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Demographics, digitally driven interactions, and consumers’ desire to mix shopping trips with
lifestyle experiences are changing the foundations of shopping mall operators’ business models.
Amid these pressures, market leaders are using digital capabilities for key strategic actions—
including de-risking expansion plans, tapping new revenue streams, and managing tenants better.

©2025 Boston Consulting Group 1


https://www.bcg.com/industries/urban-planning/real-estate
https://www.bcg.com/

Over the next five to ten years, however, Al will shake up the competitive landscape in a more
profound way, transforming how operators generate growth and build resilience. Al will deliver
sharper insights about shoppers and tenants. It will enhance business decisions and enable
companies to execute their plans more rapidly. And Al-based solutions, such as footfall tracking
tools that enable operators to improve the layout of their malls, will become increasingly
important.

Operators can stillimprove their performance with basic steps like retenanting and introducing
loyalty programs. Nevertheless, we believe companies that aren’t investing in Al today are taking
significant risks with the future of their business.

How Leading Players Are Staying
Ahead

Mall owners and operators can no longer afford to be passive rent collectors; they must adapt and
respond to the megatrends that are transforming retail real estate. (See the sidebar, “The Five
Trends Reshaping the Industry.”)

— The Five Trends Reshaping the Industry

We've identified five trends that are driving longterm change in the industry:

Demographic Shifts. By 2030, Gen-Z and millennial consumers, both digital-
native cohorts, will account for almost half of worldwide retail spending.
Meanwhile, the share of the global population aged 60 and above 1s projected to
reach 20% by 2050. And across emerging markets, the affluent middle class will
double 1n size by 2034. As a result, operators need to prioritize investments
tailored to each group, including digital touchpoints, age-friendly mall designs, and
family-friendly features.

New Commercial Relationships. In many locations, operators are reinventing
their malls as experience hubs. They are offering lifestyle-focused activities, by
installing cinemas and art exhibitions; adding community-based services, such as
libraries and coworking spaces; and developing food halls and gourmet markets to
drive evening and weekend traffic.

Because of this shift, operators are moving from traditional tenant-landlord
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arrangements to more flexible ones that incentivize both parties to improve sales
performance. Digital technologies that support better data sharing are creating
greater trust between landlords and tenants and enabling these new
relationships.

Digitally Driven Interactions. With the advent of e-commerce and omnichannel,
most shoppers today take a customer journey that combines online and offline
elements—they may research a product and place an order online but examine
their potential purchase and pick up the item in store.

For mall operators, this change in consumer behavior requires them to become
omnichannel enablers: by creating spaces for order fulfillment, providing the IT
infrastructure to support retailers’ digital capabilities, developing experience-
driven zones with lifestyle features (such as food halls, gyms, and work spaces) and
live events, and partnering with retailers on cross-channel marketing initiatives.

New Sources of Value: As well as supporting the developments above, Al and
digital tools are redefining value creation for mall operators. These technologies
are enhancing more traditional activities, such as mall design and tenant curation.
But they are also providing new data-based monetization opportunities for
operators, including selling performance and customer insights to retailers,
providing loyalty programs and fee-based click-and-collect hubs, and selling
programmatic ad space on digital displays to mall tenants.

The Sustainability Imperative. For the real estate companies that own and
operate shopping malls, sustainability is no longer just a reporting requirement—
1t’s part of their license to operate. Malls must prove their environmental and
social credentials to investors, tenants, and consumers or they risk being sidelined.
To meet mounting sustainability expectations, malls have to build digital
capabilities that enable them to monitor and accurately report emissions across
their assets and share energy usage and environmental data with tenants.

To understand how mall operators are navigating the challenges of this new world, we analyzed 14
leading players across Asia, the Middle East, Europe, and the US. These companies are all
delivering good top-line growth for their particular markets: of the 14 players, 12 are increasing
annual revenues by more than 5%, and half of them are increasing revenues by more than 7%
annually, largely through productivity gains.
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To examine the factors driving individual performances, we grouped these companies into five
growth archetypes based on their revenue growth, portfolio strategy, productivity (measured by
rental income per square foot), and market dynamics.

EXHIBIT 1
Leading Mall Operators Can Be Grouped into Five Growth
Archetypes
Productivity Size Revenue Growth
Growtht T Growth2 = Growth Driver(s)

Scale Asian player 1 -6.8% 19.8% 11.6% i
1ze
Expanders Middle East player 1 1.9% 11.9% 13.9%

3 Asian player 2 23.0% 2.9% 26.5%
EmerEing Productivity
Stars Asian player 3 15.3% 4.2% 20.1%
Asian player 4 5.2% 4.3% 9.8%
Balanced Middle East player 2 4.5% 3.5% 8.1% Size
Regional _ and
Champions Middle East player 3 3.9% 1.9% 5.9% productivity
Middle East player 4 1.3% 4.1% 5.5%
European player 1 8.1% -2.1% 5.8%
Portfolio European player 2 9.6% -2.4% 7.0% o
e Productivity
Optimizers Asian player 5 7.1% -0.3% 6.7%
US player 1 5.3% -0.9% 4.4%
5.2% 0.0% 5.2% .
Productivity
2.1% 0.0% 2.1%

Sources: Annual reports and investor presentation materials from each player; BCG analysis.

Note: Percentages reflect CAGR from 2021-2024. For the purposes of our study, we treated revenue growth as the sum of productivity growth and size
growth; as other factors can influence revenue growth, percentages shown are approximate.

1Productivity growth is calculated as the change in rental income per unit of gross leasable area (GLA). This reflects the extent to which the same physical
space is generating more (or less) rental income over time.

2Size growth is calculated as the change in the operator’s total GLA, measured at year end. It captures the revenue impact of space changes in the mall
portfolio, such as new openings, expansions, refurbishments, or disposals, independent of changes in rent per unit area.

Scale Expanders. These fast-growth players operate mainly in developing markets with young
populations, a growing middle class, strong tourism traffic, and supportive capital environments.
They focus on rapid portfolio expansion rather than productivity gains, and capture market share
through city-wide saturation, using different mall formats and sizes, and asset-light growth
strategies.

Emerging Stars. These players also operate in high-growth developing markets and consequently,
like scale expanders, generate strong revenue growth. However, their markets are typically
impeded by cumbersome regulations and they have limited access to affordable capital, making it
difficult to scale up. As a result of these factors, operators are faced with modest portfolio growth
and so concentrate on maximizing the productivity of their assets.

Balanced Regional Champions. These players generate more moderate revenue growth, operate
in retail markets that are transitioning from being fast growing to more mature, and serve a
diverse range of consumers. They benefit from stable, reform-driven regulatory and capital
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environments and are thus able to grow both the size of their portfolios and their productivity in a
sustained fashion.

Portfolio Optimizers. These players are active in mature, often saturated markets with affluent but
aging consumers and relatively tight capital constraints. They prioritize extracting value from
existing assets through improved productivity rather than expanding their portfolios, and generate
moderate overall revenue growth. To boost productivity, they turn to strategic asset disposals,
capital recycling, and balance sheet management.

Mature Value Maximizers. These players generate modest revenue growth and operate in highly
mature, largely urban markets with high-income but slow-growth populations. These markets are

capital-efficient but tightly regulated and offer limited opportunities to expand. Because of these
factors, players focus on unlocking maximum value, through productivity gains, from largely static
portfolios.

The Importance of Advanced
Digital Solutions

While these 14 players have tailored their strategies to the markets in which they operate, they all
depend to varying degrees on six growth pillars: portfolio optimization, de-risked expansion, product
and market development, customer experience (CX) excellence, strategic tenant management,
and new revenue streams.
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EXHIBIT 2

Al Will Revolutionize How Mall Owners Drive Growth and
Build Resilience

Future Digital
Growth Strategic Current Digital Integration Use Cases Ripe
Pillars Levers Integration with Al for Al Transformation

Asset disposals and capital recycling

Portfolio iy
Optimization P,
Focus on high-performing assets

» Predicative asset-performance
modeling
» Al-enhanced capital allocations

Joint venture with partners ) .
’ » Al-driven site selection
« Intelligent business

decision-making system

il Mixed-use development/ecosystem synergies
Expansion  [ikdeateiiiied Ml 0 ALt Mucd 1o SR

Asset-light model

Single-market focus « Scenario-based network planning
« Hyperlocal market segmentation
» In-mall loT-based tracking of foot

traffic

Product and
Market Multitiered product portfolio

Development City-level saturation

Destination-led anchor experiences + Al-powered 3-D
augmented-reality navigation
« Al concierge and voice-activated

services

CX Excellence Data-driven loyalty platform

Frictionless omnichannel journeys

Vertical integration with tenants

Strategic
Tenant Digitally-enabled tenant-mix optimization capabilities
Management - . o )

,,,,,,,,,,,,,,,,,,,,,,,,,,,,,,,,, + Al-predictive tenant management
+ OCR simulation tools

. . » Automated tenant onboarding
Active occupancy cost ratio (OCR) management

L ERCEL A Dedicated retail media platform/business unit
Streams with A " s : e
Digital
Capabilities Short-term leases for pop-up retail

» Retail-media Al targeting engines

« Data monetization via Al-enabled
member profiling and tagging
system

Data monetization/data as a service

"" VW
900066

Source: BCG analysis.
Note: Use cases illustrative.

Digital tools already play a significant role in enabling mall operators to activate the levers required
to optimize these six growth pillars. For example, data-driven predictive modeling of an asset’s
future performance, as well as Al-enhanced capital allocation methodologies, can help operators to
achieve better balance-sheet management and a greater focus on high-performing assets in their
portfolios. Similarly, automated tenant onboarding can reduce tenant management costs, while
scenario-based planning can boost operators’ product and market development.

Digital tools are also being used by operators to standardize mall design and construction, to
develop retail media networks and create customer apps, and to select landmark customer
attractions such as indoor skiing centers and 3-D cinemas.

( The digital tools shopping mall operators currently
use can only get them so far.

However, the digital tools operators currently use can only get them so far. We believe that by
integrating leading-edge Al and data solutions across their operations, companies will be able to
revolutionize how they create growth and build resilience. These tools will give them greater insight
into which actions will be most effective in improving business performance and enable them to
move faster in implementing them than players can today.
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Over the next few years, we expect Al and data tools to have the greatest impact—through process
optimization and automation—in product and market development, CX excellence, strategic
tenant management, and new revenue generation. In portfolio optimization and de-risked
expansion, these technologies will also bring considerable change, but the two pillars are likely to
still require critical thinking and greater human involvement in decision-making.

Achieving a Successful Al
Transformation

Forward-thinking players are capturing sizeable gains—including a 20% improvement in staff
efficiency, a 50% increase in tenant revenue, and a 50% increase in customer lifetime value, based
on our work with clients—by integrating advanced Al and data solutions throughout their
operations. We've identified 10 use cases where advanced digital and Al solutions have a key role
to play.

EXHIBIT 3

Ten Key Use Cases for Advanced Digital and Al Solutions

Key Use Cases How Digital and Al Help

Al tracking tool to monitor customer behavior and improve Enables mall operators to track footfall and dwell time to diagnose
tenant performance underperformance and guide traffic-boosting strategies

Solving parking pain points through smart navigation and Streamlines parking through real-time guidance, auto-assigned spots, and
payment tools digital payment, reducing friction from arrival to exit

3 Customer navigation and experience enhancement Improves wayfinding through immersive AR experiences, helping visitors
through augmented reality (AR) and virtual reality locate stores and amenities with ease

Member-benefits optimization that leverages big data and Uses Al to tailor benefits based on behavior and persona, boosting member
Al models engagement and perceived value
Higher efficiency in digital marketing campaigns through Automates customer segmentation and campaign delivery with Al, increasing
Al automation marketing ROI and response rates

6 Customer satisfaction enhancement by Al-powered Redesigns the loyalty journey with dynamic tiers and personalized benefits to
membership system redesign drive satisfaction and repeat visits

7 End-to-end efficiency in mall operations Dlg]tlges ‘{vorkﬂows from. planm‘n_g .t('J facilities, enabling real-time task

coordination and operational visibility

Real-time, mobile decision-making system for mall Provides real-time, mobile access to KPIs and drill-down analytics,
management empowering faster, better-informed decisions
Enhanced tenant operations platform and Offers a unified platform for service requests and operations tools, improving
communication tool efficiency and tenant experience

0 Optimized lease-management platform through Centralizes lease information, automates key alerts, and enables performance
data integration benchmarking to reduce risk and improve leasing efficiency and compliance

Source: BCG analysis.

Among the use cases:
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* An Al-supported tracking tool that enables operators to monitor customer footfall and dwell
time across different mall zones, helping companies identify underperforming areas and
develop traffic-guiding strategies such as adjustments to tenant mix or layout. Benefits include
a 30% increase in revenues, on average, for pilot tenants.

» Aone-stop, selfservice portal that delivers operational efficiencies and enhances the tenant
experience by streamlining tenant-facing activities, such as onboarding, renovation
coordination, and property services. Benefits include a 30% reduction in operational costs.

e Automated customer segmentation and delivery of mall operators’ digital marketing
campaigns, enabling more personalized outreach, better response rates, and higher return on
investment. Benefits include a 30% improvement in conversion rates.

To ensure that advanced data and Al solutions are truly effective, companies can’t simply apply
them in a piecemeal fashion. They need to digitally transform the entire organization. Mall
operators should follow three imperatives to make their transformation a success.

It must be led from the top. An effective transformation needs to have the buy-in of the C-suite.
Furthermore, because it is not simply an IT initiative, the heads of the different business units will
need to take responsibility for building digital capabilities for their particular area.

It must be phased and purposeful. Leading mall operators that have digitally transformed their
business haven’t done it by rushing to implement advanced digital solutions. They’ve sequenced
the introduction of new tools based on maturity levels. Building foundational digital capabilities,

such as digitally enabled loyalty programs, before layering on Al ensures companies are ready for
business and can maximize returns.

It requires a fit-for-purpose team design. There’s no one-size-fits-all model for a digital
transformation team. Centralized, decentralized, and hybrid approaches are all potential options.
Selecting the right approach depends on factors such as the availability of talent, the urgency of
digital change, and the importance of accountability and decision making at the business-unit
level. What matters most is clarity of ownership and speed of execution.

As shopping malls become places where experiences are almost as important as transactions,
leading players are focusing on what matters most: delivering the experiences that attract
consumers and that enable tenants to thrive.

By using advanced digital and Al solutions, developers and operators can improve both how they
connect with tenant and consumer stakeholders and how they anticipate their needs. In the

process, they can ensure their malls remain relevant—and constantly refreshed—experience
hubs.
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ABOUT BOSTON CONSULTING GROUP

Boston Consulting Group partners with leaders in business and society to tackle their most
important challenges and capture their greatest opportunities. BCG was the pioneer in business
strategy when it was founded in 1963. Today, we work closely with clients to embrace a
transformational approach aimed at benefiting all stakeholders—empowering organizations to
grow, build sustainable competitive advantage, and drive positive societal impact.

Our diverse, global teams bring deep industry and functional expertise and a range of perspectives
that question the status quo and spark change. BCG delivers solutions through leading-edge
management consulting, technology and design, and corporate and digital ventures. We work in a
uniquely collaborative model across the firm and throughout all levels of the client organization,
fueled by the goal of helping our clients thrive and enabling them to make the world a better place.
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