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EXECUTIVE PERSPECTIVE B ° LT B

The Commercial Case for Fan Identity

For most of the past two decades, Tier-1leagues operated from a
position of structural leverage. Premium live rights were scarce,
demand was predictable, and revenue growth tracked rights
escalation. That model has not collapsed but its ceiling is now visible.

Rights inflation has slowed. Distribution has fragmented across OTT,
social, and digital platforms. And in the process of building those
platform relationships, most leagues have made a trade that was
invisible at the time: they surrendered the layer of the ecosystem that
is now most commercially valuable.

That layer is first-party fan identity: the persistent, unified
understanding of who their fans are, how they behave across
touchpoints, and how to activate that intelligence in real time.

The Core Tension
Y : :
0 Leagues generate demand. But they increasingly lack

= full visibility into how that demand behaves, who is

4

responding to sponsorship activations, and how to
price their audiences at a premium. The platforms
that sit between leagues and their fans do not share

that visibility, they monetise it.

A key question is emerging for commercial and digital leadership
teams : how do you reclaim control of the fan relationship, and convert
it into sustainable, measurable revenue , without dismantling your
existing ecosystem?

The answer is not a technology project. It is a commercial operating
model built on owned audience infrastructure. BoltOS exists to make
that transition fast, low-risk, and immediately revenue-linked.
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The Fragmentation Problem

Today's fan does not sit in one place. Within a single match week, they move
across OTT platforms, social media feeds, ticketing systems, fantasy and
gaming environments, and e-commerce and merchandise channels. Every
interaction generates a signal. Almost none of those signals are unified.

For most leagues, fan data is either siloed within individual platforms or
controlled entirely by third parties. The consequence is a revenue problem.

Cost of Fragmentation

Commercial : .
Impact of fragmented fan identity
Area
Without a unified view of fan behaviour, measurement
. defaults to impressions and reach estimates. Sponsors
Sponsorship . ) :
increasingly expect outcome-based reporting, and
Measurement

leagues that cannot provide it are leaving negotiating
leverage on the table.

Shallow or siloed data limits the ability to serve
Personalisation | contextual, high-value offers at the right moment.

Depth Fans receive generic experiences; conversion rates
reflect that.

Commercial teams cannot confidently price their
Audience audience at a premium if they cannot fully characterise

Pricing it. Rights holders routinely undervalue their own
inventory as a result.

When performance cannot be measured, renewal
conversations revert to relationship-driven, not
evidence-driven. Renewal risk increases.

Sponsor
Retention

Research consistently shows that organisations with strong first-party
data strategies outperform peers in acquisition, retention, and
monetisation. In sport specifically, the gap between leaders and laggards
on this dimension is widening and it is now showing up in commercial
results, not just digital maturity rankings.
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Commercial Readiness Diagnostic

Before assessing any infrastructure investment, it is worth establishing
where your organisation currently stands. Answer the following questions
honestly. They reflect the minimum capability threshold for competitive

audience monetisation in 2026.

No/

Diagnosti ion ¢ .
agnostic Questio es Partial

Can you resolve a fan's identity across your OTT
platform, ticketing system, and digital channels into
a single persistent profile?

Can you price a sponsorship package based on
verified behavioural audience segments — not just
reach or impression estimates?

Can you demonstrate to a sponsor which fans were
exposed to an activation and what action they took
within 48 hours?

Do your commercial, digital, and media teams
operate from the same audience data foundation
when building packages?

Can you deliver a personalised, contextual offer to a
fan during a live match window without manual
intervention?

Do you own the identity rights to fan interactions
on your OTT and digital platforms, or does a third-
party platform control that layer?

> Scoring
4 or more 'No/Partial' answers indicates structural commercial risk. Each
gap corresponds to a revenue pathway that is either underperforming or

unavailable. The sections that follow map directly to these gaps.
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Where Value Now Sits in the Sports Ecosystem

Media rights still matter. Live sport remains one of the most valuable
content formats globally, and rights valuations at the elite level continue

to attract significant investment. But the growth dynamic has shifted.

Streaming services and digital platforms have steadily built the
infrastructure to intermediate fan relationships. They control engagement
data, define measurement standards, and increasingly set the terms on
which audiences are understood and packaged. Leagues generate demand;

platforms capture the intelligence that flows from it.

The Shift from Content Power to Data Power

Major consultancies and governing bodies have been signalling this
transition for several years. The BCG 2026 Sports Outlook identifies direct-
to-fan monetisation and data ownership as primary growth vectors for
elite rights holders moving beyond the broadcast cycle. PwC's digital fan
engagement research points to unified data and Al-enabled interaction as
the mechanisms that convert passive audiences into sustained revenue

streams.

What distinguishes commercial leaders is not the volume of fan data they
hold but what they can do with it. The NFL has invested heavily in
analytics infrastructure to understand fan behaviour across broadcast and
digital channels. The NBA built one of the most advanced direct-to-
consumer ecosystems in sport, integrating content, commerce, and
identity across platforms including League Pass. Both organisations use
that capability to negotiate, package, and price their audiences at a

premium.

The common thread is data coherence: the ability to unify fragmented

signals from across the fan journey into a single, actionable view.
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Why DTC is Not Just a Distribution Strategy

Direct-to-consumer initiatives are often framed around subscription
products. That framing understates the strategic value. The deeper asset is
ownership of the relationship layer — the persistent connection between a
fan and the rights holder that exists independently of any platform
intermediary.

When a league owns that layer, the commercial implications compound:

‘ Media rights negotiations can be supported by real audience
> intelligence, not projections

‘ Sponsor packages can be built around verified behavioural
> segments rather than reach estimates

New revenue streams — premium content, digital commerce,
k> loyalty tiers — can be activated without dependency on third-

party terms

Without the infrastructure to unify and activate fan identity, DTC remains

a channel strategy. With it, DTC becomes a commercial operating system.
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The Unified Identity Stack: What It Is and Isn’t

The term 'unified identity stack' carries a weight of technical complexity
that often causes commercial leaders to route the conversation to IT. That
routing is premature and costly.

A unified identity stack is best understood as an organising principle that
answers one operational question: Can we recognise the same fan across
every interaction, and act on that knowledge in real time? Three
capabilities must come together to answer yes.

Capability 1: Identity Resolution

This means creating a persistent, privacy-compliant identifier that
connects fan behaviour across devices and platforms: OTT, ticketing,
social, in-venue, and commerce. Without this, every interaction remains
isolated. Sponsorship measurement is probabilistic. Personalisation is
shallow. Revenue opportunities are left unaddressed.

Capability 2: Integration

Ticketing data, viewing behaviour, purchase history, and engagement
signals must flow into a single architecture. This is where most leagues
currently struggle. CRM systems, ticketing platforms such as Ticketmaster
and SAP Event Ticketing, and data warehouses including Snowflake and
BigQuery often hold distinct and non-communicating records of the same
fan. Interoperability, not replacement, is the priority.

Capability 3: Activation

Data only becomes commercially valuable when it informs decisions: how
content is distributed, how sponsors are integrated, how products are
priced, and how fans are engaged in real time. Activation is the step that
converts infrastructure investment into revenue output.

The Important Distinction
Leagues that lead on this are not collecting more data.
They are building a continuous feedback loop between fan

behaviour and commercial strategy. Each interaction
makes the next one more intelligent and more valuable.
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From Strategy to Revenue

A Practical Implementation Roadmap

The case for unified fan identity is clear. The harder question, the

one that stalls most internal discussions, is execution.

Tier-1leagues are already operating complex ecosystems: legacy
systems, multiple commercial partners, and entrenched
workflows. A full infrastructure rebuild is neither realistic nor

necessary.

A practical roadmap unfolds in four deliberate moves. BoltOS is
designed to accelerate each of them without requiring changes to

your existing stack.
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Move A: Establish Identity Ownership

The first shift is definitional. Leagues must move from thinking about data

collection to thinking about identity ownership. This means defining a
persistent fan ID that exists independently of any single platform,
broadcast, social, or ticketing and ensuring that every interaction resolves

back to that identity layer.

In practice, this requires mapping where fan data currently lives,
identifying which partners control access to that data, and restructuring
agreements where necessary to retain identity rights. Without this step,

downstream investment remains constrained.

Move B: Deploy an Orchestration Layer

Once ownership is defined, the next step is enabling it technically. Most
leagues do not need to rebuild their stack. They need a layer that sits across
it: connecting existing systems, resolving fragmented identities, and

making unified profiles usable across commercial functions.

This is where BoltOS plays a specific operational role.

Rather than replacing OTT platforms, CRMs, or
ticketing providers, BoltOS acts as an orchestration
layer that ingests fan signals into unified profiles, and
makes those profiles activatable in real time across
interactive overlays, sponsorship measurement, and
personalised content delivery. The platform is live
within approximately two weeks. No infrastructure

change is required.

The commercial impact is immediate. What was previously siloed
becomes continuously connected. Leagues move from static reporting to

dynamic decision-making with the data confidence to back it.
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Move C: Activate High-Impact Use Cases in

the First 90 Days

The most common failure point in identity infrastructure investment is
over-engineering before value is demonstrated. Leagues should prioritise

revenue-linked use cases within the first 90 days.

Use Case Commercial Outcome
Sponsor Move beyond impression reporting to verified fan-level
measurement | attribution. Show sponsors which audience segments
engaged with their activation and what actions
and followed. This is the capability that unlocks
attribution performance-based contract structures.
Deploy interactive moments, polls, predictions,
Real-time contextual offers, loyalty activations, during live match
. . windows. BoltOS clients have recorded up to 40%
interactive ; : : . . .
increases in watch time from interactive audiences and
overlays 2x higher conversion rates on interactive advertising
formats.
Audience
segmentation | Build sponsor packages around verified behavioural
for segments rather than reach estimates. Leagues using
this approach have achieved up to 2.5x higher revenue
commercial from engaged audiences versus passive equivalents.
packaging
. Every fan interaction generates a first-party signal. Each
First-party signal makes the next activation more precise. Sponsors
data capture | can be offered packages that improve in accuracy and
performance over the course of a season.
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Move D: Align the Commercial Operating

Model

Technology alone does not create sustainable advantage. The final move is

organisational. A unified identity layer only delivers its full value when
commercial, media, and digital teams operate from the same data

foundation — and when they are measured against shared outcomes.

This typically requires three structural changes:

Shared KPIs across commercial, digital, and media functions,
k_> replacing departmental proxies with unified audience revenue

metrics

‘ > Integrated reporting structures that reflect fan lifecycle value

rather than single-session or single-channel performance

‘ A shift from campaign-based thinking to lifecycle-based thinking,
> treating each fan interaction as a building block in a long-term

commercial relationship

The leagues that close these organisational gaps consistently outperform

those that do not, even with equivalent technology investment.
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The Internal Business Case: Addressing Your
Buying Committee

Infrastructure decisions at Tier-1leagues do not move on the strength of a
single conversation. They move when the relevant stakeholders across

commercial, digital, and technical functions each have a coherent answer
to their specific question. Here is how the case translates across the table.

For the Chief Revenue Officer / Commercial Director

The core question is ROI and risk. Identity infrastructure is not a
technology experiment — it is a commercial investment with measurable
payback. BoltOS clients have demonstrated up to 2.5x higher revenue from
engaged versus passive audience segments, 40% increases in average
watch time, and 2x higher conversion on interactive ad formats.

The risk argument is equally important: leagues that cannot offer
outcome-based sponsorship measurement are increasingly at a
disadvantage in renewal conversations, where sponsors have access to
performance data from digital-native alternatives.

For the Chief Digital Officer / Head of Data

The technical question is integration complexity. BoltOS is designed to
layer over existing infrastructure: OTT platforms, CRM systems, ticketing
platforms, and data warehouses including without requiring system
replacement. The platform is live within approximately two weeks. It
generates first-party data that your team owns and controls, independent
of third-party platform terms.

For the Head of Commercial Partnerships / Sponsorship Sales
The sponsorship question is product differentiation. Outcome-based
packages, where sponsors pay against verified fan actions rather than
exposure estimates, represent a structural shift in how rights holders
compete for premium brand investment. BoltOS provides the
measurement layer that makes those packages credible, renewable, and
scalable across a season.
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The Cost of Inaction

The argument for unified fan identity is often framed as an opportunity.
The more precise framing is risk.

As platforms continue to strengthen their own data capabilities, leagues
that do not establish a first-party identity layer will find their commercial
position eroding in three specific ways.

Risk Area Commercial Consequence
Without verified audience intelligence, media rights
0 g and sponsorship negotiations default to projections
Negotiating 2 . . o
. and historical precedents. Leagues with unified
disadvantage | . ; ; ) . :
identity data negotiate with facts. Leagues without it
negotiate with estimates.
As measurement standards in adjacent channels
improve, sponsors will apply increasing pressure on
Sponsor . .
o sports rights holders to demonstrate equivalent
Attrition =
accountability. Leagues that cannot meet that
standard will face renewal friction.
The longer a league relies on third-party platforms to
understand its own audience, the harder it becomes
Platform ; . : :
to reclaim that intelligence layer. Each season without
Dependency : oo
owned identity infrastructure deepens the
dependency.

The cost of inaction is cumulative and compounding. It does not arrive as a
single event, it materialises as incremental erosion across sponsorship
margins, renewal rates, and commercial differentiation.



CONCLUSION BDLT 38
Identity is Now a

Commercial Infrastructure Question

Live sport remains one of the most valuable content formats in the
world. That has not changed. What has changed is where scarcity now
sits within the sports economy.

Content is still scarce. But actionable, first-party audience intelligence
has become scarcer, and its commercial value is now being captured
by the platforms and rights holders who invested earliest in owning it.

The leagues that close this gap will not simply protect their existing
valuations. They will unlock revenue streams that are currently
unavailable to them: performance-linked sponsorship contracts,
precision-targeted advertising, and direct fan monetisation that does
not depend on third-party terms or distribution.

The pathway is not a greenfield transformation. It is a deliberate,
phased build that starts with identity ownership, layers in
orchestration, and activates commercial value within 90 days.

The Next Step

If four or more questions in the Section 2 diagnostic
returned a 'No' or 'Partial’ answer, your organisation
has measurable gaps that are affecting commercial
outcomes today. Contact BoltOS to run a structured

assessment to identify the highest-value activation

opportunities.

Ready to take control of your fan data and turn it into real revenue?

Visit BoltOS at www.boltos.ai



https://boltos.ai/
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