
FASHION CONSULTING FOR BRANDS

Strategy, economics
and transformation
of fashion businesses

Growth • transformation • stabilization

We help owners understand the economics of a decision before it 
becomes a purchase order, inventory, obligation or committed capital.

We work at the intersection of strategy, commercial agenda, product, data, 
data, digital architecture, finance and management execution.

End-to-end working logic

Market → Customer → Brand → Collection → Product → Buying &
production

→ Inventory → Channel &
sales

→ Cash
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Economic performance is created at the intersection of functions

We connect market, customer, product, operations, capital and digital architecture into one decision system.

Market → Customer → Brand → Collection → Product → Buying &
production

→ Inventory → Channel &
sales

→ Cash

01 Strategic choices

Russia, CIS and selected Asian markets; positioning; categories; product and commercial model adaptation.

DECISION

Where to enter, what to scale and how much capital is required.

02 Commercial model

Customers, pricing, marketing, retail, e-commerce, wholesale and marketplaces.

DECISION

Where the brand really earns money by customer and channel.

03 Product and merchandise planning

Collection, SKU, demand forecast, buying, allocation, replenishment and markdowns.

DECISION

What to buy, produce, reprice and develop.

04 Operations, management and digital architecture

Processes, roles, KPIs; PLM, ERP, CRM, WMS, BI; production, warehouse and logistics.

DECISION

How to manage regularly, faster and on one version of data.

05 Capital, investment and resilience

Cash flow, working capital, business valuation, financing need, transactions and stabilization.

DECISION

How much capital is required, how to substantiate it and whether the business is ready for growth or a 
or a transaction.

PLM — product lifecycle management; ERP — operating backbone; CRM — customer database; WMS — warehouse management; BI — management analytics; SKU — stock keeping unit.



FASHION CONSULTING 03

Owners come for decisions, not reports
High-stakes brand challenges are translated into concrete management actions: where to grow, what to stop, what to stabilize and
what to fund.

what to fund.

GROWTH

01 New market

Decision:

choose priority market, entry model, assortment and 
pricing

02 Category expansion

Decision:

define where the brand has the right to expand

03 Investment choice

Decision:

decide what to scale first

04 Growth constraints

Decision:

remove bottlenecks before expansion

COMMERCIAL

01 Sales grow, margin does not

Decision:

identify where sales economics is diluted

02 Channels generate revenue

Decision:

measure contribution and reset terms

03 Customer acquisition costs rise

Decision:

adjust pricing, marketing and repeat purchase

04 Markdowns erode margin

Decision:

redesign discounts, inventory and exit rules

PRODUCT & OPERATIONS

01 Assortment is expanding

Decision:

decide what to develop, cut or reprice

02 Inventory is unmanaged

Decision:

set allocation, replenishment and transfers

03 Production slows growth

Decision:

adjust capacity, lead times, quality and suppliers

04
Product development and data are 
disconnected
Decision:

design PLM/BI architecture and automation

CAPITAL & MANAGEMENT

01 Profit does not convert into cash

Decision:

connect P&L, cash and working capital

02 Capital need or transaction

Decision:

prepare model, funding need and materials

03 Decisions are made too late

Decision:

install signals, management cycle and execution control

04 Roles and authorities are blurred

Decision:

define accountability and decision rights

Focus: make the decision before the mistake becomes inventory, a cash gap, a lost season or a wrong investment.
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Data, analytics and PLM connect product, sales, inventory and cash into one decision system
decision system
We do not design “one more system”; we build end-to-end management logic: product → sales → inventory → cash → decision.

01 Sources

sales • inventory • customers
buying • production • finance • marketing

→

02 Single data model

master data • calculation rules
data quality • accountability

→

03 Decision cockpit

margin • cash • merchandise
customer • channel • capacity • variances

→

04 Action

buy • stop • reprice
transfer • invest • stabilize

Output target architecture, business requirements, data model, management dashboard prototype and rollout plan

PLM product architecture

item card, materials, samples, specifications, costing, versions, approvals, collection 
calendar

Analytics & BI

one version of sales, margin, inventory, customers, channels, buying, production and 
cash

Systems architecture

requirements for ERP, CRM, WMS, integrations and the role of each system

AI & automation

demand forecasting, inventory signals, markdown scenarios, buying and allocation 
recommendations

Merchandise planning

forecast, buying budget, size curves, allocation, replenishment, transfers and product 
availability

Implementation control

business requirements, process testing, training, moving from Excel to regular 
management

Position: business logic, data and accountability first; system selection and automation second.
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The result stays inside the business — in decisions, tools and management rhythm
rhythm
Outputs should live inside models, decision rules, KPIs, roles and regular execution control.

01 Owner decisions

—
where to invest and which markets to enter

—
what to buy, produce, markdown and scale

— which channel, customer and category creates 
contribution

— how much capital is required for growth, transaction 
transaction or stabilization

02 Working tools

—
profit economics and cash need logic

—
market, competitor and growth geography map

—
assortment, buying and inventory model

— target digital architecture and PLM / BI requirements
requirements

03 Stabilization rhythm

—
planning: cash, constraints, priorities

—
organization: processes, roles, accountability

—
leadership: team, decisions, negotiations

—
control: short cycle plan → actual → action

The role can extend from owner advisor to stabilization program lead
lead

Priorities, cross-functional coordination, execution control and difficult negotiations — to move from conflicting indicators to regular decisions: what to do, who owns it and when to review.
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Relevant experience in fashion business

Client names and sensitive data are not disclosed. We show type of challenge, scale and depth of work.

01 MANAGEMENT EXPERIENCE

Large multibrand
fashion retail

500+ brands • 30,000+ SKUs

buying, assortment, margin, turnover, merchandise analytics, 
decision automation

02 OPERATIONAL DIAGNOSTICS

Premium segment
product development and 
production

scope: finance → product → production → inventory → 
management

end-to-end work from order economics and capital to 
production and management model

03 STRATEGY & FINANCE

Growth strategy,
markets and capital

scope: market → financial model → capital → 
negotiations

geography, competitive landscape, financing need and 
materials for owner decisions

04 STABILIZATION

Management reset
in turbulence

scope: liquidity → priorities → accountability → control

stabilizing control and returning the business to growth mode

Contact

Petr Fedin

Strategy, economics and transformation
of fashion businesses

WhatsApp: +7 977 578 16 85
Telegram: @sheqel

Client data confidentiality is a core working standard.

We work toward a management decision and a working tool, not a report.


