Consuiting

Poland & CEE
° Retail _
For Retaill

~ Summit

A Story of Digital Transformation at Moldova’s

TOP 1 Retailer: From Data to Decisions

George Mincovschi,
Chief Business Development Officer
at Moldretail Group



Republic of Moldova é& a place to find yourself . l
MOLDOVA B
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Moldova — a landlocked country bordering
Romania and Ukraine

Occupies an area of 33,483 km? 7.00%
Population approx. 2.5 min

Capital (and largest city) — Chisinau
Chisinau population — 640.000

* Moldovans * Romanians * Ukrainians * Gagauzians

* Russians * Bulgarians * Others



Moldova’s Retail Market Overview 2024

market share

Company Market share 2024 year, EUR
Moldretail Group 34,0% 596 359 501 —
Imensitate (Local) 14,0% 245 128 205 34,0%
Nr.1 11,4% 200 512 821 4,0%
Metro 9,5% 166 105 115 Kautiand
Kaufland 8,9% 155 882 051 8,9%
Rogob 4,0% 70779 026
Pegas 2,0% 35571751 Metro

o Imensitate
* the share of organized retail in the total market amounts to 45% I?I:f 14,0%
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Moldretail Group Overview

For over 20 years, Linella has been a pioneer of modern retail in
Moldova. Moldretail Group continuously invests in advanced
technologies, software solutions, including self-checkouts, modern
commercial equipment, a centralized cooling system, new lighting
technologies and of course people.

The company strives to open and develop new stores to provide
customers with the best possible shopping experience.

over 260 stores L 600M EUR
in different formats ol0 annual turnover
@YE 5500
employees
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Moldretail Group - Linella

e Linella [400-600m?, 4000-8000 SKU]
e Super Linella [600-1500m?, 8000-12000 SKU]




Moldretail Group - CIP

e 270-600m?, 2200-3700 SKU




Moldretail Group - FIDESCO

e 100-250m?, 2500-3000 SKU
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Moldretail Group - BRAVO

e 1500-2200m2, 12000-16000 SKU




Key Challenges Before Transformation

1  INEFFECTIVE ASSORTMENT
management due to rapid growth
and a large product portfolio

4  INEFFICIENT SHELF AND STORE
SPACE UTILIZATION, leading to
frequent replenishments, out-of-
shelf, and overstock situations

7  ORDER QUANTITY ERRORS AND
DELAYS IN REPLENISHMENT
planning, missing opportunities for
better purchasing terms

TIME-CONSUMING, MANUAL
ASSORTMENT UPDATES leading
to errors

LACK OF HIGH-QUALITY DATA
for sales, product attributes, and
analytics-based planning

DECISIONS ON ASSORTMENT
AND REPLENISHMENT MADE
BASED ON INTUITION or
individual expertise rather than
data-driven insights

INACCURATE DEMAND
FORECASTING causing ordering
mistakes and inventory issues

FAILURE TO ALIGN ASSORTMENT
WITH LOCAL CUSTOMER
preferences, reducing sales
potential

OVER-RELIANCE ON MANUAL
PROCESSES without system
support, making scaling and
optimization difficult
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Key Challenges Before Transformation
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Strategic Objectives of the Project

Data-Driven
Decision Making

Utilize insights to align
assortment with customer
behavior and market trends.

Adaptability to Market Changes

Maintain flexibility to quickly
respond to evolving consumer
demands and economic shifts.

Optimizing
Product Assortment
Tailor the product mix to meet

local preferences and improve
customer satisfaction.

Promotion Effectiveness

Ensure well-stocked and
strategically placed
promotional items to drive
sales.

Inventory Management
& Stock Optimization

Minimize stockouts and
overstock situations, ensuring
product availability.

Profitability Improvement

Focus on high-margin products,
reduce markdowns, and
enhance inventory turnover.



Areas of the transformation Project

Assortment
Management

Business
Intelligence
(Sisense)

Category
Management MPos

FrontOfiice

=
Commerce

Warehouse Financial
Management Space Planning

WMS HR

Retail Data - :
ersona
Master N System Cabinet

Linella Task

Forecast & Tender Manageme
Replenishment nt

Price

Management Allocation




Path to selection

¢ Symphony Consulting

NUMSERZ

DATA BECOMES PROFIT

RETAIL | CPG

Deep Specialization in Grocery Retail

the solutions designed specifically for the unique needs of
grocery retailers

Comprehensive End-to-End Coverage

a broad range of retail operations seamlessly integrated for
efficiency

Robust Resource Base & Regional Expertise

a strong team of experts and extensive project experience
across the CEE region, ensuring effective support and
localization

Al-Driven Optimization & Predictive Analytics

leveraging Al and machine learning for smarter decision-making
and improved outcomes

For Retail

Retail Experts with Hands-on Experience

a team with deep retail industry knowledge, capable of
addressing real operational challenges

Local Presence & Rapid Support

regional availability for faster response times, staff training, and
ongoing support

Proven Digital Transformation Success

over 200 successful retail transformation projects

Cross-Process Integration & Data-Driven Strategy

expertise in building unified data exchange architectures for
seamless system integration



Implementation journey: approach & stages

1 Stage 1: Quick Wins [gaining results]

® Assortment & shelf planning
optimization

e Store planogram management

e Stock replenishmentin stores

2 Stage 2: Operations [in progress]

e Warehouse replenishment & WMS
® Store operations & ERP integration

3 Stage 3: Planning [planned]

® Promotion Planning & Management
e Advanced Pricing




Transformation

Challenges & Solutions «‘ gg’ﬁ‘&
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Challenges:

® Resistance to change

e Data Quality and Lack of Standardization

® Lack of a Clear IT Strategy

e Limited Time for Implementation Due
to Operational Workload

e High Volume of Inquiries from

Operational Staff




Transformation Challenges & Solutions

1. Resistance to Change from Employees

% Challenges /| Solutions
® Employees are hesitant to adopt new systems e Early engagement: Communicate benefits
and processes. and involve staff from the start.
e Staff are accustomed to legacy workflows, e Training & support: Regular workshops and
making transitions difficult. hands-on training.

e Lack of confidence in using new technologies. ® Quick wins demonstration: Show tangible
® Previous unsuccessful IT transformation benefits through pilot implementations.
attempts: Failed past implementations create
skepticism and reluctance.



Transformation Challenges & Solutions

2. Poor Data Quality and Lack of Standardization

/ Challenges [ Solutions
e Data scattered across multiple sources (Excel, e Centralized data management: Implement a
outdated ERP, manual records). Retail Data Master system.
® Inaccurate data affecting analytics and e Continuous data monitoring: Establish
automated planning. ongoing quality control processes.
® Inconsistent product attributes, inventory e Automated data cleaning: Use Al to

levels, and pricing. standardize and validate data.



Transformation Challenges & Solutions

3. Lack of a Clear IT Strategy

& Challenges /M Solutions
e |T solutions implemented as isolated fixes e Develop a digital transformation roadmap:
rather than part of a broader strategy. Plan phased implementation.
e Misalighment between new technologiesand e Align IT investments with business KPIs:
business goals. Focus on measurable impact (e.g., reducing
e Limited understanding of how IT systems out-of-stock).
contribute to business processes. e Modular implementation: Integrate new

technologies step by step.



Transformation Challenges & Solutions

4. Limited Time for Implementation Due to Operational Workload

?{ Challenges Solutions
e Employees are too busy with daily tasks to e Allocate a dedicated implementation team:
focus on IT transformation. Temporarily free key employees from
e Key personnel struggle to balance operations operational tasks.
and system adoption. e Engage external experts: Outsource specific
@@@ 29 people tasks to reduce internal workload.
,Q,Qp\ Moldritail Group’s e Structured rollout plan: Balance daily

project team now operations and transformation efforts.



Transformation Challenges & Solutions

5. High Volume of Inquiries from Operational Staff

B3] Challenges £ Solutions
e Store and warehouse employees require e Create an internal competence center:
constant support during IT adoption. Establish a first-line support team within the
e Over-reliance on IT providers for company.
troubleshooting. e Train superusers: Develop in-house experts

to assist their teams.
e Provide documentation & training materials:
Ensure easy access to self-help guides.



" Real-World Process

1 Optimized Assortment Selection & Automation

- Planogram & Space Optimization

Automated Demand Forecasting & Stock
Replenishment

= Ordering Process Automation



Key Results Achieved
95% 5-10% 1.5-2.3%

Demand forecast accuracy Sales growth in key categories Margin improvement
% 91%
20 70% 1%
Inventory turnover days Automation Promo

from 27 to 20 of planning processes stock availability




Key Success Factors

Process Audit & Optimization People & Knowledge Transfer

ldentifying and redesigning workflows 9 Key user training

Leadership & Cross-Team Alignment Competence Center

Executive support and clear ownership Post-project support team

e Change Management includes phased implementation & monitoring
e People & Knowledge Transfer includes ongoing coaching for long-term success

e Competence Center includes first-line internal IT support



Retail Digital Transformation Checklist:
A Practical Roadmap to +10% Sales & +95% Forecast Accuracy

Inspired by Moldretail’s Group Success Story with Consulting4Retail

&%

° STEP-BY-STEP
o CHECKLIST

We've turned our experience into a free, actionable checklist.

Scan to get your copy — no strings attached.



George Mincovschi

Chief Business Development Officer

at Moldretail Group Moldova

e-mail: gheorghe.mincovschi@moldretail.md
phone: +373 60 51 00 05

Dmytro Furchak

Head of Business Development
at Consulting4Retail

e-mail: dfurchak@c4r.eu
phone: +48 533 672 635
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