
The Invisible 
Inventory Crisis
How top retailers are solving 
today’s inventory challenges

of retailers can’t access inventory that 
physically exists in their network 

of retailers have cancelled orders despite 
having inventory somewhere in the network

88% of retailers have strong visibility within their own DCs. 
But what about everywhere else?

Shoppers also experience visibility issues:

Retailers are counting the cost of ‘dark returns’

Shipping decisioning is limited and inefficient when 
inventory isn’t visible

Smarter decisions require AI for intelligence and scale

Inventory that exists but can’t be promised 

Accurate delivery dates are shown too late 

Systems acting in isolation

Static rules 

Returns are treated as an exception, 
aren’t factored into replenishment 

Local visibility (DC-only)

Defensive buffers 

Inventory that’s visible but inert

Rigid, monolithic architectures

No feedback loop

Returns and store stock sitting 
outside decision flows 

Static promise logic 

Manual handoffs

One-size-fits-all returns

Slow disposition decisions

Result: Lost sales and false stockouts

Result: Hesitation, 
abandonment, lost trust

Result: Wrong-node routing and 
split shipments

Result: Slow, suboptimal sourcing 
and recovery

Result: Capital is tied up, high 
reorders of inventory

Result: Network-wide blind spots that 
force markdowns and buffers

Result: Slower growth and 
conservative CX

Result: Higher cost-to-serve

Result: Inability to adapt 
without disruption 

Result: Repeating the same return 
mistakes season after season

Result: Trapped working capital

Result: Expedited shipping, 
margin erosion

Result: Slow recovery when 
disruptions hit 

Result: Unnecessary margin loss 

Result: Forced markdowns 
instead of full-price recovery 
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face markdowns in one 
location while another 
goes out of stock.

of retailers ship from 
suboptimal locations weekly.

of retailers face 
wrong-node routing 
failures daily or weekly 

of retailers say shoppers 
can’t always buy items 
shown as ‘in-stock’

of retailers have $8-25M 
worth of returned inventory 
value sitting in processing 
limbo – ‘dark returns’

are unable to sell 
resellable returns on a 
daily or weekly basis.

of retailers cannot show 
accurate delivery dates 
while browsing, and most 
lack real-time calculation

of retailers operate on 
modern microservices while 
86% remain on hybrid or 
monolithic systems 

of retailers are unable to 
sell resellable returns on 
a daily or weekly basis

of retailers do not see 
promise failures as an 
urgent issue

use dynamic or AI-
powered decisioning 

Margin leaks are happening in the dark when returned items are not handled efficiently at scale, 
when retailers can’t distinguish between a profitable recovery & value-destroying return

Returns are often separate & isolated from systems that drive availability, fulfillment, 
and margin decisions
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Blue Yonder partnered with a third-party to survey retail 
executives on what it takes to build an operating model 
that can keep pace with today’s inventory volatility. 

Read the full results and learn more about how to unlock 
hidden inventory value and make faster decisions across 
channels at scale.

Learn More

Retailers are facing critical breakdowns in visibility

https://blueyonder.com/resources/real-time-retail-the-new-operating-model-for-inventory-intelligence?utm_industry=ret&utm_medium=collateral&utm_source=infographic&utm_campaign=execution_ret_c06p01t

