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Introduction: Predictable Unpredictability

Working in fashion is a bundle
of fun, right? Factories close
overnight. Freight costs double
on a whim. Consumer tastes
shift with TikTok trends.
Margins are thin, yet people
still expect next-day delivery
and returns on their terms. It's
nightmarish on a good day.

What doesn't help is that the general industry
response is to simply throw new tools at the
problem. Invest in automation. Plugin Al. Sign
another partner.

Each promises to be the silver bullet that
magically fixes your problems.

Sure, these could fix them, but only if you
already have the right foundations in place.

The fact of the matter is this:

Most problems are structural. Many
companies rely on outdated tech and siloed
workflows.

If planning, sourcing, inventory control and
everything else are fragmented, no warehouse
robot or predictive algorithm can save you.
Real operational agility starts in the back
office.

Uh-oh. Agility. Another buzzword.

Okay, we hear you, so let’s ground this in
somethingreal:

The Regatta Group used to run on a patchwork
of legacy systems that had grown messy. To
complicate matters, only a few people actually
knew how to use them.

Small changes also risked breaking something
else.

But when it replaced the patchwork with a
single, modern system... everything came
together.

Internal ops were consolidated. Staff worked
smarter. Reporting was more detailed.

It was no longer limited by a poor
infrastructure that only a few people knew how
to use. It undertook the hard work to overhaul
its infrastructure and create a foundation for
the future.

Agility stopped being a buzzword and became
something real, something tangible.

This is precisely what we'll explore in this
piece: why resilience and agility in fashion
aren't bought at the warehouse door but built
in the back office. We'll cut through the hype,
look at what really drives business outcomes,
and show how the right infrastructure makes it
possible.
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The First Mile
Problem




Quite often, many of fashion'’s
biggest problems happen before
products even hit the shop

floor. Shelves sit empty while
warehouses are overflowing.
Finance is left guessing where
the money’'s gone. Merchandising
blames logistics; logistics blames
merchandising.

Everyone's working hard but no one has the same
version of the truth.

The usual answer is to bolt on another layer, be that
warehouse automation or a shiny new tool, but the
reality isn't always so clear cut. You can't automate
your way out of bad foundations.

The real fix starts earlier, much earlier. You need

one plan, one view, one truth that connects every
department'’s operational goals to a central location,
before anything else happens.

That's the first mile. From there, everyone
sees impact as it happens. Should problems
arise, the big master planis updated and
everything flows naturally:

 Ifassortmentdrops a style,
merchandising adjusts instantly.

* Iflanded costs spike, buys shift mid-
season to protect budget.

 Ifmerch changes allocation, finance
sees a reconciled forecast.

It seems basic because it should be. Yet,
companies are still being sold on buzzwords
and bolt-ons instead of the fixing the core.

The truthis that investing in your
infrastructure has one of the most profound
effects of all but it's the hard work few want
to do.

Perhaps no business highlights this more
than Bradshaw Taylor, which owns nine
outdoor and lifestyle brands. Previously, each




Dasnnoatd

Cleriotdet
oidnedes

Regesshments ¥

Warhne SR \

brand ran on its own system... meaning
management constantly reacted to mismatched
data and blind spots across the portfolio.

Decisions were delayed. Inventory piled
up. Leadership didn't have a clear view of
performance.

By undertaking a new ERP implementation,
Bradshaw Taylor went from firefighting to looking
forward.

With access to the latest data, finance, operations
and leadership could actually make decisions and
take the Group in the right direction.

Again, it seems almost too simple. Because it
is. If the first mile is broken, the last mile doesn't
matter. Nail the basics and suddenly every
downstream promise has a real chance to stick.
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Buzzwords vs.
Outcomes




For all the big talk in fashion,
you know, “real-time visibility,’
“predictive analytics,”
“omnichannel agility,” few
brands ever truly see the
results they hoped for.

These buzzwords sound impressive onstage,
but rarely do they ever translate into real-world
outcomes.

Despite the big promises, stock still ends up
in the wrong place, bestsellers run out, slow
movers clog up warehouses and wholesale
customers lose trust when orders aren't
delivered in full.

Al predictive algorithms and forecasting
models are often touted as the inventory
management solution, but those claims miss
something key: predictions are only as good as
the data and processes they're built on. If your
back office is fragmented... Al won't save you.

There are more realistic fixes that can happen
much faster. Practical examples include
knowing your landed costs at the variant level,
building allocation rules into the plan, and using
replenishment tied to actual sell-through.

These are part and parcel for any brand worth
their salt but are only found in systems geared
for fashion, i.e., the right infrastructure. Adopt
these and you don't need to wait for some
future Al breakthrough... you'll already run
leaner, faster, and smarter.

German menswear brand Creation Gross

is a perfect example. Prior to revamping

its infrastructure, it was stuck with dual
systems that gave incomplete and delayed
views of inventory. Forecasts were opaque,
replenishment reactive, and customer service
suffered.

What Création Gross wanted to do was to
run smaller, more frequent replenishment
orders and deliver a more customer-oriented
wholesale experience. The old setup couldn’t
support it.

By moving to a single, modern ERP foundation,
Création Gross gained a platform to extend.

It could then clearly see stock levels, backlogs
and replenishment needs.

The change was immediate.

Now, supply chain teams see what's already
sold and what's en route, guaranteeing stock
for wholesale orders and precise delivery
timing, while the confidence of its partners has
improved.

The point here being to focus on outcomes and
avoid being dazzled by buzzwords. Création
Gross knew exactly what it wanted to do, all

it needed was the infrastructure to make it
happen.

When systems are connected and data is clean,
the basics (i.e., stock in the right place, costs
under control, customers kept happy), become
the competitive advantage.
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One of the biggest margin killers
in fashion is capital being tied up
in the wrong stock. Warehouses
groan with unsold product while
top selling pieces are nowhere
to be found. Finance watches
cash vanish into freight bills,
duties and markdowns. Once
the season finally closes, the
margins have already bled away.

You could listen to a logistics partner or buy
into an Al-driven forecasting tool and that
might yield some results. Outsourcing the
more difficult parts of business can sometimes
seem like a good decision, because it's easier to
blame someone else when things inevitably go
south.

But no third party or fancy algorithm can undo
the damage of bad buying decisions, hidden
landed costs and/or a lack of replenishment
discipline.

Control is the name of the game. You don't get

that via outsourcing.

With the right infrastructure in place, you
understand your variant-level landed costs
before you buy. You can use techniques like
step-wise buying to lock in essential purchases
(i.e., core and/or raw materials) but leave
yourself room for flexible purchases at the
last-minute to avoid unexpected surprises.
Replenishment becomes tied to real sell-
through, rather than guesses.

Theideais to bring everyone —be that finance,
procurement, merchandising etc. —into one




plan and system so that they can mutually
protect working capital and move inventory to
where it's actually needed.

This trickles down into everything. With
spikes in tariffs, many are looking to offshore,
nearshore, or completely recalibrate their
supply chain footprint. It makes perfect
sense... but only in the right context.

If you aren't able to modellanded costs,
supplier capacity and compliance before you

commit, then suddenly costly issues inevitably
arise that offset any would-be benefit to your
decision to set up shop elsewhere.

Everything ties back to infrastructure.
Decisions made for the good of a business are
contingent on the right foundations being put
in place long before any radical overhauls take
place.

Relying on algorithms and third-parties
only serves to create knowledge siloes that

go awry when staff change. It's a short-
term fix, especially when done hastily and
unthoughtfully.

Brands that keep capital free and flexible,
margins safe, and customers served typically
aren't the ones with the flashiest logistics
partner. They're ones with strong back office
foundations.
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Yeah, yeah, there's that buzzword AGAIN... To, you know, actually leverage these options,
agility. But there is a reason. While there are you need to have everything connected.
plenty of snake oil merchants peddling false
promises, there are solutions and tools thatcan  As we've already mentioned, when:
help.

 Procurement canlock core buys early

One great example is micro-fulfilment centres. but keep additional buys flexible;
Flexible, plug-and-play mini warehouses
located near urban areas to fulfil demand  Merchandising can shift allocations mid-
quickly. They're good. We won't deny it. season without breaking the plan;
Buuuuut...

 Finance can see landed costs before a
It all *still* depends on the right data. single unit ships,
You might want to launch a limited-time That's when everything starts to click.

capsule drop but if sourcing is late or finance is
blind to landed costs, it won't be smooth sailing.  It's agility with substance, i.e., the ability to

It could even be disastrous. pivot the whole organisation, not just the last
mile.

Warehouses then end up reacting to problems

created further upstream. We'll harken back to The Regatta Group. Its
global expansion wasn't powered by more

So yes, it might be fruitful to build more trucks or bigger warehouses, it was facilitated

fulfilment capacity, add new nodes, and by rebuilding its back office foundations.

experiment with last-mile options. But it will

be all theatre if the business is still rigid and Without such infrastructure, how could it

reactive internally. manage wholesale and DTC operations across

16 countries?







Without the correct
infrastructure, closing a season
often feels like taking one hit
after another. Top performing
items were sold out months
prior, slow movers clog
warehouses and margins strain
under pressure as markdowns
bite. Those final weeks can undo
months of hard work.

The response is usually the same... slash
prices, move units, bite the bullet. But
panicked markdowns shred margins and

condition customers to wait for discounts. It's
unsustainable.

This is where we come back to the golden
promise of Al automation tools and logistics
partners. Yes, they *could help* but neither are
truly sustainable on their own. You still need
solid, clean data and repeatable strategies that
ensure business continuity.

(Just think: What happens if the logistics
partner goes bump? What if the Al tool proves
to be awful?)

The tried-and-true way of navigating end-of-
season problems aren't deployed in the final
weeks. They're created much earlier. Fashion-
specific ERPs, the bread and butter of fashion
infrastructure, allow you to model markdowns
by cluster, channel or category before
execution.

They rebalance inventory across eCommerce
and wholesale to clear laggards without the
knee-jerk discounts. Finance sees this all as it
happens, not just at post-mortem.

Specific "what if” scenarios can be modelled
at the planning phase, allowing you to see the
impact of discounts on certain items before
collections are ever rolled out.

This type of control and execution is
proactive, it means you have maximum sway
over what happens, even if things start to
spiral. Remember: these systems allow your
assortment teams to adjust buys mid-season if
landed costs go up unexpectedly.



In the end, the difference between margin
erosion and margin protectionis in your hands.
Instead of dumping stock in the wrong channels
at the wrong time, you could:

e Model promotions and markdowns as
part of the seasonal plan.

* Shift or rebalance slow movers early,
before they clog up cashflow.

 Execute markdowns consistently across
wholesale, retailand eCom.

It doesn’t sound glamorous... but operational
continuity rarely is. It's no more or less
glamorous than relying on a partner, or a
swanky tool that isn't fully developed or ready
to go.

Anyone can make a season “look good” with a
cool capsule drop. Few can close it cleanly while
delivering higher full-price sell-through and
keeping working capital spare for what comes
next.

Foundations = everything.
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Whether you're browsing Linkedin, dialling

into Teams calls or attending conferences, the
chances are someone Is talking about a magical
silver bullet.

But there is no silver bullet.

Yes, we are trying to persuade you to invest in our fashion ERPs but nowhere do
we claim they're silver bullets. What we claim is that they provide the foundation
for your future success.

Once your foundations are set, your data is clean, and your teams are on the same
page, then, and only then, can you look at all the other cool stuff happening in the
industry right now.

We're not saying MFCs and Al automation isn't handy. It is. But only if they're fed
correctly.

Agility, resiliency and all those other buzzwords you hear can be more than
buzzwords. They need to be built in the back office first though, before a single
order is shipped. ERP isn't the flashiest or sexiest investment, but it's the one that
makes every other investment viable.

So yeah, thanks for reading. If you'd like to read a bit more about us, continue on! If
not, thanks again and we hope this piece has given you some food for thought.




How K3 Can He|p « Margins protected before you buy

> Variant-level landed costs and step-wise

Quelle surprise. The things discussed in this _ o=
buying built into procurement.

piece aren't abstract; they're real and live.

o Finance and merchandising see the true
cost picture before committing. Cash
isn't tied up in risky buys, duties and
freight don't erode margin unexpectedly,
and capital is freed to chase winners mid-
season.

They're built into the very fabric of our ERP
platforms, designed specifically for fashion.
Whether you're running a brand, managing
multiple labels, wholesaling or balancing DTC
and retail, we provide the infrastructure to
execute on your strategy.

Anyway, here's a more detailed look at howthe ~ * Adility builtin, not bolted on

features covered today can help you: _ _ _
o Connected planning, sourcing, allocation,

. One plan, one view, one truth and replenishment in one system.

> Asingle master plan that links together > Adjust allocations mid-season, flex buys
all operational plans and updates based on early sell-through, or rebalance
instantly when anything changes, like stock across channells without chaos.
allocations, landed costs, delivery dates. Growth across multiple markets becomes

manageable, not messy.

o Every department works from the
same numbers. No silos, no surprises. - Clean data powering fulfilment and growth

Decisions are faster, margins better
protected, and leadership has one °Unified stock, finance, warehousing, and

reconciled view. eComin one ERP.




> Visibility means you could run capsule
drops, urban fulfilment, or omnichannel
operations with confidence. No
overselling, no blind spots... just inventory
where it's needed, when it's needed.

« Resilience as a system, not a service

o Compliance checks, supplier visibility,
landed cost modelling, and allocation
rules embedded directly into ERP.

o Diversify sourcing, manage nearshoring,
and keep wholesale partners confident,
without relying on external partners to
patch the gaps.

« End-of-season management

> Markdown modelling and inventory
rebalancing tracked as it happens.

o |nstead of endless fire sales, you close the
season with control, protecting margin,
releasing working capital, and setting the
stage for the next collection.

Fashion’s challenges won't be solved by silver
bullets. But with the right backbone, they can be
managed, scaled and turned into an advantage.

Drop us aline today to more.



https://k3fashionsolutions.com/contact-us/?utm_campaign=Last-mile&utm_source=PDF&utm_medium=Whitepaper

Thank you

From everyone at K3 Fashion
Solutions, we thank you for
reading our latest whitepaper
and hope that you have learned
something new.

We regularly publish thought leadership content that
aims to educate the broader industry on upcoming
trends and technologies. So, if you'd like to read more
insights from us, we recommend keeping an eye on
our website.



http://k3fashionsolutions.com?utm_campaign=Last-mile&utm_source=PDF&utm_medium=Whitepaper

@ K3 Eashion

K3 Fashion Solutions, a leading supplier of fashion
business technology with more than 30 years of
experience, develops industry-specific tools to
support fashion workflows, improve customer
experiences, and deliver sustainable growth
throughout the supply chain.

Our solutions, K3 Fashion and K3 Pebblestone, are fully embedded in
Microsoft's Dynamics 365 ERPs offering enterprise-grade support from
design and production through to retail. As one of the top 20 GISV with a
global footprint delivered through our network of Microsoft implementation
partners, we are committed to supporting brands of all sizes.




K3 Fashion

K3 Fashion supports fashion
businesses with all aspects of
operations, such as planning,
design, sourcing, purchasing,
logistics, warehousing, and
finance.

Fully embedded in Dynamics 365 Finance,
Supply Chain Management and Commerce, K3
Fashion presents a single solution to remove
technical blockers, unify data sources and
maximise margins.




K3 Pebblestone

K3 Pebblestone provides brand
owhners, wholesalers, and
manufacturers with an intuitive
ERP environment that provides
standardised fashion workflows
and tools.

Fully embedded in Dynamics 365 Business Central,
K3 Pebblestone is a single solution that supports
essential processes like planning, design, sourcing,
purchasing, logistics, warehousing and finance.




