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Annual Data Dive Welcome

Welcome to EDITED’s  
Annual Data Dive: 2021

Despite the turbulence of 2021, retailers were better prepared for 
the challenges the year brought, actioning best practices learned 
throughout the pandemic to stay ahead of an ever-changing situation. 
The retailers that were most successful in 2021, and who will continue 
to thrive, are the ones that are hyper-focused on data to drive their 
decision-making. Combining Market and Enterprise Intelligence, 
EDITED uses its world-class data suite to uncover 2021’s key learnings 
and help shape retailer strategies in 2022 and beyond.

After the rapidly changing retail year, one that included the pandemic,
global supply chain disruptions plus a return to in-person work and 
social activities, retailers were forced into new business models.  
The new year has already been strongly impacted by these trends.

These exclusive reports, available only to EDITED customers, offer 
insight and analysis unavailable even to industry insiders because our 
reports are backed by the power of EDITED Connected Commerce 
- covering over 8 years of AI driven global analytics and our team of 
retail experts. 

We hope you enjoy this look into our Annual Data Dive. For more 
information on EDITED and our Connected Commerce SaaS  
platforms and services, please visit us at edited.com
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EDITED Annual Data Dive: 2021
An Annual overview using EDITED data. Including market KPIs,  
category opportunities, business financials, analysis of retailers’  
strategies and investigation into the challenges retail faced.

• The revenge spending phenomenon 
came to fruition in 2021, with both new 
and VIP consumers (11+ time buyer) 
spending more per order than in 2020. 
However, new customers outspent VIPs 
throughout the year. This presents an 
opportunity in 2022 for retailers to shift 
their focus to better connect with their 
repeat customers to help increase order 
values and profit. 

• Feeling the impact of rising container 
and raw material costs, average prices 
in December sat 23% higher YoY, which 
has bled into 2022 with core categories 
all more expensive on average. Full price 
customer spending has outpaced 2020. 
Retailers will need to maintain a premium 
brand perception and implement 
sustainable materials and innovation to 
help justify pricing shifts to keep up this 
momentum. 

• Return rates spiked throughout the year, 
up 16% YoY from October to December, 
posing inventory challenges for Q1 
2022. More than half of customers are 
bracketing their purchases to mitigate 
the risk of buying an item that doesn’t 
fit, while returned order value increased 
YoY. 2021 also saw an influx in arrivals 
of SKU-intensive products like footwear 
and bottoms, which creates further size-
related issues. 

• In the lead-up to key sales events, it was 
heavily reported that discounts would 
not make products much cheaper than 
any other time of the year. Coupled with 
discount fatigue, events like Black Friday 
and Cyber Monday were less profitable. 
Fewer orders were placed with a 
markdown than in 2020, with retailers 
pivoting to discount a smaller proportion 
of their assortment instead of blanket 
reductions. This strategy saw less margin 
sacrificed than in 2020, when discounting 
was more bullish.
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Key Takeaways
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The Supply Chain Crisis:  
Knock-On Effects

Global Average Days To Ship
The average days after an order was placed  
before it shipped between Jul 2020 vs. 2021
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The Supply Chain Crisis: Knock-On Effect

With the global supply chain crisis in mind, consumers were encouraged to 
do their holiday shopping earlier to avoid disappointment. Several retailers, 
including Boden, ASOS and Urban Outfitters, also moved their cut-off dates 
for Christmas orders forward to allow for potential disruption during the  
busy period.

Free shipping was still offered throughout high traffic periods though 55% 
of December orders were placed with free shipping in 2021 vs. 58% in 2020, 
suggesting customers purchasing last minute were willing to waive this perk 
if it meant getting goods delivered on time.

However, delaying purchasing until later in the year meant an increase in the 
average time to ship orders after purchasing. From H2 2021, this had been 
steadily increasing as supply chain bottlenecks squeezed retailers’ ability to 
fulfill orders as rapidly. By 2021’s final months, the average days to ship had 
outpaced 2020 levels, with December reaching 3.09 days.

2020

2021



edited.com

Annual Data Dive

Did Retailers Carry The Right Assortments?

Global Percentage Of Inventory Not Sold Each Month
The total cost value of all stock units as of the end of the  
analysis period with zero units sold in the past four weeks
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Did Retailers Carry the Right Assortment?

The combination of the pandemic, 
supply chain disruptions and the 
climate crisis plaguing modern 
retail has led to less newness in 
the market. The number of new 
styles arriving globally in 2021 
plunged 23% YoY and 24% vs. 2019. 
Throughout the year, the percentage 
of unsold inventory each month was 
below YoY levels - the rate almost 
halved for the first five months, with 
retailers closing 2021 with 14.3% of 
their assortments unsold vs. 15.20% 
in 2020.

This doesn’t necessarily mean 
retailers’ buys were flawless. A closer 
examination of the type of products 

invested in across the year can make 
a case for the high level of returns. 
The top stocked category in 2020 
was accessories, equalling 29% of 
new products arriving worldwide. In 
2021, this shifted to tops, equalling 
29% of newness, while accessories 
were pulled back to 20% of the 
range. Additionally, SKU-intensive 
categories with complicated 
sizing also increased YoY - denim’s 
resurgence raised bottoms from 11% 
in 2020 to 14% in 2021, footwear 
grew from 14% to 15% and dresses 
from 5% to 6%.

Size and fit issues are the primary 
reason consumers bracket their 

2020

2021
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Did Retailers Carry the Right Assortment?

Global Category Breakdown Of 
New Arrivals At Global Retailers
Based on product arriving new in be-
tween Jan, 2020 - Dec 2021 across AU, 
CN, DE, IT, KR, ES, UK & US

Rebellious Fashion UK - Dec 8, 2021

purchases, with over 60% of consumers 
buying multiple versions of an item and 
returning the sizes that weren’t right[1]. 
The average percentage of returned order 
value increased in 2021 from 15.55% to 
16.45%, showing a greater proportion of 
purchases from people buying two sizes of 
the same product and returning one. This 
added to logistic and inventory challenges 
and impacted sales and product waste 
from over-replenishing, underscoring 
the necessity to invest in online sizing 
technology and tools to better understand 
assortment breakdowns. With experts 
predicting supply chain issues to carry on 
well into 2022, it will be harder for retailers 
to restock SKU-intensive categories going 
forward. When they do, they will be more 
expensive carrying over the bloated 
shipping costs.

Diving into specific trends, 2021 saw 
cocktail and evening dress arrivals increase 
throughout the year by 34% in both the 
US & UK, as consumers optimistically 

prepared for post-pandemic celebrations. 
Unfortunately, the surge of the Omicron 
variant in Q4 added to the harsh reality of 
having to live with the virus. Hesitations 
created by the increase in COVID infections 
saw a 48.4% increase in partywear returns 
from November 22nd to December 12th, 
compared to the previous three weeks. 
Despite supply chain challenges and lower 
than usual inventory levels, retailers in 2021 
were still sitting on more deadstock than 
they could sell through. On average, to 
shore up understock, retailers would have 
to increase inventory by 6.8% while to clear 
through overstock, they’d have to reduce  
by half.
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The Impact of Inflation

The Impact Of Inflation

Global Average Order Value
Placed between Jan, 2020 - Dec, 2021

From February, the average order value placed exceeded 2020 levels, with 
customers spending the most ($165.14) in October ahead of the holidays  
to ensure on-time deliveries. However, the increase in customer order  
values isn’t by choice - prices are getting higher. Rising freight rates and  
raw material costs have contributed to inflation over 2021.

Pinpointing the average full price of products across all market sectors in the  
US, shows items are getting more expensive. The average prices overtook 
the previous year in April only to drop and swell again in July and continued 
to sit higher than 2020 throughout the remainder of the year. The average 
price in December 2021 sat 23% higher than in 2020 and prices are 
expected to continue to rise in 2022.

2020

2021
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The Impact of Inflation

Average full price of US products by month
In stock between Jan, 2020 - Dec, 2021

For the first week of January 2022, global container rates were reportedly 
140% higher than last year. Manufacturing in China is also expected to slow 
down significantly over the Lunar New Year in February, with shipping prices 
going up ahead of the holiday[3].

Continuing on from 2021’s hikes, core categories in the mass market are 
sitting at a record high for the start of 2022 compared to pre-pandemic 
prices. The smallest discrepancy is within the bottoms category, which has 
seen a 10.78% increase in average prices compared to 2019. On the other 
end of the scale, outerwear and accessories have seen the most significant 
growth, up 41.78% and 24.49%, respectively.

2020

2021
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The Impact of Inflation

Average Current Price Of US Products In Stock
Based on products stocked on Jan 6, 2019 vs. 2022

This hasn’t seemed to deter customers. The number of products selling out 
for the first time in the US in 2021 grew 42% YoY. Customers were also more 
willing to pay full price. The percentage of units sold without a discount 
throughout the year were between 33.3% and 58%, whereas in 2020, it 
didn’t get beyond 26.5%.

Another pocket of optimism, businesses like Next believe the change 
to pricing structures will usher in a ‘buy less, buy better’ mentality. The 
UK retailer is expecting its consumers to buy slightly fewer items, but at 
moderately higher price points and forego volume for quality[4].
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The State Of Discounting

While prices surged, discounting 
made less of an impact on consumer 
purchasing than in 2020. As full price 
sales increased, the percentage of 
orders placed with markdowns fell 
throughout 2021, with January and 
July seeing the greatest uptake in 
line with end-of-year and new year 
sales. However, even these months 
saw a significant discrepancy YoY, with 
the percentage falling from 71.60% 
to 67.40% in January and 62.2% to 
58.1% in July. Even Cyber month 
appeared to lose its luster, with profit 
per order down for Black Friday by 
3% and Cyber Monday by 9% YoY. 
In addition, the level of discounting 
wasn’t as aggressive as during 2020.

Throughout 2021, the proportion of 
assortments advertised as discounted 
dropped from 57% to 41%, while the 
total average discount amount taken 
fell one percentage point to 42%. This 
suggests retailers discounted deeper 
rather than broader, marking down 
fewer products, while targeting the 
reduced styles at a similar level to last 
year. This strategy appeared to pay 
off - the percentage of margin lost to 
discounts in 2021 was between 9.1% 
and 13.7%, while amid 2020’s panic 
discounting, the percentage lost was 
a higher 11.4%-22.4%.

10

The State of Discounting

US % Of Orders Using Markdowns,  
Advertised Discount Depths & Proportions
In stock between Jan, 2020 - Dec, 2021

Lazy Oaf Email UK - Dec 15, 2021
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EDITED Insights:
The Lingerie Market Explained In 8 Charts

Underwear makes up 4% of womenswear products currently retailing 
online across the US and UK markets combined. While this may seem 
small, on a global scale, lingerie is expected to reach $78.66bn in  
2027, making that 4% worth owning. 
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Image via Victoria’s Secret

Few categories have seen such significant 
shifts over time as lingerie. The pandemic 
accelerated the already-popular comfort 
dressing movement, propelling soft cup 
silhouettes into the spotlight. Consumer 
demand for inclusivity in sizes and shades 
has been met by viral DTC brands like 
Parade and SKIMS, forcing legacy players to 
finally up their game or fade into obscurity. 

To trade in this space, retailers need to 
champion sustainability and diversity, as  
well as be elastic with prices to react to  
a volatile market currently feeling the 
squeeze of inflation.

EDITED’s key takeaways 

1. To address sustainability, retailers have 
invested in period pants which have 
skyrocketed 273% YoY.

2. In terms of body diversity, big brands 
have made a greater effort to be more 
inclusive of fringe sizes such as 2XS, 2XL  
and 3XL.

Further Reading - EDITED Insights

3. With cotton prices inflating, products 
described with 100% cotton components 
have risen 10% in the US, and 22% in the 
UK, YoY. Breaking down by style level 
reveals opportunities to adjust pricing for 
thongs, which are currently underpriced  
and experiencing the highest number of  
sell outs at $25.

Read more insights about the lingerie 

market at edited.com/blog
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EDITED Insights: 5 Considerations For  
A Winning Geo-Pricing Strategy

Globalization is declining while inflation and shipping challenges  
continue to plague industries. This means fashion brands need to  
be more elastic with their prices than ever before. 

12

Further Reading - EDITED Insights

The Average Current Prices in US YoY
Products in stock Mar 11, 2020 vs. 2021 & 2022

US Russia
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US$30.00
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EDITED’s key takeaways 

1. EDITED has previously reported 
on inflation across the US and UK 
due to COVID and the shipping 
crisis, as well as outlined major 
categories impacted such as sofas, 
heels and sportsbras. Worldwide 
markets are slated to experience 
continued economic fallout as a 
knock-on effect of Russia’s war 
and rising oil prices. This calls 
for retailers to have full visibility 
of global pricing to be better 
equipped for future changes.

2. To successfully operate in 
international waters, retailers can’t 
follow the same strategies as their 
home markets or simply convert 
prices to local currencies. They 
need to take a localized approach, 
understanding contributing factors 
such as living costs and how current 
competitors are valuing products 
and trends, better positioning 
themselves within the market.

3. By understanding what’s selling out in key 
regions, retailers can pinpoint opportunities to 
adjust prices to align with overall market inflation 
and trade more competitively in new spaces. For 
example, mass market dresses are selling out at 
a higher price bracket in Australia and Japan and 
a lower interval in the UK and Spain. Retailers 
can also use this information to read the market’s 
pulse on a trend to make more informed global 
buying and stock allocation decisions.

Read in more detail at edited.com/blog
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Your business’s use of AI is only going 
to increase, and that’s a good thing. 
Digitalization allows businesses to operate 
at an atomic level and make millions of 
decisions each day about a single customer, 
product, supplier, asset, or transaction.  
But these decisions cannot be made by 
humans working in a spreadsheet.

We call these granular, AI-powered 
decisions “micro-decisions” (borrowed 
from Taylor and Raden’s “Smart Enough 
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Further Reading - Press

EDITED in the Press - Harvard Business Review:     
Managing AI Decision-Making Tools
By Michael Ross and James Taylor
November 10, 2021

Systems”). They require a complete 
paradigm shift, a move from making 
decisions to making “decisions about 
decisions.” You must manage at a new level 
of abstraction through rules, parameters, 
and algorithms. This shift is happening 
across every industry and across all kinds of 
decision-making. In this article we propose 
a framework for how to think about these 
decisions and how to determine the optimal 
management model. 

The nature of micro-decisions requires some level of automation, 
particularly for real-time and higher-volume decisions. Automation is 
enabled by algorithms (the rules, predictions, constraints, and logic that 
determine how a micro-decision is made). And these decision-making 
algorithms are often described as artificial intelligence (AI). 

The critical question is, how do human managers manage these types 
of algorithm-powered systems. An autonomous system is conceptually 
very easy. Imagine a driverless car without a steering wheel. The driver 
simply tells the car where to go and hopes for the best. But the moment 
there’s a steering wheel, you have a problem. You must inform the driver 
when they might want to intervene, how they can intervene, and how 
much notice you will give them when the need to intervene arises. You 
must think carefully about the information you will present to the driver 
to help them make an appropriate intervention.
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Micro-Decisions Require Automation
The moment there is a human involved, you 
need to think carefully about how to design 
a decision system that enables the human 
to have a meaningful interaction with the 
machine. 

The four main management models we 
developed vary based on the level and 
nature of the human intervention: 
We call them HITL, HITLFE, HOTL, HOOTL. 
It’s important to recognize this is a spectrum, 
and while we have pulled out the key 
management models, there are sub-variants 
based on the split between human and 
machine, and the level of management 
abstraction at which the human engages 
with the system.

The Range of Management Options
Human in the loop (HITL): A human is 
assisted by a machine. In this model, the 
human is doing the decision making and the 
machine is providing only decision support 
or partial automation of some decisions, or 
parts of decisions. This is often referred to as 
intelligence amplification (IA).

A Fortune 500 waste disposal company is 
investing heavily in using AI to improve its 
operations. They recognize that the value 
of AI often comes from helping humans do 
their job better. One example is in helping 
the dispatchers handle tickets and routes 
more effectively. Many things can prevent a 
smooth service event, for example, the need 
for a specific key or code, time windows 
where pick-up is or is not possible, and 
much more. 

A recently developed bot crawls through 
all the tickets and requests in multiple 
systems to identify anything that might 
impact a particular stop and brings it to 
the dispatcher’s attention. It proactively 
identifies all the possible issues for the route 
as currently set up. The human dispatcher 
monitors the system as it works to free 
up 20-25% of their day by automating 
thousands of decisions about service tickets

Human in the loop for exceptions (HITLFE): 
Most decisions are automated in this model, 
and the human only handles exceptions. 
For the exceptions, the system requires 
some judgment or input from the human 
before it can make the decision, though it is 
unlikely to ask the human to make the whole 
decision. Humans also control the logic to 
determine which exceptions are flagged  
for review. 

A beauty brand developed a machine 
learning (ML) algorithm to predict the 
sales uplift for different types of promotion 
to replace an existing human-powered 
approach. When the data scientists reviewed 
the predictions, they found that the ML 
algorithm struggled to predict certain types 
of promotion. Rather than abandoning the 
project, they developed a HITLFE approach. 
The key was to codify the machine’s level 
of confidence in its predictions and have 
the humans review predictions on an 
exception basis where the machine had low 
confidence.

14

Further Reading - Press
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Human on the loop (HOTL): Here, the 
machine is assisted by a human. The 
machine makes the micro-decisions, but  
the human reviews the decision outcomes 
and can adjust rules and parameters for 
future decisions. 

A European food delivery business needed 
to manage its fleet of cyclists and used 
a spreadsheet to plan the number of 
“delivery slots”. This was a highly manual 
and imprecise process, and they decided 
to develop a completely automated system 
to test against their manual approach. The 
results were interesting. Sometimes the 
humans performed better, sometimes the 
machine performed better. They realized 
that they had mis-framed the problem. The 
real question was how to get the humans 
and machines to collaborate. This led to a 
second approach in which, rather than the 
humans managing at the driver level, they 
designed a set of control parameters that 
allowed the managers to make a trade-off 
of risk, cost, and service. This approach 
acknowledged the dynamic nature of the 
system, the need to make trade-offs that 
might change over time, and the critical 
need to keep the jobs interesting!  

Human Out of the Loop (HOOTL): In this 
model, the machine is monitored by the 
human. The machine makes every decision, 
and the human intervenes only by setting 
new constraints and objectives. 

The Mayflower Autonomous Ship is 
exploring the world’s ocean using radar,  
GPS, AI-powered cameras, dozens of 

sensors, and multiple edge computing 
devices. But it does not have a crew. With 
humans completely out of the loop, the 
Mayflower must sense its environment, 
predict courses, identify hazards, apply 
collision regulations, and obey the 
rules of the sea. Its AI Captain does this 
autonomously, moving to achieve the goals 
set in advance by the humans in charge of 
the project. The humans, back onshore, 
simply tell it where to go.

Deciding Which Model is Right for You 
Whichever model you adopt, we believe it’s 
critical to put the AI on the org chart and 
in the process design to ensure that human 
managers feel responsible for its output. 
The need for more autonomous systems, 
consumer demand for instant responses, 
real-time coordination of supply chains and 
remote, automated environments are all 
combining to make increased AI use within 
your organization an inevitability. These 
systems will be making increasingly fine-
grained micro-decisions on your behalf, 
impacting your customers, your employees, 
your partners, and your suppliers. To 
succeed, you need to understand the 
different ways you can interact with AI and 
pick the right management option for each 
of your AI systems.

To read the full article please go to:  
hbr.org/2021/11/managing-ai-decision-
making-tools
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About EDITED

The retail intelligence platform

EDITED is the leader in Retail Intelligence and AI-driven data insights. 
With our SaaS Connect Commerce Cloud platforms, the world’s most 
innovative brands and retailers achieve better results through real time 
market information aligned with fast enterprise analytics, showing the 
why and what’s next. EDITED Connected Commerce helps brands 
increase margins against their competition, generate more sales and 
power improved product sorting, pricing, replenishment and customer 
engagement. EDITED brings the science retail needs to drive 
profitable growth.

Visit our website and sign up to Insider Breifing for more insights:
edited.com/blog

EDITED provides us data for trend 
analysis significantly faster and more 
accurately than we can collect it with 
manual web searches.
Adam Rohletter, 
AVP Marketing, 
Lane Bryant

Annual Data Dive About EDITED
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Market Intelligence data:
Analyzing a cross selection of over 300 retailers 
spanning the mass market, value, premium and  
luxury sectors.
 
Enterprise Intelligence data:
Analysis of $15.5bn (£11.4bn) online consumer 
transactions globally between the dates of January 
1 2020 and December 31 2021. The transactions 
analyzed account for more than $12B in North  
America and $3B (£2.2B) in Europe.
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Glossary of Enterprise Intelligence metrics

• Average days to ship: The average number of  
days between order placement and order shipment 
from warehouse.

• Orders % using markdowns: % of Orders where  
at least one item in the order was sold for less  
than Full Price.

• Full price units sold: The percent of units sold  
where the selling price matched the full price  
during the analysis period.

• New customers: A count of customers who  
made their first lifetime purchase within the  
analysis period.

• VIP customer: A count of customers purchasing  
11 or more times.

• Return Rate: Returned Order Value of returned 
items in the week divided by Placed Order Value  
in week.

• Inventory Not Sold: The percentage of Inventory 
Value that have not sold in the last four weeks.

• Average Order Value: Placed Order Value  
divided by Orders.

• Margin Reduction Markdown: The margin 
percentage reduction associated with price 
markdowns on units sold during the  
analysis period.

• Inventory Overstocked: % of Stock Units of sku-
stores that have the highest 30% of stock cover  
and how much stock would needed to be got rid  
of to bring stock cover of each sku-store to the  
70th percentile.

• Inventory Understocked: % of Stock Units of sku-
stores that have the lowest 30% of stock cover  
and how much stock would needed to be got rid  
of to bring stock cover of each sku-store to the  
30th percentile.

• Returns: Home Changing %: % of all returns,  
based on Returned Order Value, that comes from 
people that buy two sizes of the same product  
and return one.
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