
How Migros reduced inventory days by 11%
and increased availability by 1.7% with
invent.ai
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Background:
Leading retailer with complex
inventory needs

We were impressed at how quickly we started seeing the
benefits of invent.ai systems. With a 1.3% lost sales
reduction, inventory days reduced by more than 11% and
stock availability increased by 1.7%, we saw a significant
reduction in working capital in just five months.

Annual revenue: $4 Billion
Number of employees: 27,000
Number of stores: 2,000
Number of SKUs: 30,000
Number of DCs: 11

Migros, one of the world's leading grocery
retailers, operates over 2,000 stores ranging
from small convenience outlets to large
hypermarkets. With an annual revenue of $4
billion and managing a vast portfolio of 30,000
SKUs across 11 distribution centers, Migros is
recognized for its top-tier customer service
and extensive selection of fresh produce and
ready-to-eat meals.

Ilker Tunaboyu
Supply Chain and Marketing Planning Director
Migros
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Solution: 
Real-time AI
forecasting and
better
replenishment

Challenge: 
Reducing inventory
without sacrificing
availability

Migros faced a tough challenge in aligning
two key goals: reducing inventory to enhance
cash flow while ensuring high product
availability to meet customer demand.
Managing 30,000 SKUs across a large
network of stores and fulfillment channels—
both in-store and e-commerce—made it
difficult to strike the right balance.

Traditional systems and manual processes
were unable to cope with the increasing
scale and complexity. Migros sought to
minimize out-of-stock situations without the
risk of overstocking, while also being agile
enough to respond to changing demand
patterns driven by promotions, seasonal
trends and supply constraints. The solution
needed to work in real-time and reduce the
reliance on constant manual intervention by
planners, ensuring seamless operations
across all fulfillment channels.

To address these challenges and
future-proof their operations, Migros
partnered with invent.ai after evaluating
multiple technology providers. They
chose invent.ai’s AI-powered platform
for its advanced capabilities in inventory
forecasting and replenishment. The
collaboration began with a successful
pilot program across 200 stores, which
then expanded to all 11 distribution centers
and 2,000 retail locations. 

The solution included real-time
inventory tracking to ensure accurate
forecasting and monitoring of inventory
at the product-store-day level, adaptive
forecast models that automatically
adjust to trends, outliers, lost sales and
strategic replenishment decisions that
make daily decisions based on
business priorities, revenue and other
operational factors. It also involved
customized replenishment logic
tailored to specific product categories
like perishables, seasonal items, fast-
moving goods and cross-channel
fulfillment that includes e-commerce
alongside traditional retail fulfillment,
multi-supplier and warehouse
coordination to ensure smooth
operations across 30,000 SKUs. 

Invent.ai’s platform makes over 20
million inventory decisions each day,
automatically factoring in strategic,
financial and operational constraints.
The AI system was customized for
Migros’ retail network, and the company
continues to benefit from regular
updates and enhancements based on
feedback and collaboration.



Results: 
Lower inventory, fewer stockouts and
higher customer satisfaction

The implementation of invent.ai’s AI-powered inventory solution delivered measurable
improvements to Migros’ inventory performance, customer service and operational
efficiency.

Key outcomes included:

Inventory optimization: Inventory
days decreased by 11%, freeing up
valuable working capital and providing
greater flexibility for other business
priorities
Reduction in lost sales: Lost sales
were reduced by 1.3%, as more
accurate forecasts and smarter
replenishment strategies minimized
stockouts
Operational improvements: The
planning team reduced manual effort,
allowing them to shift focus from daily
tasks to strategic initiatives
Seamless multi channel fulfillment:
The solution worked effortlessly across
both retail and e-commerce channels,
ensuring consistent service

Enhanced product availability:
Availability improved by 1.7%, leading to
higher customer satisfaction and more
reliable in-store and online experiences
Cost savings: Overstocking and
excess carrying costs were reduced,
particularly in perishables, leading to
lower spoilage rates
Reliable order accuracy: The
accuracy of AI-generated orders
increased, with fewer overrides
required

Building on the success of this project, Migros is now exploring additional AI-driven enhancements,
including opportunities in areas such as assortment planning, pricing optimization and promotion
forecasting. The goal is to develop a fully integrated and adaptable supply chain that can respond to
future retail demands. By continuing to work with invent.ai, Migros is not just solving its current
inventory challenges but also paving the way for a more agile, customer-centric retail operation in
the future.
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Invent.ai is a multi-agentic AI-decisioning
platform that enables retailers to turn data into
real-time decisions and automated actions
across inventory, pricing and merchandising.
Powered by a multi-agentic AI architecture, the
platform predicts outcomes, refines strategies
and executes merchandising decisions at scale
—driving measurable sales, revenue and margin
performance. By combining advanced AI with
deep retail expertise, invent.ai helps retailers
across the globe navigate dynamic markets,
improve operational efficiency and achieve
sustainable financial outcomes.

Invent.ai is recognized in the Gartner® Market
Guide for Retail Forecasting, Allocation and
Replenishment Solutions and for Retail Unified
Price, Promotion and Markdown Optimization
Applications – Short Life Cycle. The company
has also received the RetailTech Breakthrough
Awards’ Customer Experience Award,
SupplyChainBrain’s Great Supply Chain Partner
recognition and Supply & Demand Chain
Executive’s Top Supply Chain Projects award.
With SOC 2 and ISO 27001 certifications,
invent.ai ensures security and data protection
across all AI-powered solutions. 
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