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Executive outline of the single
most critical decision fashion ‘
retailers must get right over the
next 12-18 months.
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EXECUTIVE SUMMARY

1 Al Demand Driven

Precision Will Future

Fashion retail faces seismic hes ture tt ' One customer view. One pool of
Prn Of G I 0 bal volatility. Margins are ain nventory. One brand
constrained. Trading demands volume-driven buying to A experience. Speed and accuracy
F h - R t 'I faster responses. Growth demand-driven precision. to sell more at full price, with
a s Ion e a I . cannot come from adding more Personalisation, pricing and ess stock and a faster stock

of the same product. zign built around a turn.

continuously learning Al core.

WINNERS WILL KEY OUTCOMES
= Operating model built to learn faster than
Operate Leaner m:t]mp I'Igc:n
The Critical Enterprise Decision Leaders Must Commit To Is Building An
= _ [l u] = .
Enterprise-Grade Demand Intelligence Capability e Bt b e T e T T

= Enhance brand equity through precision and

Protect Margin Relentlessly relevance

I —— .
= Cleaner, purposeful, sustainable

Buy Better Product assortments

“Loyalty now belongs to the retailers who know their customer. Not

the ones who shout loudest.” =
Allocate With Agility Positive Al ROl demonstrated by month 138




1. Defining The Enterprise Decision

B EBuilding An Enterprise-Grade Demand Intelligence Is A Structural Imperative. Executives Must Act Now Before Their Rivals.

External Pull Factors

The market is volatile geopolitically. War is set to drive up costs and
weaken consumer sentiment.

Extra costs likely in fuel and air freight, impacting fashion retailers
across the board.

Gen Z are snubbing mainstream fast fashion players, adding further
complexity to demand.

Winners are those with sharpest trend responsiveness, strongest social
presence, and most credible identity.

Act Now

Bershka +12.2% LFL With EBIT +19.9%
Stradivarius +12.7% LFL With EBIT +14.8%
Zara growth slowing to +1% LFL

1 Signal Intelligence

Real-time trend sensing from

social, search, catwalk and
e-commerce data — replacing
lagging seasonal calendars.

COMMERCIAL OUTCOMES

I Higher full-price sell-through
85% vs 60% industry average

I Lower inventory carrying risk

Up to 40% overstock reduction

I Faster trend capture

10-15 days trend to shelf

Responsive Supply
Chain

SKU-level demand visibility drives Continuous read-and-react loops,
smaller initial buys, faster chase precision in-season pricing and
and Al-generated buy dynamic replenishment aligned to
recommendations. live demand signals.

2 Predictive Assortment 3

WINNERS WILL PIVOT FROM - TO

Forecast Demand-Signal Led

Seasonal Continuous Chase Model

Al-Augmented Buying
Teams

Centralised

Flexible Supply
Optimisation

Focus on Price




2. The Burning Platform WHY NOW
The Industry Has Entered A Permanent State Of Demand Volatility
0
11 DAYS 62%
Of Full Price Inventory Clears At Markdown Lost Annually To Overstock And Out Of Stock. Average Trend To Shelf Cycle For Fast Fashion Expect Personalised Product Delivery

Globally. 570BN and 5140BN loss in sales Weak Bestseller Management.

value.

* Traditional Buying Cycles, Seasonal Assortment * The Gap Between Demand Signal And Supply
Planning, And Gut-feel Trend Forecasting Are No Response Has Become A Structural Competitive
Longer Sufficient. Liability.

Disruptors.

A J A J
» Consumer Expectations Have Shifted From Mass To = The Retailers Who Delay A Clear Enterprise Al
Moment. From Seasonal Push To Real Time Pull. Strategy By 12-18 Months Will Cede Structural
Generative Al Has Collapsed The Timeline. Margin, Customer Shape, And Supply Chain Agility.

This Is Not An IT Transformation Piece. This Is The Operational Decision Of The Decade.



2. The Five Forces Converging — Creating A Once In A Decade Window

1. Al Capability Leap 2. Shein + Temu Effect

According to McKinsey, generative Al could add $150-5275 billion in operating profit to Ultra-fast competitors respond to micro-trends in 5—7 days by using a direct to factory
the fashion, apparel, and luxury sectors within the next five years. Morgan Stanley reports model. Zara once defined for speed is slow in comparison.
Al adoption in consumer and apparel companies rose from 20% to 44% in the first half of

2025 alone.

3. Consumer Expectation Reset 4. Capital Efficiency Crunch 5. Regulatory Pressure

Post-pandemic shoppers’ demands have shifted. The Mot a temporary squeeze, it is a structural reset. Executives Regulatory pressure is simultaneously: what you destroy,
consumer hasn't stopped spending, but they have become must unlock cash from inventory, reduce tariff exposure what you claim, what you import, and what you disclose.
far more intentional. The brands that will win in the next through diversified sourcing, resist the pressure to simply The brands best positioned have invested in supply chain
12—-18 months show “why are you worth it?” The raise prices, and redirect capital into technology and supply traceability, lean inventory management, and
undifferentiated middle is the most dangerous place to be. chain. evidence-based sustainability communications.




2. Competitive Landscape

WHO IS ALREADY ACTING

The Al leaders are not in pilots. They are LIVE. The question is no longer whether; it is how fast. What is driving this is not luck — it is systematic, multi-layer Al investment already in production.

Zara — Inditex
RFID tags feed live data in real time. Production cycles reduce
from three weeks to ten days. 70% of designs adjusted weekly
based on store feedback. Inditex built its infrastructure before

Al. Mow they have the richest, longest-running demand data in
the world. Every competitor would need a decade to replicate.

Next Winning

Mext is Winning. Reported +10.8% LFL to £7.0bn for the year
ending lanuary 2026, while pre-tax profit increased 14.5% to
£1.16bn.

Shein

The largest fast fashion retailer globally with 28% market share.
B0O0+ daily Al-generated SKU iterations. Algorithmic trend
prediction. Unit economics built on Al from inception. 1 in 4 US
customers shop at Shein. Q1 2026 revenue equated to nearly
£10 billion.

Amazon Fashion

Amazon fashion is trading strongly at the volume and value end
— it is the largest apparel retailer in the US, deploying Al faster
than almost any fashion-specific competitor, and its logistics
infrastructure remains unmatched.

ME&S is the most compelling proof that Al-driven demand
planning, combined with brand relevance can rescue a
mid-market player. Group revenue rose 6% to £13.8 billion.
Profit before tax increased 22.2% to £875.5 million. New
Monthly capsule love that drop with frequent product cadence.

Mid-Market Peers

Are on a cliff edge, River Island being a notable example.
Fashion retailers who cannot align their buying with real
demand signals, in real time, and commit capital face a
structural knife edge crisis.



3. The Three Pathways For Leaders To Consider

THE RECOMMENDATION — PATH IS A.

Recommended — Immediate Gain Viable — 5 Year Fix

Path A: Al-Native Transformation
Win In Speed + Agility

|
Commit to an integrated Al operating model.

|
Restructure data, people & tech around Al core.

|
18—36 month programme, CEO and C-Suite sponsored.

|
Full value capture: margin, velocity, loyalty.

Deloitte’s research is unambiguous: organizations should take
an Al-native approach and redesign work holistically rather
than layering Al onto legacy processes.

Path B: Accelerated Selective Build
Short Term Fix, Long Term Erosion

Priority use cases only: demand + personalization.

Faster time-to-value, lower change burden.

Builds Al muscle for future scaling.

Risk: fragmentation if not sequenced well.

Retailers who apply Al to existing processes yield temporary
improvements. They don't create a lasting structural
advantage. Only a true structural advantage will endure.

Path C: Wait & Optimize
Inaction is not A Strategy

L
Continue improving existing processes.

|
Monitor market before committing capital.

|
Lower near-term cost and disruption.

||
Risk: structural disadvantage by 2027.

Waiting is taking the decision to absorb the full financial cost of
bad buying, that becomes structurally irreversible. The right
moment was five years ago. The next best moment is now.




A. Risks + Trade Offs

Met verdict: Implementing risks are finite and recoverable. Not implementing risks compound every season.

Upfront investment required Frozen capital in overstock

Platform, integration and training costs 25-32% carrying cost of inventory value

Data quality risk Data gap compounds quarterly

Fragmented systems reduce Al accuracy Rivals build unreachable data moats

Implementation lag (6-18 months) Buying cycle locked in advance

ROl not immediate — phased delivery 6-12 month lead times vs 10-day rivals

Change management burden Top talent moves away

Buyers must unlearn manual instinct Best planners choose modern tooling

Markdown spiral accelerates
60% full-price vs Zara's 85%

Over-reliance on Al outputs
Bad data inputs amplified at scale

EU unsold stock ban {July 2026)
Cannot destroy overstock — fines apply

Data privacy obligations

GDPR, consumer data governance

Manageable, time-bound risks Compounding, structural risks



5. The Commercial Imperative

The Financial Case Is Unambiguous — Inaction Has A Measurable Cost

ustrative P&L Uplift — Leading Practice Benchmark

3.5

Markdown Full-Price Inventory | ost Sales Met EBIT
Reduction sell-Through Efficiency Recovery Uplift
Lource: McKinsey Global Fashion Index 2024, BOG Fashion Intelligence Benchmark; internal modelling

TF ~EMTE IRE

3—-5%

EBIT margin uplift

industry benchmark, Demand intelligence leader vs laggards

20-30%

Reduction in markdown rate

Through precision buying and in-season reallocation

15-25%

Inventory turn improvement

Freeing trapped working capital for growth investment

18-24mo

Typical payback period
On full platform investment at €50—-150M revenue scale

NITA MOYES - 202

[
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5. Financials Vs Inaction

INVESTMENT CASE — Al-Native Path COST OF INACTION — 18 Month Delay

Investment Range (Yr 1-3) S40M-5120M Competitive margin gap widening —150-300bps
Demand Forecast Accuracy Gain +15-25% Lost revenue — personalisation gap —5-9% digital revenue
Inventory Reduction Potential 12-20% Excess inventory cost (poor forecast) +530—-80M annually
Markdown Rate Improvement 8-15% Customer acquisition cost inflation +20-35%
Customer LTV Uplift (personalisation) 18-30% Talent drain to Al-native competitors Senior merchant risk
Gross Margin Impact (steady state) +200-400bps Brand relevance erosion (Gen Z) Long-tail reputational

Payback Period (optimistic) 18-24 months MEA premium if catch-up required +40-70% vs organic



Recommended
Strategic
Direction

18-MONTH Al TRANSFORMATION ROADMAP

Three sequential horizons designed to build Al
capability progressively — from data foundation to
full commercial optimisation.

Target: Full SKU Al coverage & positive ROl by
month 18

Foundation

0— 6 months

Appoint Chief Data Officer / VP
Demand Intelligence

2

Audit current data infrastructure
& paps

H Select 2-3 vendor platforms for
pilot ({demand sensing,

markdown optimisation)

Launch cross-functional DI task

force (Merch, Finance, Tech,
Supply Chain)

ﬂ Set baseline KPI dashboard

Deploy Al demand forecasting
on top 30% of SKUs

Integrate supplier data feeds for
dynamic lead-time management

H Launch in-season Al
replenishment for core

categories

Embed demand signals in
seasonal buy process

First full ROl measurement vs
baseline

2

Optimise

12 — 18 months

n Full SKU coverage for Al-assisted

buying

Launch personalised product
discovery (CRM x demand data)

Integrate ESG metrics (overstock
reduction — sustainability
reporting)

Platform vendor renegotiation
based on proven RO

Publish internal capability as
competitive differentiator



/. The Key Leadership Metrics To Track

85% 6x 80% 75% 10-20%

Full Price Inventory Forecast Gross ROI Cap on

Sell-through Turnover Accuracy Margin Markdown
COMMERCIAL KPIs OPERATIONAL KPIs

Demand forecast accuracy (MAPE)
< 18% (benchmark: 30-35%)

Full-price sell-through rate
> 72% (benchmark: 58—62%)

WEEKLY

Markdown rate as % of revenue
< 12% (benchmark: 18-22%)

Inventory turn rate

MONTHLY

= bx per annum

Time to market: trend to shelf
< b weeks for Al-assisted lines

Personalisation revenue contribution
> 25% of digital revenue

CUSTOMER KPIs

Al PROGRAMME KPis

Customer LTV — Al segment vs control Al use cases in production (live)

3 by M6, 7 by M12

QUARTERLY

+ 20% vs non-personalised

Repeat purchase rate Data coverage — unified customer profile

= 38% = B0% active customers

NP5 — digital personalisation Al ROI (realised vs business case)

=02

QUARTERLY

Track from M4 onward



03. THE BOTTOM LINE

The Intelligence Inflection Is Not A Future Event.

It Is Happening Now, Across Your Competitors’ Merchandising Floors, Forecasting Systems, And Customer
Touchpoints.

Fashion Has Always Rewarded Those Who Read The Next Season Early. This Is The Next Season.

The Decision Before Fashion Executives Is Not Whether Demand Led Al Precision Will Reshape Global Fashion
Retail. It Will.

The Decision Is Whether Your Organization Will Shape That Transformation Or Be Reshaped
By It.

Financials Are Clear. Winners Are Delivering. Retailers can gain 3—5-point EBIT Uplifts For A Decisive Pivot.

The Path Demands Agility. De-Risking. Data-Driven Precision to Accelerate Competitive Positioning.

It's Time To Act Now.

THE INTELLIGENCE INFLECTION POINT FOR GLOBAL FASHION RETAILERS

SELL MORE AT FULL PRICE
WITH LESS STOCK
FASTER TURN

THANKS - Q+A

ANITA MOYES -

2026
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