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EXECUTIVE SUMMARY

Retailers are racing toward AI-driven commerce but most are on a collision course with failure. 
Without clean, structured product and customer data, AI doesn’t amplify your business, it magni-
fies your chaos. Gartner predicts that by 2025, 60% of AI projects will be abandoned due to lack of 
AI-ready data.

The brutal truth? You don’t have an AI problem. You have a data problem.

Retail CIOs and CTOs must rethink AI not as a standalone technology, but as the outcome of 
orchestrated information architecture, governance, and systems integration. Only by grounding 
AI initiatives in structured knowledge can retailers unlock better customer experiences, reduce 
returns, and drive sustained revenue growth.
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THE NEW IMPERATIVE: AI-ENABLED CUSTOMER EXPERIENCE

AI promises much to retail: hyper-personalized experiences, dynamic pricing, smarter inventory 
management, and predictive customer engagement. Yet few companies realize these ambitions 
because they treat AI as a bolt-on tool rather than a systemic capability that must be engineered 
into the business fabric.

Retailers that master AI systems integration will dominate. Those who don’t will hemorrhage 
customers to competitors who deliver faster, smarter, more personalized experiences—and do so 
at scale.

Integrated AI enables measurable improvements: reduced cart abandonment, lower return rates, 
increased loyalty, and an agile response to shifting market dynamics. Conversely, fragmented 
systems and bad data lead to disjointed experiences, customer frustration, and escalating opera-
tional costs.

In the race for relevance, half measures will fail. Retailers must choose: build AI ecosystems on a 
foundation of structured knowledge or be left behind.

WHY AI EFFORTS FAIL: THE RETAIL DATA AND SYSTEMS CRISIS

Retailers face an invisible crisis. On the surface, they are investing heavily in AI pilots, personaliza-
tion platforms, and digital transformation initiatives. Yet underneath, critical weaknesses persist:

First, inaccurate product data undermines trust. When shoppers see incomplete specifications or 
mismatched attributes, confidence erodes and returns rise.

Second, fragmented customer data cripples personalization. Without a unified customer view, AI 
recommendations miss the mark, offers misalign with intent, and loyalty programs falter.

Third, disconnected analytics and AI undermine operational decisions. Inventory forecasting 
remains a guessing game, and dynamic pricing engines flounder without real-time data streams.

Gartner’s warning is clear: 60% of AI projects will fail by 2025 if organizations do not address 
these foundational issues. In retail, where complexity spans SKUs, suppliers, and omnichannel 
customer journeys, the risks are even greater.

The lesson? AI is only as good as the information architecture it rides on.
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FOUNDATIONS FOR SUCCESS: THE INFORMATION  
ARCHITECTURE IMPERATIVE

There is no AI without IA.

Information architecture, not just technology, must be the centerpiece of every retail AI strategy. 
Without it, AI amplifies chaos, not intelligence.

Retailers must invest in:

• Unified Taxonomy: Standardized product attributes, categories, and merchandising logic to 
ensure findability and consistency.

• Enterprise Ontology: Mapping relationships between products, customers, channels, and 
services to unlock dynamic personalization and relevance.

• Metadata Standards: Building reusable metadata models to ensure interoperability across 
PIM, DAM, CMS, CRM, ERP, and emerging AI platforms.

• Governance Programs: Implementing stewardship, ownership, and quality scorecards to 
maintain data integrity over time.

A senior retail CMO put it best: “We spent millions upgrading technology. Looking back, I’d get the 
taxonomy right first.”

Retailers who heed this lesson will turn structured knowledge into competitive advantage. Those 
who ignore it will pay the price in abandoned carts, lost customers, and stalled AI initiatives.

STRATEGIC PLAYBOOK: BUILDING RETAIL AI SYSTEMS THAT DELIVER

AUDIT AND CLEANSE DATA FOUNDATIONS

Start by identifying data fragmentation across product, customer, and inventory domains. Cleanse, 
normalize, and align around a single semantic model.

The payoff? 20-30% improvements in personalization accuracy and double-digit lifts in customer 
satisfaction.

BUILD A SEMANTIC LAYER FOR INTEROPERABILITY

Create an enterprise-wide ontology that bridges platforms and enables cross-functional AI. 
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Connect PIM, DAM, CRM, and ERP not just through APIs, but through a shared understanding of 
“what” the data represents.

Result: Improved product discovery, lower abandonment, and scalable personalization.

RATIONALIZE SYSTEMS THROUGH API-DRIVEN INTEGRATION

Rethink system architecture around composability and portability. Use APIs to synchronize clean, 
tagged data across channels without duplicating silos.

Outcome: Faster time to market for new initiatives and fewer inventory management errors.

EMBED GOVERNANCE TO SCALE AI SUSTAINABLY

AI initiatives must be governed by design, not bolted on after the fact. Stewardship, quality 
metrics, and agile governance frameworks ensure that AI models evolve with your business 
instead of drifting into irrelevance.

Result: Higher AI project success rates and lower operational firefighting.

ALIGN AI TO BUSINESS OUTCOMES

Tie every AI initiative, from product recommendations to supply chain forecasting, to revenue-driv-
ing KPIs: conversion rates, average order value, churn reduction.

This transforms AI from a cost center experiment to a revenue engine.

PROOF POINTS: CASE STUDIES IN ROI

PETSMART: STRUCTURING DATA, ELEVATING EXPERIENCES

By overhauling their eCatalog taxonomy, PetSmart improved customer experience index scores 
and enabled more effective personalization across digital touchpoints.

INDUSTRIAL SUPPLIES RETAILER: TAXONOMY THAT DRIVES SALES

This enterprise streamlined product navigation, reduced cart abandonment, and increased conver-
sion rates by redesigning product data taxonomies and metadata structures.
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OMNICHANNEL RETAILER: CONNECTING THE CUSTOMER JOURNEY

Through structured product and customer data integration, this Fortune 50 retailer enabled seam-
less cross-channel fulfillment, boosting loyalty and average order size.

These examples are not outliers. They are blueprints.

THE COST OF INACTION

Inaction is a strategy—a bad one.

Retailers that fail to reengineer their information and systems architectures will face escalating 
returns, rising customer acquisition costs, operational inefficiencies, and stalled AI initiatives that 
sap investment without delivering results.

Retailers who delay will lose not only revenue, they will lose relevance.

FUTURE-PROOFING RETAIL AI ECOSYSTEMS

Retailers who succeed at AI integration will treat information architecture as strategic infrastruc-
ture and not as an IT project. They will:

• Build AI systems on clean, connected, governed data.

• Pilot high-ROI use cases first: personalization, inventory optimization, customer service 
automation.

• Scale thoughtfully, measuring outcomes relentlessly against revenue and CX goals.

Retailers who master these disciplines will not just survive, they will define the future of digital 
commerce.

The choice is clear.

The market will not wait. Customers expect seamless, personalized, 
and consistent experiences and they will find them elsewhere if 
retailers cannot deliver.
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ABOUT EARLEY INFORMATION SCIENCE

Earley Information Science is a specialized professional services firm. 
We support measurable business outcomes by organizing your data – 
making it findable, usable, and valuable.

Our proven methodologies are designed specifically to address product 
data, content assets, customer data, and corporate knowledge bases. 
We deliver scalable governance-driven solutions to the world’s leading 
brands, driving measurable business results.

Ready to architect your AI-driven future? The first step is simple: Align your information strategy 
with your business growth goals. Contact EIS to learn how structured knowledge can fuel your 
next wave of innovation and revenue growth.
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