are present from the 
start. 

As the network grows, the signal data it generates becomes increasingly valuable as 
commercial intelligence in its own right. Brand and retailer decisions about product ranging, 
pricing, and promotional investment can be made against verified demand data rather than 
against syndicated market research or partial point-of-sale reports. The network becomes 
not only an attribution layer for campaigns but a source of commercial truth for the markets it 
operates in. 

As the product taxonomy extends and the independent retail pathway matures, the network 
expands beyond packaged grocery into broader commerce: artisan goods, local producers, 
services, and experiences. A network that can surface a small ceramics studio to a distant 
consumer, or a regional food producer to a visitor planning a trip, is not a grocery promotion 
system. It is local commerce discovery infrastructure with applications far wider than its 
original focus. 

Over a longer time horizon, specific governance functions may transition from operator 
control to participant control, where doing so makes commercial sense and is operationally 
viable. This progressive decentralisation is a possibility, not a commitment. The network is 
commercially viable indefinitely with the operator retaining governance, because what makes 
the commercial proposition work is aligned incentives rather than distributed governance. 
Any decentralisation that does occur over time happens because it serves the network, not 
because it was promised. 

What unifies all of this is a single proposition. Orqestra is coordination infrastructure for retail 
commerce, designed so that each participant gets value proportional to their genuine 
contribution, operated by an entity whose success depends on participants' success, and 
built to work transparently in a sector that has operated in opacity for decades. 

The concept is written. The foundational architecture is proven. The next milestone is the 
pilot. Everything that follows depends on that milestone, and that milestone depends on one 
retailer, one brand, one consumer, one verified purchase at the actual proposed scale. 
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About this document 
 

This is a concept document intended to introduce Orqestra at a conceptual level. The comprehensive 
architectural and commercial reference is the Orqestra System Whitepaper, which addresses 

in detail every topic touched on here and many others not covered. 
 

 

The whitepaper is available through the Orqestra knowledge base, where it can be searched and 
interrogated with AI assistance for specific questions. 
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