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FOREWORD

The resale revolution is here, but it's avoiding the hard problems.

While the global secondhand market races towards $367 billion by 2029,
everyone's chasing the same easy wins - more platforms, more volume.
Meanwhile, the operational challenges that actually determine success or
failure go unsolved.

After speaking with over 25 industry practitioners, the pattern is clear:
we're building on quicksand. Three-quarters of operators still create
listings manually. Logistics costs eat 30-40% of margins. These are
operational problems everyone pretends don't exist.

This report tackles the uncomfortable truths. Why does Vinted succeed
where others fail? How do some businesses list efficiently at scale? Why
do identical items price differently across platforms? Why does
reconditioning multiply value yet few invest in it? Why do local operations
outperform centralised hubs?

The hard problems aren't glamorous. Authentication takes hours. Grading
requires expertise. Logistics demands precision. But solving these unsexy
challenges separates the operators achieving profitability from those
burning cash.

2025 Resale Operations Report

Yet this report also documents hope: Vinted achieving €76.7M profit
through peer-to-peer discipline. Operators implementing systematic
pricing frameworks capture significantly more margin than intuition-based
approaches, with dynamic repricing achieving optimal price realisation.
The case studies throughout this report prove the hard problems CAN be
solved.

This isn't about vision - it's about execution. The companies solving the
hard operational problems will own the circular economy. The rest will

remain expensive experiments.

Duncan McKay
Founder & CEOQO, Aistetic
November 2025

S

O Aistetic



EXECUTIVE SUMMARY

The Challenge
76% of retail executives plan resale programs. 86% who haven't launched
don't know how to make it work. This report reveals why - and shows the

path to profitability.

Key Findings

Listing bottleneck: 75% manual, 3 in 5 cite as biggest challenge

Pricing chaos: Identical items priced £3,000 apart

Logistics nightmare: Reverse flows cost 3-bx forward shipping

Authentication crisis: 2-3 hours per item limits capacity

The Success Pattern

Vinted: €76.7M profit (330% YoY) through peer-to-peer discipline

Al solutions: 3x throughput improvement and operational efficiency
Pricing maturity: Operators implementing systematic pricing
frameworks achieving stronger margin realisation, with dynamic repricing
capturing optimal value

Local reconditioning: €175+ per item value recovery potential

2025 Resale Operations Report

The Model Distinction

Peer-to-peer: Delegate handling to sellers, thin margins at volume
Managed: Absorb handling, premium margins on selective categories
Success requires understanding which model suits which economics

The Roadmap

0-12 months: Data discipline, standard grading, trust signals, Al listing &
discovery, workflows & analytics

12-24 months: Local operations, dynamic pricing, brand integration
24+ months: Predictive operations, ecosystem integration

The Verdict

Resale can't solve overproduction - but operators mastering these
disciplines will own the circular economy. The path forward is operational
excellence, not hype.

O Aistetic




UNDERSTANDING RESALE BUSINESS MODELS

Before examining operational challenges, it's critical to understand that Operational Profile:
"resale" encompasses fundamentally different business models with

distinct operational requirements. No warehousing, authentication (in large part), or fulfillment

operations

The core distinction: Who physically handles the inventory? Technology platform and payment processing

Trust & safety systems (ratings, dispute resolution)

Community management

Peer-to-Peer Models (Platform Does NOT Handle

Inventory)
Managed/Centralised Models (Platform DOES

How They Work: Sellers retain possession of items until sale. Platform Handle Inventory)

provides marketplace, payments, and trust infrastructure. Sellers

photograph, list, price, store, and ship items themselves. How They Work: Platform takes physical custody of inventory.
Centralised operations handle intake, authentication, cleaning,

Examples: eBay, Vinted, Poshmark, Depop photography, storage, and fulfillment. Platform controls quality, pricing,
and presentation.

Economics:
Examples: ThredUp, The RealReal, Vestiaire Collective (VIP Consignment
» Asset-light: minimal physical infrastructure Service), brand-owned programs (often using third-party operators like
» Thin margins per transaction but low fixed costs Trove, Reflaunt, or Opera Garment Solutions)

Scales without proportional capital investment

Revenue from transaction fees or buyer protection charges

2025 Resale Operations Report 08 o Aistetic



Economics:

Capital-intensive: requires warehouses, equipment, and staff

Higher margins per item but substantial fixed costs

Scaling requires infrastructure investment

Revenue from sale proceeds minus consignor payout

Operational Profile:

Warehousing and logistics infrastructure

Quiality control and authentication teams

Photography studios and equipment

Reconditioning services (cleaning, repairs)

Full fulfillment operations

Hybrid Models (Selective Handling)

How They Work: Platform authenticates or processes high-value items
centrally; lower-value items remain peer-to-peer. Tiered service based on
item value or brand.

Examples: Vestiaire Collective (peer-to-peer, authentication
checkpoints), some luxury marketplaces (authentication services only)

2025 Resale Operations Report 09

Why This Distinction Matters Throughout This Report

Operational challenges differ dramatically by model:

Challenge

Peer-to-Peer
Impact

Managed Model Impact

Listing (Ch. 2)

Seller & search
friction, quality
variance

Processing capacity,
throughput limits

Pricing (Ch. 3)

Decentralised,
inconsistent

Centralised but labour-
intensive

Authentication (Ch. 4)

Platform verification
at scale

In-house expertise
requirements

Logistics (Ch. 6) Delegated to sellers | Absorbed by operator
Absorbed entirely b

Profitability (Ch.7) | Delegated tosellers |00 oo oot BY
operator

Reading This Report: When we discuss Vinted's €76.7M profit (Chapter
/), we're analysing peer-to-peer economics that eliminated physical

handling costs. When we discuss reconditioning's value recovery

(Chapter 4), we're addressing managed model operations. The solutions

differ fundamentally.

O Aistetic



Chapter 1

The Executive
Paradox - Everyone
Wants In, Nobody
Knows How
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What's Working

A small but growing cohort of operators - both peer-to-peer platforms like
eBay, Vinted and selective managed operators - have cracked profitable
operations. Their 2024 results prove resale can work:

Vinted Group delivered €813.4M revenue and €76.7M profit - a 330%
year-on-year profit increase. Meanwhile, operators implementing
systematic pricing frameworks are capturing significantly more margin
than manual approaches, while those progressing to dynamic repricing
achieve optimal price realisation, proving that disciplined operations beat
growth theatre.

These successful operators share common traits: ruthless focus on unit
economics, operational discipline over vanity metrics, and honest
accounting of what actually costs money. This chapter examines why
most fail and what the successful ones do differently.

The Hard Problem: Operational Complexity at Scale

The numbers paint explosive growth colliding with operational reality. The
global secondhand market will reach $367 billion by 2029, growing at
10% CAGR. Yet 86% of executives who don't offer resale don't know how

to make it work for their brand.

2025 Resale Operations Report
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The core challenge isn't market demand - it's operational execution. An

estimated 28% of resaleable fashion trades on platforms. That means

billions in potential value sit untapped in wardrobes because the

operational friction is too high.

Anonymous Marketplace Founder: ’4@

"Resale...it's still manual, piece by piece."

i--,

e
< rm:ﬂﬁ%'_. ol
.'_il-:", 'i_'J-_---V ‘

O Aistetic



What Makes Resale Different

Three-quarters of executives now plan resale programmes, driven by
compelling economics. Trade-in customers are 47% more likely to make
first-time purchases. Two in five prefer buying secondhand before
committing to new.

Anonymous Circular Fashion Analyst: ’4@

"Right now the focus...is how to make
resale truly profitable. That comes down often to the
operations and how those are done."

But resale breaks every traditional retail assumption. In wholesale, you
negotiate once and move thousands of identical units. In resale, every
item is unique. Condition varies wildly between "new with tags" and "fair."
Authentication can't be automated away. Pricing requires both market
knowledge and intuition. Logistics costs explode when you're moving
individual items in both directions.

The unit economics look simple on spreadsheets. The operational reality
is brutal. Where traditional retail scales through repetition, resale scales
through managing infinite variation. Most executives don't realise this until
they're six months and millions of pounds into implementation.

2025 Resale Operations Report
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Model-Specific Challenges

For Peer-to-Peer Aspirants:

Brands considering eBay, Vinted, Depop & Poshmark-style platforms
underestimate the community-building required.

You're not just building technology - you're cultivating trust between
strangers at scale. The operational challenge isn't so much physical
infrastructure (you don't need warehouses). It's designing systems,
solutions and partnerships that make thousands of individual sellers feel
safe, supported, and successful.

The listing friction problem is critical: Every barrier to listing - complex
forms, manual data entry, unclear requirements - reduces supply. Since
peer-to-peer platforms live or die on inventory volume, listing friction is an
existential threat. This is where Al-powered listing solutions become
strategic infrastructure, not nice-to-have features. Automated attribute
extraction, intelligent categorisation, and streamlined workflows can
reduce listing time from 5-10 minutes to seconds and enable Al driven
discovery - the difference between viable seller participation and platform
death.

Rating systems, dispute resolution, fraud prevention, and community
guidelines become your core operations.

O Aistetic



For Managed Model Aspirants:

Brands considering centralised operations underestimate physical
infrastructure costs. You're building a logistics company that happens to
sell fashion. The operational challenge isn't community management - it's
processing economics. Can you intake, authenticate, photograph, store,
and ship individual items for less than your realised margin?

fundamental levers right: the stock you accept, how efficiently

"Making managed resale work requires getting three

you process it - which is both a technology and a people
challenge - and your ability to sell it through pricing and
demand. Every percentage point of operational cost reduction
has an outsized impact on GMV. That's why operational
efficiency isn't optional - it's fundamental."

G__—— Joe Metcalfe, CEO & Founder Thrift+

The Three Operational Pillars

Pillar 1: Margin Through Operations

Unlike wholesale surrendering 50-60% to intermediaries, resale margin

comes entirely from operational efficiency. There's no markup on cost of
goods - the margin is what you don't spend on processing, storage, and
logistics.

2025 Resale Operations Report
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Model difference: Peer-to-peer operators optimise for transaction
volume with minimal cost per transaction. Managed operators optimise for
processing cost per item against higher realised margins.

Pillar 2: Trust Infrastructure

94% of retail executives say their customers are already participating in
resale. But trust determines whether that participation happens through

your platform or someone else's.

Model difference: Peer-to-peer operators build trust through ratings,
reviews, buyer protection, and dispute resolution. Managed operators
build trust through authentication guarantees, professional photography,
and standardised grading. Different models, different trust mechanisms.

Pillar 3: Logistics Mastery

Forward logistics in retail moves predictable quantities to predictable
locations on predictable schedules. Reverse logistics in resale handles
unpredictable items appearing at unpredictable times in unpredictable
condition from unpredictable locations.

Model difference: Peer-to-peer operators delegate logistics to sellers -
the platform just facilitates connection. Managed operators absorb all

reverse logistics costs - this is why many remain unprofitable despite high
GMV.

O Aistetic



Anonymous Circular Fashion Analyst: ’4@

"When it comes to the operations side, it's inherently tied to
the fact that you're dealing with one-off items - so you simply
don’t achieve scale in the same way."

The operators succeeding are those who fixed fundamentals first - data

discipline, standard grading, trust signals - getting the foundations right.

What Nobody Talks About

There's a reason 86% of executives don't know how to make resale work.
lt's not because they're incompetent. It's because resale success requires
capabilities most brands & businesses don't have and can't easily build.

Traditional retail rewards standardisation, marketing prowess, and
distribution efficiency. Resale rewards variation management, trust
building, and logistics optimisation. These are fundamentally different skill
sets.

The uncomfortable truth: the best technology in the world cannot

compensate for broken operations - but the right technology can

transform them.
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You can have the best platform, the most sophisticated technology, the
most engaged community. But if your cost per item processed exceeds
your realised margin (managed model) or your transaction volume can't
support your infrastructure costs (peer-to-peer model), you're burning

money.

Path Forward

"As an industry we're still trying to navigate it all and figure it out.
There are some great examples of how companies are leveraging
resale within their business models, but for most brands, they're
still exploring and testing resale as a revenue driver. However, the

biggest message that comes out of all of this is that you've just

got to start somewhere - because it's happening and if you don't
embrace resale, you'll get left behind."

@__—— Lydia Brearley, Founder, Enkel

The executives who succeed at resale start treating it as an operations

problem. Begin with model clarity: which categories justify managed
economics versus peer-to-peer delegation? Then build operational
fundamentals before pursuing advanced capabilities. Chapter 9 provides

an action plan.
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Chapter 2

The Listing
Bottleneck -

Why Scaling
Operations
Destroys Margins
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What's Working: Intelligence That Scales

The breakthrough isn't eliminating human work entirely - it's eliminating
the work that doesn't scale. Operators using Al-powered listing solutions
report 3x throughput improvements with the same team size, 80%+ data
accuracy eliminating costly returns, and processing capacity increasing
from daily output without proportional headcount growth.

The winning approach combines Al efficiency with human judgment: Al
handles data extraction, attribute recognition, and measurements at scale.
Humans focus on quality validation and exception management. The
result: operators process 7,000+ unique items weekly with small teams,
achieving margins that actually work.

The Hard Problem: Labour Costs That Scale Linearly

Industry surveys reveal three in five operators cite listing as their biggest
bottleneck. But the real problem isn't time - it's that listing costs scale

directly with volume while margins don't.

"It is very operation heavy business... there's just like so many
parts that have to be done again and again and again."

@——— Tiina Nyman, Circular Fashion , ,

2025 Resale Operations Report

The mathematics are brutal: If listing costs £2-3 per item in labour (5 minutes at
£25/hour fully loaded), and your average item sells for £30-50, you've consumed 4-
10% of gross revenue before authentication, storage, logistics, or marketing. Scale
from 1,000 to 10,000 items monthly, and you need 10x the listing team. The unit
economics don't work.

Anonymous Independent Reseller: _—@

"At one point the listing requirement was to do one listing
every 10 minutes."

Most operators respond by hiring more processors. The successful ones

respond by eliminating the work that doesn't create value.

O Aistetic



Model-Specific Listing Challenges

Peer-to-Peer Models: Supply Constrained by Seller Friction

The listing bottleneck manifests as supply reduction. Each barrier to listing
- complex forms, manual data entry, unclear requirements - reduces
inventory supply. Since peer-to-peer platforms live or die on liquidity,
listing friction is an existential threat.

The friction compounds across categories. A seller listing a pink shoe
faces: photographing multiple angles, extracting care label data,
measuring dimensions, writing descriptions, SEO, Al search terms,
selecting correct categories, setting competitive prices, managing cross-
platform presence. Each step adds abandonment risk.

This is why Al-powered listing becomes strategic infrastructure, not
convenience. Solutions that instantly recognise items, extract 50+
attributes from photos, suggest descriptions, and populate measurements
transform the seller experience. The difference between 10 minutes of
manual work and seconds of Al-assisted confirmation is the difference
between casual participation and sustained engagement - between a
platform with 10,000 listings and one with 100,000.

2025 Resale Operations Report
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Managed Models: Processing Capacity Determines Profitability

The listing bottleneck manifests as processing capacity limits. Centralised
teams must photograph, measure, authenticate, and list thousands of
unique items. High processing cost per item = margin erosion =
unprofitability.

Anonymous Independent Seller: ’4@

"Everything was manual... you'd have to type up the title... any
description was typed up... then we'd have to physically
measure and weigh and put that information in."

The constraint isn't just speed - it's accuracy at scale. Manual data entry
produces 60-70% accuracy on attributes like material composition.
Inaccurate listings drive returns (wrong size, wrong material, wrong fit),
each costing £8-12 in reverse logistics plus reputation damage. The
margin leak is substantial.

Leading managed operators invested in standardised workflows and

automated photography studios. But manual attribute extraction remained
the bottleneck - until Al-powered solutions eliminated it.

O Aistetic



Five Problems Killing Profitability
Problem 1: Labour Costs Scale Linearly With Volume

The trap: Doubling volume requires doubling listing team. Unit

economics never improve.

The impact: At 5 minutes per item and £25/hour fully loaded cost,
processing 10,000 items monthly costs £20,833 in labour before
authentication, storage, or shipping. Scale to 50,000 items? £104,166
monthly labour cost.

Problem 2: Inaccuracy Destroys Discoverability and Drives Returns

The trap: Manual transcription of care labels produces 60-70%

accuracy. Wrong material, wrong size, wrong care instructions.

The impact: Inaccurate attributes mean items don't appear in filtered
searches. Buyers searching "100% cotton" never see your 100% cotton
dress because it was tagged "cotton blend." Meanwhile, sizing errors
drive 15-25% return rates, each costing £8-12 in reverse logistics.

‘ ‘ Anonymous Marketplace Executive \/{\j
(ex-Major Platform): ~

"There are far too many attributes and values... it takes along

time to list, especially if you're doing it manually."

2025 Resale Operations Report

Problem 3: Lack of Standardisation Prevents Workflow
Optimisation

The trap: Every operator creates custom taxonomies. No two platforms
use the same attribute structure. Sellers managing cross-platform
presence manually re-enter data for each marketplace.

The impact: Multi-platform complexity multiplies work. Luxury platforms
want sophisticated descriptions emphasising provenance. Mass-market
platforms want searchable keywords. Each platform has different
taxonomies, required fields, optimization strategies. A single item requires
3-5 platform-specific listings. Unsustainable at scale.

Anonymous Independent Reseller: ‘——@

"It takes bloody time... if I'm spending five minutes on eBay,
three minutes on this and four minutes on that... it wastes your

time really."

18 O Aistetic



Problem 4: Solutions Built for Single-Item Upload Don't Scale

The trap: Most listing solutions optimise for one item at a time. Upload
photo, fill form, publish. Repeat 1,000 times.

The impact: Batch operations don't exist. Workflow automation is
manual. Integration requires custom development. Operators processing
thousands of items weekly face the same per-item friction as someone
listing 10 items monthly. The solution architecture prevents operational
leverage.

Problem 5: Inflexible Solutions Can't Adapt to Category-Specific
Needs

The trap: Generic listing tools apply one-size-fits-all templates. Vintage
leather jackets need different attributes than contemporary sneakers.

Designer handbags need authentication details that fast fashion doesn't.

The impact: Operators either accept poor data quality or manually

customise every listing. Neither scales. Category-specific nuance requires

intelligent systems that understand fashion context, not just form fields.

2025 Resale Operations Report

What Actually Works: Intelligence + Scale + Flexibility

Modern Al that works focuses on three things:
1. Eliminating Work That Doesn't Scale

Al-powered systems that extract 50+ attributes from photos eliminate
manual data entry entirely. Material detection from care label images
achieves near-100% accuracy. Automated measurements from photos
eliminate manual measuring. The result: work that took 5 minutes drops

to seconds of validation.

Anonymous Marketplace Founder : ’4@

"Speed and accuracy - that's how we measure success. Per
item is minutes to go through the full process, which is pretty

good right now."

O Aistetic



2. Building for Batch Operations, Not Individual Iltems

Solutions built for scale process 100 items as easily as 1item. Upload a
folder of photos, receive complete listings with attributes, measurements,
descriptions, and platform-specific optimisation. The marginal cost of
listing item 1,000 equals the cost of listing item 1.

3. Flexibility That Adapts to Your Operations

Input flexibility: Accept any combination of photos, product codes, care
labels, URLs. Systems adapt to your workflow, not force you into theirs.

Output flexibility: Generate attributes, descriptions, and measurements
tailored to each platform's requirements. Same item, different
optimisation for eBay vs Vestiaire vs Depop.

Data flexibility: Customise attribute schemas, description tone,
measurement standards. Your brand voice, your data structure, scaled
through Al.

Anonymous Circular Fashion Analyst: ‘——@

"Material detection and measurements... they are often
missing in resale and where automation & optimisation can
make a difference first."

2025 Resale Operations Report
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The Processing Impact: Triple Daily Output

For operators processing thousands of items monthly, intelligent
automation transforms economics:

Listing time: Drops from 5 minutes to seconds per item (70% reduction)
Accuracy: Improves from 60-70% to 80%+ (reducing returns and
improving discoverability)

Daily capacity: Increase threefold items per person before quality
degradation

Labour cost per item: Falls to under £1

Throughput improvement: 3x increase with same team size

O Aistetic



Case Study; From a single set of images, the system automatically:

Ai-powered Listing & Workflow « Generates product titles, categories, and up to 50+ attributes
. . . » Extracts measurements and material compositions directly
Automation — Aistetic

from garment images and care labels
e Produces platform-ready descriptions

O Aistetic
Humans retain oversight for quality validation and exception
handling - the "human-in-the-loop"” model that underpins
O sustainable scaling.
The Context

The Results
A major European pre-loved apparel operator processes more than

7,000 unique garments every week. Each item requires individual « 3x throughput with the same team size

photography, attribute tagging, and description writing - a task that . ~70% workflow time reduction, cutting average listing time

previously consumed hours of manual effort. With throughput i (8 N e () TR D)

capped by human data entry, scaling meant hiring, not efficiency. . Faster category expansion, enabled by freed-up processing

capacity

The Breakthrough

The Learning
The operator adopted Aistetic's ListingEngine™, integrating

computer vision, & GenAl generation into their workflow. The value of automation wasn't in replacing humans - it was in

removing the work that doesn’t scale.

2025 Resale Operations Report 21 O Aistetic



By letting Al handle data extraction and structuring, teams could Al + Workflow: The Winning Combination
focus on judgment calls - quality, curation, and customer

experience. This transforms the operational model. Instead of creating from scratch,
operators establish workflows where Al handles data extraction and

Key Takeaway humans handle quality validation and exception management.

Al that combines intelligence, scale, and flexibility is now the The time savings are valuable. The workflow efficiency is transformative.
decisive factor in resale profitability. Operators who automate Processing 10,000 items monthly with 1 or 2 person team becomes
image-to-data extraction gain operational leverage: viable. The unit economics that enable profitability become achievable.

margins improve, staff time refocuses on value creation, and

- b

throughput rises without proportional cost growth.

""We were looking for a robust, scalable solution to help us
grow and handle thousands of unique items efficiently.
The solution we have delivers exactly that - saving us time
and accelerating our growth."

@——— - Resale Operator using Aistetic's Solution

2025 Resale Operations Report 22 O Aistetic



QUICK WIN:
The 3-Metric Dashboard

Track these three metrics starting today:

1.Labour Cost Per Item: Calculate fully-loaded hourly cost x
minutes per listing / 60. Set your target cost per item.

2.Daily Capacity at Quality: Don't measure peak output.
Measure sustained daily throughput before error rates spike.

Most operators hit capacity at 50 items before accuracy drops.

Your ceiling determines your scale.

3. Attribute Accuracy Rate: Sample 100 listings. Check
material composition, measurements, and category accuracy.
Target: 80%-+. Each percentage point below increases returns
and reduces discoverability.

Implement this week: Track these metrics for one processor over

five days. The patterns immediately show where intelligent
automation delivers highest ROL.

Measuring What Matters

The KPI revolution changes everything. Track labour cost per item
and accuracy rate, not just speed.

2025 Resale Operations Report
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Minutes per listing drops - valuable. But the win is daily capacity
increasing without proportional headcount growth. The win is
accuracy improving from 60% to 80%-+, reducing returns by 15-
20%.

Success isn't measured in seconds saved. It's measured in unit
economics that enable profitable operations at scale.

Path Forward

Start with intelligent automation & an operating system that
eliminates work that doesn't scale: Al-powered attribute extraction
from photos, material detection from care labels, automated
measurements from images. These deliver immediate ROl while
building clean data foundations.

Then layer in batch operations, flexible workflows, and platform-
specific optimization. Save custom integrations for last, after your
automation foundation is solid.

The operators succeeding with automation fixed their unit

economics first, then added operational leverage through
intelligence at scale.

O Aistetic



Chapter 3

The Pricing
Paradox -

Why Nobody
Knows What
Anything's Worth

O Aistetic



What's Working: Systematic Pricing Intelligence

The maturity gap is closing. Operators implementing condition-based
pricing frameworks are seeing margin improvements. Those who've
progressed to dynamic repricing with real-time market integration are
achieving stronger margin realisation - the difference between
profitability and burning cash.

The tools exist. The methodologies work. The operators winning at
pricing treat it as a core competency requiring dedicated resources and
continuous optimisation.

The Hard Problem: No Universal Value Framework

In luxury resale, identical items show significant price variance on the
same platform, same day. This isn't market dynamics - it's operational
failure.

The challenge isn't just uniqueness - it's that value depends on factors
traditional retail doesn't track. Condition ranges from "new with tags" to
"shows character." Authentication confidence varies from "definitely real"
to "probably real." Seasonality matters more because you can't restock.

Yet most operators price using static spreadsheets assembled six months
ago by someone who left the company. They're flying blind at 200mph.

2025 Resale Operations Report
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"The biggest speed bump is the lack of a standard SKU... every

Anonymous Pricing Platform Founder: ‘——@

automation must be tuned to each item."

Model-Specific Pricing Challenges
Peer-to-Peer Models:

Pricing is decentralised - thousands of sellers making independent pricing
decisions. The challenge: how do you help sellers price accurately
without controlling their listings? Poor pricing destroys marketplace
efficiency. Overpriced items sit forever. Underpriced items sell instantly
but leave money on the table.

Solution approach: Algorithmic pricing suggestions, sold-item
comparisons, dynamic repricing recommendations. But sellers must opt
in.

Managed Models:

Pricing is centralised - platform sets all prices. The challenge: you need

systematic pricing that works across thousands of unique items daily.
Manual pricing doesn't scale. Random pricing destroys margins.
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Solution approach: Condition-based pricing frameworks, category-
specific algorithms, authentication confidence adjustments. Full control Case Study;
enables optimization but requires sophisticated systems.

Hera -Solving Luxury Resale Pricing

HERA

Jules Pastor, Founder

9

The Challenge: $20,000 or $12,000 for the
Same Bag?

The same Hermes Birkin bag - identical model, color, condition -
lists for $20,000 on one platform, $25,000 at a reseller, and
$12,000-15,000 at auction. A $13,000 price variance for the

same item.

Luxury resale operates without the standardised SKUs that make
traditional retail pricing possible. Where firsthand retail launches
10,000 identical items with one click, secondhand requires 10,000
individual pricing decisions. Every item is unique - different wear

patterns, documentation, provenance.
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This creates three compounding problems:

Data fragmentation: Prices scatter across marketplaces, resellers, and auction
houses with no centralised source of truth.

Inconsistent standards: Every platform grades condition differently. Vestiaire's
"Excellent" might be Fashionphile's "Very Good." Without normalised grading,
comparable sales become unusable.

Geographic arbitrage: Predictable pricing patterns exist - Japan offers base prices,
Europe adds 20-25%, UK adds 30%, US adds 35-45% - but most buyers can't
access this intelligence.

Most resellers solve pricing through intuition and manual research. This works but
leaves margin on the table.

Hera's Approach: Infrastructure Before Application

Hera's founder spent years building pricing infrastructure for the secondhand luxury market, working with Parisian resellers and specialty platforms
before launching the consumer product. The core insight: you can't price what you can't measure.

The solution required solving four technical challenges:
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Capture sold prices, not listings: Auction estimates diverge from
hammer prices. Marketplace offers get negotiated down. Only final
transaction prices reveal true market value. Hera's scrapers track

completions, not intentions.

Normalise across platforms: Standardise condition grading, size
notation, and material descriptions so a "Very Good" Birkin on one
platform compares accurately to another.

Adjust for context: Factor in platform fees, geographic markets,
and temporal patterns (November-December holiday peaks
consistently drive prices up 15-20%).

Build category depth: Accumulate sufficient transaction history
per model variation to establish confidence intervals, not just point

estimates.

The Process in Action: Why Handbags First

Hera launched with luxury handbags because they're the most
standardised secondhand category. An Hermes Birkin has finite,
knowable variables:
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Model size: 25, 30, 35, 40
Material: Togo, Epsom, Clemence, exotic leathers

Colour: 200+ options with varying demand curves

Hardware: Gold, Palladium, Rose Gold

Condition: Five-tier grading system

Documentation: Receipt

This structure enables data depth impossible in general apparel,
where season, designer era, and subjective style create infinite
variations with thin comparable sales.

Users input bag specifications, and Hera queries real-time sold
prices across platforms to return market valuations with confidence
bands. Portfolio tracking with historical context back to 2023 helps
identify optimal selling windows based on seasonal patterns.

The Impact: Revealing Market Inefficiencies

Aggregated data reveals patterns invisible to individual buyers:

Retail acceleration outpacing resale: Chanel increased its
Classic Flap from $5,800 (2019) to $10,800 (2024) - an 86%
jump versus 28% general inflation. If prices had tracked inflation,
the bag would cost approximately $7,400 today.
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Buyer resistance creating discount expansion: As retail prices
surge, resale discounts widen. The Chanel Medium Flap showed
43% preloved discount in 2024, expanding to 53% by 2025. A10
percentage point shift in one year signals market saturation at

current price levels.

Geographic arbitrage opportunities: The 2024 yen weakness
made Japanese sourcing 20-25% cheaper than European
platforms before shipping - a temporary but exploitable
inefficiency for informed buyers.

Seasonal volatility: November-December consistently shows 15-
20% price premiums as holiday demand peaks, creating

predictable windows for sellers to maximise returns.
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Looking Forward: From Volume to Optimisation

The luxury resale market is shifting from growth-at-all-costs to
margin optimisation. Early-stage operators prioritise volume and
authentication - getting inventory, verifying authenticity, and
scaling transactions. Pricing precision is a secondary concern

when the primary challenge is supply acquisition.

This will change as the market matures. Consolidation will separate
winners from losers based on operational efficiency. The platforms
that survive will be those that internalised pricing sophistication,

turning what was once intuitive into systematic and data-driven.

Pricing will evolve from ad-hoc decisions to core competency. The
margin improvement available through systematic pricing
becomes the difference between sustainable profitability and
compression. As competition intensifies and easy growth slows,
operators can't afford to leave money on the table.

The data infrastructure required for sophisticated pricing takes

years to build. Platforms starting this work now position themselves
for the optimisation phase. Those waiting until consolidation forces
their hand will struggle to catch up while simultaneously fighting for

survival.
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The Category Divide

Luxury handbags achieved some pricing discipline through
standardisation. Limited SKU count, clear condition frameworks,
strong authentication infrastructure, and collector demand create

relatively predictable values.

Apparel is chaos. Infinite style variations, seasonal obsolescence,
size complexity, condition subjectivity, and trend sensitivity make
pricing an art. A Zara dress from three seasons ago in "good"
condition has no comps because there are 47/ variations of that
dress and nobody tracked which specific one you have.

‘ ‘ Anonymous Marketplace Executive C—@

(ex-Maijor Platform):

"They want to be able to price it right... that's also
something that can be a little challenging."
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Evolution of Pricing Intelligence

The maturity path is clear:

Stage 1: Reactive - Manual research, intuition-based, static
pricing (weakest price capture)

Stage 2: Systematic - Structured grading, regular competitive
checks (improved margin realisation)

Stage 3: Dynamic - Algorithm-driven, automated repricing,
integrated authentication (optimal price capture)

The difference in margin realisation is dramatic. Stage 1 leaves
significant value on the table. Stage 3 captures substantially more.
That's not small optimisation - it's the difference between
profitability and burning cash.

Condition-based pricing increases margin realisation for operators
who implement it properly. That improvement comes from

matching price to actual item state rather than category averages.
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The Strategic Implications

Pricing isn't administrative - it's strategic. The brands winning at
resale treat pricing as a core competency requiring dedicated
resources and continuous optimisation.

For peer-to-peer operators: Your pricing intelligence becomes a
seller service that increases supply. Better pricing tools = more
sellers = more liquidity = network effects.

For managed operators: Your pricing accuracy directly
determines profitability. Every percentage point improvement in
realised value versus markdown rate is pure margin.

Path Forward

Start with standardised categories where comparison data exists.
Luxury handbags and sneakers have established pricing
frameworks. Perfect your pricing in these categories before
tackling apparel chaos. Build your pricing intelligence methodically
- reactive to systematic to dynamic to predictive. Each stage

delivers measurable improvement.
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Chapter 4

The
Authentication
Crisis - Why
Trust Costs More
Than Inventory
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What's Working: Human-Al Collaboration &
Reconditioning ROI

Advanced implementations combining machine efficiency with human
expertise are transforming authentication from hours to minutes while
maintaining accuracy. The Al handles the obvious 80% - clear authentics
and obvious fakes. Experts focus on the ambiguous 20% where their
judgment matters most.

Meanwhile, reconditioning is proving its economics: items dismissed as
unsaleable often just need basic intervention. A designer coat with
makeup stains isn't damaged - it's temporarily impaired. Operators
who've built local reconditioning infrastructure are recovering items that
would otherwise sell for pennies in liquidation, with ROl measured in
weeks, not years.

The Hard Problem: Expertise Doesn't Scale

Traditional authentication is time-intensive. Platforms require months of
training plus ongoing education. The skill combines material knowledge,
brand expertise, market intuition, and experience with counterfeiting
trends.

There's no university for authenticators. You learn by examining
thousands of items over years, building pattern recognition for subtle tells.
This expertise is expensive, scarce, and difficult to scale.
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Professional grading requires similar expertise. Done properly, skilled
grading reduces unprocessable items by 30% by catching problems early
and routing items correctly.

Model-Specific Authentication Requirements
Peer-to-Peer Models: Trust at Scale Without Physical Inspection

Peer-to-peer platforms face a fundamental tension: they don't physically
handle items, yet buyers demand authentication confidence. Solutions
vary:

Buyer protection guarantees plus post-purchase disputes. Platform
absorbs authentication risk through refund mechanisms rather than pre-
sale authentication.

Mandatory authentication checkpoint for luxury items. Sellers ship to
authentication center before buyer delivery. Adds time and cost but
preserves trust.

The economic calculus: Is authentication cost lower than fraud/return

cost? For low-value items (under £100), buyer protection is cheaper. For
high-value items (over £500), authentication pays for itself.
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Managed Models: Building In-House Expertise

Centralised operators must build authentication as core infrastructure.
Every item requires authentication before listing. Scale demands:

Teams of trained authenticators

Standardised authentication protocols

Regular training on counterfeiting trends

Quiality control systems

The operational bottleneck: Authentication capacity limits processing
throughput. If authentication takes 2-3 hours per item and you have 5
authenticators, you can process 13-20 items daily maximum. Scaling
requires hiring and training - neither fast nor cheap.

The Reconditioning Opportunity

Industry research shows "clean-first unlocks value." Significant stock
gets downgraded by light soiling despite being otherwise new.

Anonymous Garment Solutions Operator: —@

"People will buy something online... use it and return it... and

then the garment is dirty."
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Model Application:

» Peer-to-peer models: Generally can't offer reconditioning - sellers
handle their own items. Some platforms (like Vestiaire Collective)

offer it as a premium service at alongside.

» Managed models: Reconditioning becomes strategic infrastructure.
Local reconditioning facilities integrated into processing workflow can

recover items otherwise destined for liquidation. ROl is immediate
and substantial.

Local reconditioning infrastructure beats centralised facilities. Proximity
matters more than scale for reconditioning because transport costs and
time-to-market matter more than marginal processing cost reductions

from scale.

i
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Case Study:
Reconditioning For Resale Value — Opera
Garment Solutions

© OPERA

With Joanna Lambert,

CEO, Opera Garment Solutions
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The Context

Industry research reveals a costly blind spot: operators routinely
liquidate or discard items worth hundreds of euros simply because
of light soiling or minor damage. A €199 garment with makeup
stains gets sold to wholesalers for €19 - a €180 loss - when a €23
reconditioning investment could recover €176 in value. Most
operators lack the infrastructure, expertise, or partnerships to
recondition at scale, leaving significant revenue on the table.
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The Approach

Opera Garment Solutions bridges this gap through a specialised
reconditioning partnership model. Operators send batches of
damaged or soiled inventory to Opera's network, where each item
follows a systematic process: intake assessment - targeted
treatment - quality grading - return as resale-ready stock.

The technical capability spans basic to high-value garments:

» Specialised stain removal for makeup, food, and general soiling

e Premium machinery and eco-labeled detergents for garment
conditioning

» Repair services for structural damage

o Multiple quality control checkpoints ensuring items meet resale
standards

Strategic partnerships underpin Opera's model. Girbau brings 60
years of laundry industry expertise as a top-5 global equipment
manufacturer, with a worldwide network of facilities enabling
geographically distributed processing. RMX contributes 20 years
of ecommerce and recommerce technology, having enabled resale
of 2-5M+ items for major retail brands, plus digital infrastructure
for end-to-end circular operations.
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Current turnaround averages 14 days
during pilot operations, with plans to

reduce to 5 days standard service or
48-hour express at premium pricing
as geographic capabilities expand.

The Economics

The visual example illustrates the value recovery potential clearly.
A €199 garment becomes soiled during retail operations. Without
reconditioning, operators face two losing scenarios: selling at 40-
60% in-brand discount (€119-€79, losing up to €120) or
liquidating to wholesalers at 10% of retail (€19, losing €180).

Opera's reconditioning pathway transforms the equation: €23
processing cost enables full resale at €199, recovering €176 in
value that would otherwise be lost. The ROl is immediate and

substantial - roughly 8:1 return on reconditioning investment.

The Reality

Opera targets mid-to-high value items with a minimum threshold
of €70, where reconditioning economics make business sense.
Some limitations remain: certain stains prove untreatable, and

complex structural repairs can exceed economic viability.
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Scaling requires operational discipline - brands must separate Key Takeaway
reconditionable inventory at source rather than mixing it with true

waste. Reconditioning infrastructure unlocks trapped value in imperfect

inventory. Operators who integrate specialised garment care into
The work remains partially manual and labor-intensive by their reverse logistics recover hundreds of euros per item that
necessity. Al assists with assessment and routing, but garment competitors write off as loss. As regulatory and margin pressures
expertise and hands-on treatment deliver the core value. This intensify, the question isn't whether to invest in reconditioning - it's
human element isn't a weakness - it's what enables premium whether you can afford not to.

recovery rates that automated solutions can't match.

Human-Al Collaboration
The Movement

Al shows promise in screening - catching obvious fakes or obvious

EU Extended Producer Responsibility (EPR) regulations are shifting authentics quickly. But experts must still examine stitches

incentives. Brands now face compliance pressure to explore all .
typography, hardware, and provenance for ambiguous cases.
value recovery options before disposal. Reconditioning is evolving

T MIES-TRHrEMS T CE e O AEEEEs Advanced implementations combine machine efficiency with

human expertise, transforming processing from hours to minutes
Trylt whilst maintaining accuracy.

Opera offers a commitment-free Box Test for brands and retailers.
Send a box of garments needing reconditioning plus basic item
information. Opera conducts an ROI study simulating the financial
impact of processing and reselling those specific items through
their system.
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The Strategic Implications

Authentication and reconditioning aren't back-office functions -
they're core value creation.

For peer-to-peer operators: Authentication becomes a service
layer that increases buyer confidence and seller participation. The
operational challenge is building authentication infrastructure
without physically handling most inventory.

For managed operators: Authentication and reconditioning
determine unit economics. Every percentage point improvement in
authentication accuracy increases buyer confidence and reduces
disputes. Every pound invested in reconditioning that recovers a

saleable item creates immediate margin.

Path Forward

Build authentication as infrastructure, not an afterthought. For
managed models, this means trained teams with standardised
protocols. For peer-to-peer models, this means intelligent routing -
high-value items to authentication checkpoints, low-value items to
buyer protection guarantees. The economics differ by price point.

Successful operators know which items justify which approach.
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Chapter 5

The
Oversupply
Trap - When
More Becomes
Worthless
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The Hard Problem: Supply Growing Faster Than
Demand

Platform listings are growing rapidly - some platforms adding hundreds of
thousands of new items weekly. This isn't healthy market growth - it's
oversupply destroying value.

The quality collapse compounds the problem. Items arrive with tags,
never worn, going straight to recyclers at 35p per kilo. The operational
burden of processing exceeds revenue potential.

This creates a perverse incentive structure. Fast fashion's business model
relies on consumers disposing of purchases quickly to make room for new
purchases. Resale platforms facilitate this disposal, making consumers

feel virtuous while enabling continued overconsumption.

Model-Specific Oversupply Impacts

Peer-to-Peer Models: Drowning in Listings

When supply massively exceeds demand, peer-to-peer platforms face
discovery problems. With millions of listings, how do buyers find what

they want? Poor search and discovery = low sell-through = frustrated
sellers = declining supply = platform death.
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Operator's response: Recommendation algorithms, personalised feeds,
notification systems. The operational challenge becomes information
architecture, not physical handling.

Managed Models: Drowning in Inventory

When intake exceeds sell-through, managed operators face physical
inventory problems. Warehouses fill with slow-moving stock. Capital gets
tied up in aging inventory. Storage costs accumulate.

Operator's response: Stricter intake criteria, faster markdown
strategies, donation partnerships for unsellable items. The operational

challenge becomes inventory management, not information architecture.

The Repair Paradox

Anonymous Communications Advisor: —@

"If you've had something mended, or if you've had something
altered, are you gonna be able to resell that? A lot of the
platforms... prefer stuff that's like new with tags."
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This creates a trap. Consumers avoid repairs knowing resale values Path Forward: Resale can't solve overproduction, but operational

plummet for modified items. Platforms prefer pristine inventory because discipline can identify which items are worth processing. Chapter 4's
it's easier to photograph, describe, and price. The market signal says reconditioning economics and Chapter 3's pricing intelligence help
"don't repair, replace.” operators focus resources on items with viable economics. The answer

isn't processing everything - it's processing selectively.

The result: items that could have years of functional life get discarded
because repair would "damage resale value." The circular economy
incentivises throwing away rather than fixing.

"We're seeing resale as the solution to overproduction without

Anonymous Communications Advisor: —@

reducing what we produce."

The Path Forward

Trust signals offer partial solutions. Verified cleaning badges could
increase conversion 8-12%. Professional photography increases
perceived value. Detailed condition descriptions reduce returns.

But the fundamental problem remains: supply massively exceeds
demand for used clothing. No amount of operational optimisation solves
overproduction. Resale can't be the solution to fast fashion while enabling
fast fashion's business model.
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Chapter 6

The Logistics
Challenge - Why
Reverse Flows
Determine
Viability
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The Core Problem: Reverse Logistics Costs Exceed
Forward Shipping

The fundamental challenge in resale operations isn't pricing, or even
consumer demand. It's logistics. Multiple operators cited logistics as the
primary constraint on profitability and scale.

In traditional retail, bulk shipments move predictably from manufacturing
hubs to distribution centers to stores. In resale, individual items flow from
unpredictable consumer locations through collection, processing,
storage, and fulfilment - with each step costing money and consuming

margin.

What Makes Textile Logistics Uniquely Difficult

Low Unit Value, High Volume Variance

Unlike electronics or furniture, individual textile items typically command
low resale values (£10-50 for most items) while requiring similar handling,

storage, and shipping infrastructure as higher-value goods. Each logistics
touch point consumes a larger percentage of the item's total value.
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Unpredictable Supply Origins

While forward logistics deals with predictable flows from known suppliers,

reverse logistics must accommodate:

Individual consumers distributed across geographic areas

Variable item quality requiring inspection and sorting

Unpredictable volumes and timing of supply

Multiple collection methods (home pickup, drop-off, mail-in)

Model-Specific Cost Structures

Peer-to-Peer Models: Logistics Delegation as Competitive
Advantage

Platforms like eBay, Vinted, Depop, and Poshmark achieve structural cost
advantages by delegating physical logistics to individual sellers. Sellers
handle photography, storage, packaging, and often initial shipping
arrangements. The platform provides matching, payment processing, and
trust mechanisms.
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However, the pure peer-to-peer model is evolving. Vinted, once cited as the exemplar of zero-warehousing
logistics, has introduced VintedGo - a shipping and logistics infrastructure that provides integrated shipping
solutions. This represents a strategic evolution: even peer-to-peer platforms recognise that logistics friction
suppresses transaction completion rates, particularly for high-AOV items or across longer distances.

The peer-to-peer economics remain fundamentally different from managed models:

No inventory holding costs

No intake processing facilities

No centralised authentication or reconditioning

Technology infrastructure and payment processing as primary costs

The trade-off: Less control over customer experience. Shipping times vary. Packaging quality varies. Seller
responsiveness varies. But the cost structure enables profitability at margins impossible for managed models.
Transaction completion becomes important - what percentage of agreed sales actually ship successfully.

Managed Models: The Crushing Weight of Full-Service Operations

Managed models - The RealReal, ThredUp and brand-operated programs - take physical custody of inventory.
This creates comprehensive cost structures:

Inbound logistics:
e Cleanout bags or pickup services to consumers
e Transport to intake facilities

» Receiving and initial sorting
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Processing:

Authentication and condition grading

Cleaning and minor repairs

Photography and listing creation

Quiality control workflows

Storage:

» Warehouse facilities
 Inventory management systems
« Inter-facility transfers for processing optimisation

Outbound fulfillment:

» Pick, pack, and ship operations
e Returns processing from buyers
e Reverse logistics for rejected consignments

Each item touches logistics infrastructure 4-6 times before final sale.
Each touch costs money. This is why managed models struggle with
profitability despite strong GMV - the logistics burden compounds faster
than scale economies can offset it.

2025 Resale Operations Report

45

Ex-Platform Account Manager: ‘——@

"Not super sustainable...I'd be driving
100 miles a day to meet clients..."

The Account Manager model at large platforms illustrates the challenge.
Account Managers drove routes large distances daily for home pickups.
When consignors rejected pricing or item portrayal, reverse shipping
added further costs and carbon emissions. The environmental footprint
per successfully sold item becomes substantial - undermining

sustainability claims even as the platform enables circular commerce.

The Centralisation Challenge

The instinct toward operational centralisation follows manufacturing logic:
consolidate processing in large facilities to achieve economies of scale in
photography, authentication, cleaning, and quality control.

But the scale economies in processing operations don't necessarily offset

increased transport costs for low-value, high-volume items. Centralised
hubs can increase costs through extended transport distances and time.
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Why centralisation can fail for textiles:

1. Transport costs compound: Moving items long distances for
centralised processing can consume significant margin on mid-tier
items

2. Time-to-sale extends: Additional transport days reduce inventory
turns and increase working capital requirements

3.Consumer convenience suffers: Consumers are less likely to
participate in collection programs requiring significant effort or cost

4.Return flows multiply costs: When items don't meet intake
standards or consignors reject pricing, reverse logistics to return
items creates loss-making transactions

The Local Solution: Evidence for Proximity

Evidence from both municipal textile collection programs and successful
resale operations points to a pattern: local operations can reduce
transport costs, improve speed-to-market, and enable convenient
consumer participation.

Learning from Municipal Collection Programs

The EU adopted a mandatory separate collection of textile waste by
2025. Finland's experience with textile collection provides evidence that
shopping center collection points can significantly outperform remote

collection services.
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Consumers will drop off items at convenient local points during routine

activities.

Municipal analysis shows local processing can save disposal fees while
creating revenue opportunities. The pattern suggests: local operations
create jobs, reduce transport requirements, and enable consumer

participation.

What Local Operations Enable

Faster time-to-sale: Local processing eliminates multiple transport legs.
ltems can move from intake to listing to sale in days rather than weeks.
This matters enormously for fashion-sensitive inventory and working
capital efficiency.

Flexible collection methods: When processing happens locally,
multiple collection modalities become viable:

In-store drop-off points

Local pickup routes (short distances)

Community collection events

Partnership with existing retail networks
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Reduced transport requirements: Pre-sorting and processing at local
level can prevent moving non-resalable items long distances. This
matters particularly in markets where acceptance rates in managed
models often run 40-60% - meaning significant portions of collected
items don't meet resale standards and must be redirected.

Anonymous Circular Supply-Chain Consultant: —@

"The warehouses are full of good enough items - but there's no
avenue out because nobody's buying enough. Local pre-sort

and nearby resale can lift realised value while cutting costs."
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Measuring What Actually Matters: Real Operator KPIs

Operators track various metrics depending on their business model.
Based on interviews with resale operators, here are the KPIs they actually

use:
For All Models:

e Time-to-list (TTL): Time from item intake to live listing
« Cost per item: Total operational cost divided by items processed
« Margin per item: Realised sale price minus all costs

For Peer-to-Peer Platforms:

« Time to ship: Days from purchase to item shipping
o Customer service cost as % of GMV: Support costs relative to

transaction value

For Managed Operations:

« Minutes per item: Processing time from intake through listing

« Freight costs: Actual transport and logistics expenses

« Refurbishing cost: Cleaning, repair, and reconditioning expenses
per item

» Time-to-return-to-sale: Full cycle from item receipt to relisting

availability
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What's Missing: Transport Efficiency Measurement

Notably, we did not encounter operators systematically measuring transport efficiency or distance-to-margin ratios. This gap in measurement may explain
why logistics costs often exceed expectations - operators lack clear visibility into how transport decisions affect profitability.

The Anonymous Operations Manager's observation captures this: "Primary cost drivers are transport legs, cleaning passes, exception handling, and time-to-
return-to-sale." Yet few operators we spoke to had standardised metrics to track and optimise these cost drivers systematically.

e, m——
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QUICK WIN: Step 4: Identify patterns:
Audit Your LogiStiCS Costs « Which collection methods have the highest costs relative to

item value?

Most operators lack clear visibility into how logistics decisions . Which processing routes consume the most margin?

affect profitability. Implement this diagnostic this week: « Which item categories don't justify current logistics costs?

Step 1: Select 20 recent completed sales at random Step 5: Based on findings, consider:

Step 2: For each item, document:

Closing inefficient long-distance collection routes

Establishing local collection points

Collection transport cost (consumer to intake)

Batch routing to reduce transport frequency

Any inter-facility transfer costs

For high-logistics-cost items, syndicating to platforms with

« Outbound shipping cost (fulfillment to buyer) existing local infrastructure
e Any returns or rejection costs
« Totallogistics cost per item Expected impact: Operators who identify and address their
highest-cost logistics patterns typically improve margins within
Step 3: Calculate logistics cost as percentage of: 60-90 days. The magnitude varies by current efficiency and

market density.
e Gross sale price

» Realised margin (after consignor payout or COGS)
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Path Forward: Matching Model to Geography and Existing Infrastructure

Category

 Brands with retail networks: In-store collection and local

. e . . processing becomes viable
The logistics constraint isn't uniform. Optimal strategies depend . .
on: e Pure-play resellers: Must build local networks before scaling
' centrally

Market Density « Marketplaces: Shipping infrastructure investment (a la
VintedGo) can unlock completion rates

» Dense urban markets: Local processing networks viable;

multiple collection points sustainable Strateglc Implications

» Dispersed markets: Peer-to-peer with integrated shipping

(VintedGo model) more efficient than managed operations For peer-to-peer platforms: Continue logistics delegation but

invest selectively in shipping infrastructure where it demonstrably

Iltem Category and Value increases transaction completion rates. Monitor which categories
and price points benefit most from integrated shipping. Not all
« High-value luxury: Managed authentication and white-glove categories need the same logistics support.
logistics justify costs
« Mid-market fashion: Hybrid models with local collection and For managed model operators: Build local processing networks
centralised authentication before scaling centrally. Calculate transport efficiency ratios for
« Fast fashion/high volume: Pure peer-to-peer or don't every route. Ruthlessly cut inefficient logistics paths. Proximity
process beats scale for textiles. Accept that some geographic markets or

item categories don't justify full-service operations.
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For brand-operated resale: Leverage owned retail networks for
collection and local processing. Without this infrastructure
advantage, economics rarely work. Consider partnerships with
existing resale platforms for geographic markets where you lack
retail presence rather than building parallel logistics.

The Bottom Line

Logistics costs often determine resale viability more than any other
operational factor. Operators across multiple interviews identified
logistics and reverse flows as primary constraints on profitability
and scale.

The successful strategies tend to minimise unnecessary transport,
match logistics intensity to item value, and leverage local
infrastructure where possible. The fundamental tension remains:
low-value items require similar logistics infrastructure to high-value

items, but can sustain far less cost per transaction.

Without addressing this logistics challenge directly - through
better measurement, strategic routing decisions, or business
model innovation - many resale operations will struggle to achieve

sustainable unit economics.
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Chapter 7

Platform
Economics -
The Path to
Profitability
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What's Working: Model Clarity

Two distinct approaches are achieving profitability:

Peer-to-peer done right. The model works because unit economics are
sustainable - thin margins on massive volume, with costs that don't scale

proportionally.

Managed models with selective focus: Operators achieving
profitability through disciplined category selection and premium
positioning. They know which items justify managed economics (high-
value, strong authentication requirements, premium buyers) and which
don't (fast fashion, low margins, volume plays).

The Hard Problem: Liquidity Without Burning Cash

Most platforms fail because they can't achieve liquidity without massive
losses. Vinted cracked the code: in 2024, Vinted Group delivered
consolidated revenue of €813.4 million (36% increase from 2023). Net
profit: €76.7 million, up 330% from €17.8 million in 2023.
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"Where you can launch 10,000 items in firsthand with one

Jules Pastor, Hera Founder: 4@

click, in secondhand it was 10,000 clicks."

This highlights the core challenge. Traditional e-commerce scales
through identical SKUs and bulk operations. Resale requires individual
item handling. The question becomes: how do you achieve liquidity
(enough items to attract buyers, enough buyers to attract sellers) without

burning cash on processing?
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Case Study:
Vinted - How Peer-to-Peer Won

Vinted

S

In 2024, Vinted Group delivered €813.4 million in revenue (36%
growth) and €76.7 million in net profit - a 330% year-on-year profit
increase. This isn't venture-funded growth theatre. This is
sustainable profitability through ruthless operational focus.

The Model: Structural Cost Advantage

Vinted's economics work because they eliminated the cost centers
that kill managed models:

Zero physical handling costs:

« No warehouses to operate

2025 Resale Operations Report 54

e No authentication teams to staff
e No photography studios to maintain
e Noreverse logistics infrastructure required

Sellers photograph, list, price, store, and ship items themselves.
Vinted provides the marketplace, payment processing, focused
shipping and trust infrastructure. All revenue (minus technology
and support costs) drops to the bottom line.

The Revenue Model: Charge Buyers, Not Sellers

Vinted reversed traditional marketplace economics. Sellers list for
free, eliminating friction and driving inventory growth. Buyers pay a
5% Buyer Protection Fee for transaction security and dispute

resolution.

Why this works:

Free listings create unlimited inventory supply

More inventory attracts more buyers

More buyers validate higher transaction fees

Network effects compound without marginal cost

The flywheel spins: more listings = more buyers - more
transactions - more revenue, with costs growing sub-linearly.
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The Geographic Strategy: Local-First at Scale The Trust Infrastructure: Buyer Protection Over

Authentication
Vinted operates in 20+ countries, but isn't a global platform with

local translations. Each market feels native: Vinted doesn't authenticate items in large part. Instead, they

provide Buyer Protection guarantees:
» Localised payments: Integration with regional payment

providers « Items not as described? Full refund.

 Localised shipping: Partnerships with country-specific Sltem ey erarti e Etireaing!

carriers (Vinted Go) « Sellers unresponsive? Platform intervention.

» Localised trust: Market-specific buyer protection and dispute

resolution The economics: For items under £100, buyer protection costs

» Localised community: Regional marketing featuring real local e e

Rl authentication costs would be. The platform absorbs fraud risk

through financial mechanisms rather than physical inspection.
This matters because peer-to-peer resale is intensely local. You're

facilitating transactions between strangers who need to trust each This only works at volume. Small platforms can't absorb fraud

other. Native payment methods, familiar shipping options, and costs. But at Vinted's scale, predictable refund rates become

local community validation create trust impossible to achieve with cheaper than authentication infrastructure.

translated global platforms.
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The Operational Discipline: Why Profitability
Came Late

Vinted wasn't always profitable. The path to €76.7M profit
required harsh cost-cutting and streamlining operations
according to industry analysts.

What changed:

» Technology efficiency: Reduced cost per transaction

e Support optimisation: Improved dispute resolution speed

e Payment capture: Launched Vinted Pay, capturing payment
processing margin

» Shipping capture: Launched Vinted Go, capturing logistics

margin

The lesson: Even with structural cost advantages, profitability
requires operational excellence. Vinted's success came from
controlling costs, capturing margin at every step, and obsessive

focus on unit economics.
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Why Managed Models Can't Copy This The Takeaway

The fundamental difference is WHO handles logistics: Vinted's success proves peer-to-peer resale works - IF you:
Peer-to-peer: 1. Eliminate physical handling completely (delegate to sellers)
2.Charge the right side of the transaction (buyers, not sellers)
» Sellers handle all physical operations 3. Build trust without authentication (buyer protection at scale)
» Platform costs: technology + support + payment processing + 4.Localise aggressively (20+ markets feeling native)
focused logistics 5. Capture margin at every step (payments, shipping, protection)
e Scales with transaction volume, not physical volume 6. Obsess over unit economics (cost per transaction, not revenue
« Can achieve profitability on thin margins growth)
Managed models: Key Metrics:

Platform handles all physical operations Revenue: €813.4M (36% YoY growth)
Net Profit: €76.7M (330% YoY growth)

Markets: 20+ countries with localised operations

Platform costs: technology + warehousing + authentication +

fulfillment + logistics

Scales sub-linearly - each item costs money to process Business Model: usually 3-8% Buyer Protection Fee on

 Requires high margins on low transaction volume to break transactions
even
‘ ‘ Anonymous Circular Fashion Analyst: ’——@
These are different businesses. The economics don't transfer. "Vinted will continue gaining more ground...
Managed models must solve completely different operational they became profitable because of really harsh
challenges to achieve profitability. cost-cutting and streamlining operations." , ,
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Why Managed Models Face Different Challenges

The managed model challenge: must achieve profitability despite

absorbing all physical handling costs.

Centralised resale operators face fundamentally different
economics than peer-to-peer platforms:

Must pay for warehousing infrastructure

Must hire authentication teams

Must operate photography studios

Must manage fulfillment operations

Must absorb all logistics costs

Why achieving profitability is challenging: operators can't reduce
processing costs below margins without compromising quality.
They scale operations without necessarily improving unit
economics. The platform may be beautiful, but if the economics
don't work, growth just accelerates losses.
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Case Study: Operational Model

Arkivet a Resale WithOUt the Resale Arkivet operates on a selective consignment basis with 100

employees across 6 stores. The company generally accepts items

Experience

no more than three years old (with exceptions for exceptional

pieces), maintaining quality by accepting only a curated selection
from its supplier network. Products are evaluated by trained
ARKIVET authentication experts, priced, and made available for sale.

SECOND HAN

With Martin Hallander, .
Core metrics:

CEO, Arkivet
O e 1.5 million annual store visitors
Company: Arkivet Second Hand e Over 350,000 items traded annually
Location: Sweden (6 stores: Stockholm, Gothenburg, Malma)  80% sell-through rate within 30 days
Founded: 2017 by Caroline Hamrin o 40% of sold items sell within first 3 days
Model: Consignment retail » Average time to sell: 7 days
Focus: Women's fashion (premium and contemporary brands) » Products typically priced at approximately 50% of original retail
o Commission structure: 40% standard, 60% on premium bags
The Business Challenge o Items kept for 30 days maximum

e Payment to suppliers available same-day
Second-hand retail has traditionally occupied niche positions -

either targeting luxury collectors or presenting as vintage and
alternative. This positioning limits appeal to mainstream fashion
consumers who want accessible, contemporary products but
expect the same retail standards they find in conventional stores.

2025 Resale Operations Report 59 O Aistetic



Strategic Differentiation

Speed and constant newness as competitive advantage.
Arkivet's operational model prioritises rapid inventory turnover.
With 40% of items selling within 3 days and an average sell-
through of just 7 days, the business maintains constant freshness
that drives repeat visits. This velocity differentiates Arkivet from
traditional consignment models where inventory sits for months.

The business uses social platforms to manage supply dynamically.

When certain brands or styles trend online, Arkivet signals to its
consignor base to bring those items in, allowing rapid response to
market demand.

Physical merchandising receives significant attention, with
frequent display updates. Stores are designed to premium retail
standards across music, visual presentation, and service training.

Making second-hand indistinguishable from new retail.
Rather than emphasising the sustainable or vintage aspects of the
offering, Arkivet's approach makes the shopping experience
comparable to contemporary mid-market retailers. This strategy
attracts customers who might not typically consider second-hand
options, expanding the addressable market beyond sustainability-
focused consumers.
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Market Position

Arkivet has achieved profitability while serving a broad
demographic. The customer base spans ages 30-50, representing
mainstream fashion shoppers rather than exclusively younger
segments.

The product range spans from contemporary chain brands to
designer labels including Rodebjer, Totéme, Malene Birger, Acne
Studios, and Filippa K, offering variety across price points.
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The Single-SKU Challenge

As Martin notes: "Many fail in resale business due to poor
operations but even more often because they apply
operations/logic for regular, linear business - that does not work on
single SKU business."

Arkivet's success stems from building operations specifically
designed for unique inventory rather than adapting traditional retail
systems. Speed and constant newness become the operational
imperatives, not efficiency through standardization.

Strategic Insight

Profitability in second-hand retail requires treating it as a complete
retail business with high operational standards while recognising it
operates fundamentally differently from linear retail. Speed of
inventory turnover, constant newness, and operations designed for
single-SKU complexity separate successful operators from those
applying traditional retail logic to resale. Removing visual and
experiential distinctions between new and pre-owned shopping
expands market reach beyond traditional second-hand customer

segments.
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Case Study:
FanWagn - Operationalising Community
In Resale

¥)) FANWACN

Lauren Teague,
Founder & CEO FanWagn

O

The Challenge

Every sports fan knows the feeling: a closet full of jerseys, tees, and
hoodies that once carried game-day energy - but now sit idle. Try
selling that gear on eBay or Poshmark, and it suddenly becomes
meaningless. Discovery is broken. Fans aren't hunting for "blue
Nike sweatshirt, size L" - they're searching by team, player, era,
and memory. Trust is thin because there's no shared culture to
anchor authenticity.
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Mass-market marketplaces are built for things, not connections.
They optimise for transaction, not belonging. Fandom isn't a
product category. It's a culture.

FanWagn's Approach

Operating thesis: community is infrastructure.
Core belief: fandom is better shared and beloved identity

apparel should be the last to a landfill.

When identity drives discovery and trust, you don't need to pay
for attention - you build durable search equity and authentic

transactions. We call it Second Fan Fashion®.

FanWagn is a fan-first marketplace where the UX mirrors how
fans think and shop: Sport - League - Team. Seller prompts
pair searchable attributes with the story behind each item,
turning listings into "continuity," not just commerce. Was this the
hoodie you wore to the championship parade? The jersey your
kid wore to their first game? That narrative becomes a signal of
trust and a bridge between fans who share similar memories.

In fandom, authenticity is inherited. If you're an L.A. Dodgers fan
buying from another Dodgers fan, you don't start at zero.
Taxonomy, team pages, and story fields make credibility legible.
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Al-assisted listings (powered by Aistetic)
automate titles, tags, style cues, and pricing
guidance. Sellers upload at least two photos and
verify the team; Al generates titles and
descriptions, allowing sellers to focus on
meaning. Listings optimised by Aistetic achieve
100/100 SEO completeness scores, compared
to 50-70% from general effort - ensuring every
item is discoverable through long-tail search.

Nine searchable attributes (team, size, color, fit,
logos, etc.) anchor UX discovery, making "right
item, right fit" a two-click journey instead of 10+
on other sites. The blend - community signals +
decision-speed tech - reduces listing fatigue,
improves search match, and preserves what's

special: the story in the material.

The Impact

FanWagn operates at proof-of-concept scale -
validating that hierarchical taxonomy, Al-assisted
listings, and community trust signals can drive

profitable orders with no paid acquisition.
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We built the model to scale supply (targeting 1,000+ new
listings/month with Al rollout), not traffic, as demand already
exceeds liquidity in key team verticals.

FanWagn has shipped to 27 U.S. states with $0 in paid marketing,
driven by an SEO-first play. 85% of orders originate from organic
search. Average order value holds at $46+ - 2-3X typical resale
AOQV for casual apparel - proving fans will search and pay for the
desired item.

Impact beyond revenue: 1,106 lbs (501 kg) of apparel diverted
from landfill - a testament to community commitment and

responsible circularity.

Community proof points:

A Sunderland FC fan purchased a team jersey on Wednesday,
delivered overnight to Oklahoma and worn Saturday morning while
watching the team achieve Premier League promotion - second
fan fashion, right on time. Fundraiser activations include pop-up
"watch & donate" events with Rose City Riveters and Portland UW
Huskies Alumni, generating hundreds of dollars for supporter
groups - proof that resale can fund community, not just individuals.
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The Reality

Community-first introduces real constraints. Liquidity is uneven
across teams and eras; women's sports were historically under-
produced, resulting in fewer vintage pieces. Authentication
remains difficult without handling each garment - until additional Al
training can flag fakes and assign confidence scores.

FanWagn often acts as a bespoke personal shopper, sourcing
one-of-one requests through its seller network. With a lean team,
high-touch service can be slower than ideal - yet the same care
keeps buyers and sellers feeling seen.

Looking Forward

Near-term, we're operationalising community via content & culture
that celebrates team history, playoff outcomes, and jersey styling;
pilots with teams and events to engage fans through apparel take-
back - curated resale loop; and site enhancements: seller
badges/verification, item swaps, personal profiles with closet
collections, and wish-lists.
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The lesson: When you sell everything, nothing stands out. Fan Metrics Snapshot
wear isn't just another item - it's identity apparel. Community is

infrastructure - and when you combine Al efficiency with human Coverage: 27 U.S. states (no paid ads)
story, you don't just build a platform. You enable a re-conomy. Acquisition: ~85% orders from organic search; $0 paid spend
Average Order Value: $46+ (2-3x typical resale AOV)
Takeaways Al Impact: SEO completeness scores of 100/100
Supply: ~1,500 SKUs pre-Al; targeting 1,000+ new listings/month
Discovery Moat: Hierarchical taxonomy + nine attributes + Al Environmental: 1,106 lbs / 501 kg diverted from landfill
titles reduces search friction (12 clicks = ~2). Community Proof: Fundraiser pop-ups generating hundreds from
Story as Trust: Structured prompts convert listings into social member closets
proof; suppressing default offers avoids value erosion. UX: 9 searchable attributes; typical path ~2 clicks
Al Where It Helps: Automate metadata (100/100 SEO scores); Scale: Operating at proof-of-concept stage; demand exceeds
keep meaning human. liquidity in key verticals

Proof-of-Concept Economics: $46+ AOV with $0 paid
acquisition validates premium for identity-driven discovery.
Community Flywheels: Watch-&-swap events + supporter-
group storefronts generate supply, sales, and goodwiill.

Reality Check: Plan for authentication confidence scores, liquidity
imbalances (esp. women's sports), and high-touch demand
capture.
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Case Study:
Reskinned - Brand-Integrated Circular

Fashion

RE_SKINNED

With Matt Hanhrahan,
Co-Founder, Reskinned

O

Reskinned represents the managed marketplace model where a

third-party specialist handles the complete resale operation for
brand partners. Unlike peer-to-peer platforms, Reskinned owns the

entire physical supply chain from take-back through resale.

The Model: Full-Service Circular Operations

Reskinned eliminates the operational barrier for brands wanting to

enter resale by handling everything:

» Take-back logistics: Free courier collection via simple online

form
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e Processing infrastructure: Ozone cleaning (zero-water),
repair, grading

« Listing and sales: Professional photography and marketplace
management

« End-of-life handling: Repurpose or recycle items unsuitable

for resale

Brands outsource circular operations entirely. Reskinned provides
the warehouse space, cleaning equipment, repair teams, and
marketplace expertise. The brand supplies inventory through
customer returns and captures sustainability credentials without

building internal infrastructure.

The Revenue Model: Multi-Party Value Capture

Reskinned's economics depend on coordinating value across three

parties:

e Customers: Receive incentives to return items (£5 voucher at
M&S for returns including branded items)

e Brands: Gain circular credentials, customer engagement, and
margin on resold items

e Reskinned: Captures processing fees and potentially revenue

share from sales
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The M&S partnership demonstrates the structure: M&S donates
15% of resale profits to charity partner Oxfam, while Reskinned
handles all operations.

The Partnership Strategy: Leverage Existing
Channels

Rather than building its own marketplace, Reskinned partners with
established platforms. The M&S collaboration routes items through

eBay, leveraging existing traffic and trust infrastructure.

Benefits of this approach:

Immediate access to millions of active buyers

Reduced customer acquisition costs

Platform-provided payment and logistics infrastructure

Built-in buyer protection mechanisms

This channel strategy reduces the capital required to launch while
accelerating time-to-market for brand partners.

2025 Resale Operations Report

66

The Operational Efficiency: Cross-Brand Supply
Aggregation

Reskinned's efficiency comes from consolidating intake across
30+ brand partnerships. This creates operational advantages:

Volume consolidation: Receiving 27,950 items through take-
back schemes allows shared infrastructure costs across multiple
brands. One warehouse, one cleaning facility, one photography
studio serves multiple brand partners.

Cross-brand discovery: Listing items on a shared eBay
storefront enables cross-brand shopping behavior. The 35%
repeat customer rate suggests buyers return to purchase different
brands once they trust the quality standard.

Inventory velocity: Processing 66,176 items found homes in
2024 - more than double the intake volume - indicating multiple
inventory sources feed the resale channel beyond direct take-
back, maintaining consistent supply.
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Specialised repair capability: Completing 709 repairs across diverse brand partners builds

specialised knowledge and economies of scale that individual brands couldn't justify independently.

The Brand Value Proposition

For brands like M&S, Sweaty Betty, and Nobody's Child, Reskinned offers:

» Zero capital investment: No warehouse, equipment, or staff requirements
« Immediate circular credentials: Launch take-back and resale within weeks

« Customer engagement tool: £5 voucher drives repeat purchase behavior (M&S scheme)

« Category expansion: First time M&S could accept footwear and accessories in circular program
« Brand risk mitigation: Reskinned's quality control protects brand perception through
professional cleaning, grading, and photography standards

The voucher incentive creates a closed loop: customers return old items, receive discounts on new
purchases, maintaining brand engagement throughout the cycle.

The Takeaway

Reskinned proves brand-integrated resale works when a specialist partner handles operational

complexity. Success requires:

» Taking full operational ownership (cleaning, repair, listing, logistics)

» Leveraging established marketplaces (eBay) rather than building from scratch
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e Creating multi-party value (customer incentives, brand Platform vs Brand Reality
positioning, charity alignment)

» Aggregating volume across brand partners to justify fixed Brand-Owned Managed Programs:
infrastructure
e Maintaining quality standards that protect brand perception Brands have advantages: existing customer relationships,
e Building cross-brand customer behavior through trusted authentication credibility, marketing reach. But they face managed
quality signals model economics without platform scale.
The model works for brands seeking circular credentials without Most brand programmes lose money after full cost allocation because
operational investment, with efficiency gained through multi-brand they underestimate operational complexity. They think: "We already
volume consolidation rather than individual brand scale. have stores, warehouses, and logistics." They discover: resale reverse

logistics is completely different from forward retail logistics.
Key Metrics:
The Hybrid Solution:

27,950 items received via take-back
An emerging model: brands authenticate and process high-value

66,176 items resold/repurposed
items (where margins justify managed economics), syndicate long-tail

35% repeat customer rate
items to peer-to-peer platforms (where volume justifies thin margins).

30+ brand partnerships
This increasingly is done leveraging specialist brand resale platforms.

709 repairs completed

This preserves brand control where it matters while leveraging
platform liquidity where needed. It's neither pure peer-to-peer nor
pure managed - it's strategically hybrid based on item economics.
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The Model Question

These aren't competing approaches - they're different solutions for different economics. The question isn't "which model is better?" It's "which model

suits which category, condition, and price point?"

The emerging model: hybrid operations where brands authenticate and process high-value items centrally (where margins justify managed
economics), while syndicating long-tail items to peer-to-peer platforms (where volume justifies thin margins).

This preserves brand control where it matters while leveraging platform liquidity where needed. It's neither pure peer-to-peer nor pure managed - it's

strategically hybrid based on item economics.
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Chapter 8

The Technology
Reality -

Why Al Without
Operations Fails
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What's Working: Foundational Technology The DPP Advantage: When Brands Control

Product Data
Photo-based measurement reduces returns more than any other

intervention. Missing measurements drive customer dissatisfaction more Digital Product Passports face adoption challenges, but brands with

than any other factor. This is unsexy technology solving an unglamorous comprehensive product data gain immediate operational advantages -

problem - but it works. even without full DPP implementation.

Brands with comprehensive product data gain immediate advantages: Brands Using Product Data for Resale:

e 40-80% reduction in listing time through auto-populated specifications Some forward-thinking brands leverage existing product databases to

Py . L _ .
» 15-25% improvement in authentication accuracy when reference data streamline resale operations:

available

e One-click listing creation for sellers (scan product code, details auto- . Auto-fill listing data: Product codes instantly populate material

populate) composition, original retail price, care instructions, and detailed

specifications

The infrastructure doesn't exist at scale yet, but early adopters treating . Authentication confidence: Original product data provides

product data as strategic infrastructure are seeing operational step-changes. verification baseline, reducing authentication time and increasing

accuracy
The Hard Problem: Technology Can't Fix Bad Processes « Condition benchmarking: Knowing original specifications enables
precise condition assessment
Al reduces friction but can't replace operational discipline. Speed doesn't « Pricing intelligence: Historical retail price and discount patterns
matter if accuracy is poor. Automation without data quality creates garbage inform optimal resale pricing

faster. Technology without strategy and clear workflows just digitises
dysfunction.
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The Operational Impact:

Brands with product data cut listing time compared to operators working
without manufacturer information. Authentication accuracy can improve
15-25% when authenticators can reference original specifications rather
than relying solely on physical inspection.

Model Application:

» Peer-to-peer models: Product data enables instant listing creation.

Seller snaps product code, all details auto-populate.

» Managed models: Product data accelerates processing
dramatically. Intake operators scan codes, system auto-populates
authentication checkpoints, grading criteria, and pricing ranges.

The DPP Future

If DPPs enable:

One-click listing creation for sellers

Verified product history for buyers

Automated care and repair recommendations

Seamless authenticity verification
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Then adoption follows utility. The brands winning at resale today are
those treating product data as strategic infrastructure, not regulatory
compliance.

Early pilots reveal the challenge: brands report DPPs require extensive
data points per product. The infrastructure doesn't fully exist. Building it
requires coordination across supply chains. The value proposition must
be compelling enough to justify the investment.

Anonymous DPP Practitioner: ’——@

"Maybe the sustainability part is not enough."

The Stack That Delivers

Three layers drive results:
Data Foundation: Clean schemas, validation rules, data consistency.

This enables everything else. Without it, automation amplifies errors. Al
trained on bad data produces bad outputs faster.
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Getting the data foundation right at scale is critical. This means: This creates listing data that's both comprehensive and trustworthy - the
foundation all automation requires.

Standardised attribute schemas across item categories

 Validation rules that catch errors at source Automation Layer: High-confidence routing, exception handling,
e Consistent taxonomy and classification systems workflow optimisation. This eliminates manual work for routine cases
» Quality metrics that track data completeness and accuracy while preserving human judgment for exceptions.

Model-specific:

» Peer-to-peer: Automated seller onboarding, Al-powered listing
creation, pricing suggestions

» Managed: Batch processing workflows, automated photography,
intelligent routing

Trust Layer: Authentication, verification, dispute resolution. This creates
the confidence enabling transactions. No amount of operational
efficiency matters if buyers don't trust sellers.

Model-specific:

Enhanced by: Al-powered listing & operating systems that ensure data

quality from the start. Solutions like Aistetic that extract comprehensive

product data automatically create the clean, structured foundation « Peer-to-peer: Rating systems, buyer protection, dispute mediation

required for all downstream automation. Material detection from label * Managed: Authentication guarantees, standardised grading,

recognition and, for premium authentication needs, hardware sensors professional presentation
(Matoha, Refibered) for label-free precision detection. Manufacturer

product databases for pre-verified specifications.
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Material composition (cotton/polyester/blend)

QUICK WIN:
The Mandatory Fields Audit

Measurements (chest/waist/length for apparel)

Condition grade (standardised A-E scale)

Original retail price (enables pricing intelligence)
Bad data kills automation. Fix your foundation

first. Why this matters: Al trained on incomplete data produces
incomplete outputs. Clean, structured data enables every
Audit your required fields today: downstream automation. This is your foundation.
1.List every data field in your listing process Implement this week: Run a data completeness report on your
2.Mark each as: Required | Optional | Auto-filled last 100 listings. Fields under 80% completion get mandatory
3.Check completion rates: What % of listings have this field validation rules immediately. Fix the foundation.
populated?
4.Add validation rules: Prevent saving until critical fields Policy as Enabler
complete

Focus on these fields first:
Anonymous Circular Fashion Analyst: ,——@
» Category "Most brands still treat resale as a sustainability
o Sub-category / item type initiative, not a core business."
» Brand (exact spelling, validated against taxonomy) , ,
e Size
o Title
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Extended Producer Responsibility forces cost internalisation but
doesn't solve operations. It creates financial incentives for
durability and circularity. But brands still need operational

capabilities to execute.

Some operators ban ultra-fast fashion citing quality concerns. This
improves economics by filtering low-value inventory. But it doesn't
solve the fundamental challenge of processing individual items
profitably.

Path Forward

Fix your data foundation first - clean schemas, validation rules,
consistent taxonomy. This enables everything else. Then add Al-
powered automation that maintains data quality. Finally, build trust
layers on top of that solid foundation. Technology without
operational discipline just digitises dysfunction faster. Start with

the unsexy fundamentals.
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Chapter 9 ¢

The Action Plan -
Solving Hard
Problems First
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What's Working: Fundamentals-First Operators

The operators achieving profitability aren't chasing revolutionary
solutions. They're mastering the basics: data discipline with mandatory
validated fields, standard A-E grading protocols reducing unprocessable
items by 30%, trust signals like verified cleaning badges increasing

conversion 8-12%, and Al-powered listing delivering immediate ROl while

building clean data foundations.

These aren't sexy. But they work. They deliver immediate returns and
enable advanced capabilities later.

The Hard Problem: Everyone Chases Shiny Objects

Operators chase experimental tech, blockchain solutions, and
gamification before fixing basic data capture. They can't answer
fundamental questions: What's our cost per listing? Authentication
accuracy? 90-day sell-through by condition grade?

The quick wins aren't sexy, but they deliver immediate ROl and enable
everything else.

Fix Fundamentals First (0-12 Months)

Data Discipline: Mandatory fields with validation rules. Track exceptions
and post-publish fixes. This creates the foundation for everything else.
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For peer-to-peer: Standardised seller input forms with Al-assisted data
extraction, validation at submission, quality scores influencing search
ranking.

For managed: Standardised intake protocols, digital checklist systems,
and workflows with exception tracking by processor.

Standard Grading: Establish clear A-E protocols. Standard grading
reduces unprocessable items.

For peer-to-peer: Grading education for sellers, visual guides, example
photos at each grade level.

For managed: Professional grader training, calibration sessions, quality
control audits.

Trust Signals: Verified cleaning badges, accurate measurements,
professional photography.

For peer-to-peer: Seller certification programs, measurement tools,
photography guidelines.

For managed: Professional reconditioning services, standardised
photography, authentication guarantees.
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Leverage Al for Imnmediate Impact: Implement Al-powered listing and
operating solutions to reduce friction and improve data quality from day
one. Al workflow solutions that extract attributes, suggests descriptions,
and validates completeness eliminates the manual bottleneck while
ensuring clean, structured data. This delivers immediate ROl while
building the foundation for advanced automation.

Anonymous Marketplace Executive __6

(ex-Maijor Platform):

"Time commitment is the biggest barrier...
too many attributes make listing slow."

Build Advantage (12-24 Months)

Local Operations: Position intake and processing within reasonable
distance of demand.

For peer-to-peer: Regional community building, local meetup events,
neighborhood shipping networks.

For managed: Regional processing hubs, local reconditioning
partnerships, municipal collection points.

Dynamic Pricing: Start with standardised categories where comps exist.
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For peer-to-peer: Al-powered pricing suggestion algorithms, sold-item
comparisons, automated repricing tools.

For managed: Condition-based pricing matrices, markdown automation,

real-time market integration.
Brand Integration: Return-to-resale pipelines improve recovery per unit.

For peer-to-peer: Brand authentication partnerships, verified brand
accounts, official brand stores.

For managed: Direct brand intake programs, authenticated brand

channels, co-marketing initiatives.
Scale Intelligence (24+ Months)

Predictive Operations: Demand forecasting, dynamic routing, yield

optimization.

For peer-to-peer: Predictive search, personalised recommendations,

intelligent notification timing.

For managed: Intake forecasting, capacity planning, yield optimization
by category/season.
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Ecosystem Integration: Seamless primary-secondary market
connection.

Both models: DPP integration, lifecycle tracking, cross-platform identity,

unified customer experience.

Regulatory Advantage: Build compliance into operations rather than
bolting it on.

Both models: EPR infrastructure, traceability systems, sustainability
reporting automation.

Starting This Week

The Quick Win boxes in Chapters 2, 6, and 8 provide immediately
actionable improvements requiring minimal investment. Pick one.
Implement it this week. Measure the results. Then move to the next
fundamental. Operational excellence compounds through consistent

execution, not dramatic transformations.
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Chapter 10
n.ui—-'

The Truth

About Circularity
- Operations,
Not Ideology
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What's Working: Operational Innovation as
Competitive Advantage

The discipline required for profitable resale operations exposes
dysfunction in primary production - but it also creates opportunity.
Companies mastering resale's operational challenges - authentication at
scale, variation management, reverse logistics optimisation, trust
infrastructure - gain advantages extending far beyond circular business
models.

These are capabilities traditional retailers don't have and can't easily build.

The hard problems, once solved, become structural competitive
advantages.

The Hard Problem: Resale Can't Solve Overproduction
The fashion industry produces 80-150 billion garments yearly. The global
secondhand apparel market is expected to reach $367 billion by 2029.

Even optimistically, resale captures perhaps 20% of overproduction.

The math doesn't work. Resale can't be the solution to fast fashion while
enabling fast fashion's business model.
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The Operational Reality

Survey data reveals brutal truth: 75% of listings remain manual,
photography tops bottlenecks, unit profitability stays inconsistent.

The discipline required for profitable resale operations exposes the
dysfunction in primary production. You can't run efficient resale
operations while producing infinite variations of low-quality products. The
operational disciplines fight each other.

“The resale industry talks endlessly about sustainability and
growth, but the operational realities are unforgiving. Unit
economics are often broken, diversification is no longer
optional, and with tariffs and the removal of the de minimis
threshold, many once-profitable businesses are running on

razor-thin margins. Success nhow depends on operational

discipline and not just storytelling."”

@———— Marcel Melzig, CEO & Founder of Circular

Link and a LinkedIn Top Voice
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Two Futures

Anonymous Consumer Strategist: ‘_@

"The consumer will never be purely motivated by

The Margin Machine: Authentic cost accounting showing true
profitability per item. Trust monetisation through verified quality signals. sustainability.”
Selective focus on categories and conditions where economics work.

Operational excellence in authentication, logistics, and processing.
Model examples:
e Peer-to-peer: Vinted's profitable operations through ruthless cost
discipline

» Managed: Vestiaire Collective's premium positioning with
authenticated luxury focus

Model examples:

« Peer-to-peer: Platforms with massive GMV but no path to Three disciplines separate winners from losers:

profitability

. Managed: Brand programs losing money after full cost allocation Radical Focus: Clear business models with understood unit economics.

The choice is binary. You can't halfway commit to operational excellence. Peer-to-peer success: The operator knows exactly what each

Either your cost per item processed is sustainably below your realised transaction costs and what drives seller/buyer behaviour. Complexity is

margin, or you're burning cash. the enemy.

. Managed success: Operators knowing exactly what each processin
What Success Requires g . P R J / '? J
step costs and which categories justify those costs. Everything else gets

cut.
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Trust Economics: Quality commands premiums when properly verified.

Peer-to-peer: Rating systems, buyer protection, transparent dispute
resolution create trust without physical handling.

Managed: Authentication guarantees, professional grading,
standardised presentation create trust through quality control.

Honest Accounting: You can't claim environmental benefit while
enabling overproduction.

Both models: Full cost allocation reveals whether resale programmes
actually work. Most don't once you count processing, logistics,
technology, and overhead.

The Verdict

Resale won't save fashion from itself. The math doesn't support the
narrative. But the operational disciplines required - Al-powered
processing, condition assessment, reverse logistics, trust verification,
demand prediction, multi-lifecycle management - will determine who
survives the reckoning.

2025 Resale Operations Report

These challenges forced innovation beyond traditional retail:

Authentication at scale

Pricing unique items accurately

Processing individual items profitably

Managing reverse logistics economically

Companies mastering these operational challenges gain advantages
extending far beyond circular business models. They understand
variation management, trust building, and logistics optimization in ways
traditional retailers don't.

The Model Question: Peer-to-peer operators mastered liquidity without
infrastructure. Managed operators mastered quality without scalability.
The winners will be those who understand which model suits which
category, condition, and price point - and build hybrid operations
accordingly.

The question isn't whether resale saves fashion. It's whether fashion

learns from resale's operational innovations before the mathematics catch
the rhetoric.
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The Opportunity

This report documents both the challenges and the solutions. The case studies prove the hard problems CAN be solved. Vinted achieved €76.7M profit. Al-

powered solutions are delivering 3x throughput. Local reconditioning is proving immediate ROI.

The question isn't whether resale can work. The question is: will you master the operational disciplines that separate the operators achieving profitability from

those burning cash? The path forward is clear. The fundamentals are documented. The choice is execution.
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RESEARCH APPROACH

Methodology

This report is based on 25 in-depth interviews conducted between May
and September 2025 with practitioners across the entire resale value

chain.

Interview Subjects Included:

o Peer-to-peer platform operators and founders

» Managed marketplace executives and operations managers

» Brandresale program leadersReconditioning and authentication
service providers

 Pricing intelligence and technology solution founders

 Circular fashion analysts and consultants

 Independent multi-platform resellers

All interviews were conducted under conditions allowing anonymous

attribution to encourage honest assessment of operational challenges.

Data Sources

Primary research: Aistetic Resale Operations Survey 2025
Industry reports: ThredUp Resale Report 2025, The Real Real 2025
WRAP UK Textiles Market Report
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Financial data: Vinted Group Annual Report 2024
Client performance: Aistetic implementation data 2024-2025

Geographic Coverage

Interviews span three continents with concentration in UK, Europe, and
North America. Case studies include operators from Sweden, France, UK,
Spain, and USA.

Report Limitations

This report focuses on operational challenges rather than market sizing. It
examines fashion apparel resale specifically, not broader secondhand
categories (furniture, electronics, books). The interview sample
emphasises operational practitioners rather than executives or investors.

Future Editions
This is the first edition. We welcome perspectives, and different views as
well as contributions for future editions from operators willing to share

operational learnings. The intent: to raise, surface and solve these
challenges together. Contact: duncan@aistetic.com
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ABOUT AISTETIC

Aistetic is a University of Oxford spinout building the Al-powered
operating system for resale fashion.

Solution:

Aistetic provides the Al-powered operating system for resale fashion -
three integrated tools that transform how operators build, list, and scale:

ListingEngine™: Photo-to-listing API that instantly transforms photos
into structured product data. Upload images, receive complete listings
with 50+ attributes automatically extracted - brand, style, material
composition, condition indicators, measurements, and more.

SnapFlow™: Lightning-fast listing app that turns phones into photo-first
listing studios. Al-powered auto-fill, QR-based workflows, and integrated

marketplace posting enable listing 100 items in the time it used to take 10.

SalesLens™: Analytics dashboard turning sales data into actionable
insights. Track what sells, optimize pricing, and make data-driven
sourcing decisions.
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Together, these tools write platform-optimised descriptions, suggest
competitive pricing, and ensure data quality through intelligent validation
- delivering the complete infrastructure to scale resale operations
profitably.

The Impact:

e 3x throughput improvement: Reduce listing time from 5+ minutes to
seconds

o 70% workflow reduction: Eliminate manual data entry and repetitive
decision-making

o 80%+ data accuracy: Al extraction eliminates transcription errors and
ensures completeness

» Clean data foundation: Structured, validated data enables pricing
optimisation, authentication workflows, and marketplace intelligence

e Reduced cognitive load: Operators confirm rather than create from
scratch, maintaining quality at scale
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Who We Serve:

o Peer-to-peer platforms reducing seller friction and increasing inventory supply

» Managed operators scaling processing capacity without proportional cost
increases

e Brand resale programs launching with operational efficiency from day one

o Multi-platform sellers managing inventory across channels with consistent,
optimized data

» Boutiques and resellers professionalising operations to compete with platforms

Learn more
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http://www.aistetic.com/
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