
The future of Retail and 
Consumer Product is 
happening in China NOW



Retail may need fewer 

stores – but better ones

AI automation 

decouples HQ head-

count growth from 

revenue growth

AI shopping agents 

become the new front 

door to Retail

Price transparency 

fragments baskets and 

breaks traditional pricing

Retail media and 

marketplaces may be 

fundamentally 

challenged

Scale advantages 

become even stronger

Algorithmic pricing 

creates trust risks

10 global trends in retail 

01 02 03 04 05

Hyper personalization 

at all touchpoints finally 

gets real 

The path from trend to 

shelf gets dramatically 

shorter

Autonomous delivery 

rewrites last-mile 

economics

5 Disruptive threats

5 Disruptive opportunities

07 08 09 1006



When agentic 

commerce meets 

quick commerce, 

shopping 

experience can be 

revolutionized 



The story you know: eCommerce penetration is high in China

Note: 1. Commodity retail excl. auto and petroleum products; 2. others include categories of jewelry, medicine, office goods, sports goods, books etc. 

Source: National Bureau of Statistics; Euromonitor; lit search; Bain analysis

China retail market1 by category by channel (2025, T USD)

US$ ~5T

eCommerce 
& O2O

Hypermarkets
& supermarkets

Traditional trade &
Specialist stores

2025

37%

32%

31%



The story you may not know: Market is quickly shifting to quick 

commerce

Unplanned

Planned One-stop replenishment Fast top-up at no delivery 
expense

Budget stock-up

Late-night convenience Night/lazy/rush/
private needs

Impulse trial

Shopper

mission

Purchase channels
Offline O2O Online

O2O platform / flash warehouse O2O

Flash warehouses + merchant 
networks led to more SKUs, 

broader reach

Subsidies narrow price gap



When delivery is 

instant, the basket 

breaks

# of items per basket 

Traditional 

hypermarket 6-8

12-18

3-4

Quick 

commerce



Source: QuestMobile; Analyst reports 

China’s media 

spend has moved 

online 



Alibaba and Douyin 

(Tiktok) are 

practically retail 

media companies

(2025, B USD)



100+ user tags

400+ micro-segments

Daily review and optimization 

000’s of marketing 

combinations

Hyper-

personalization is 

becoming an 

operating system



But personalization can create trust risks

Source: social listening (24 months data by Jun.10); RED survey 2025

I deliberately search for 'clearance,' 'free shipping,' and 'near-

expiry’.  This is my 'Cyber-Poverty’ disguise”

Xiaohongshu (Red Note) User

68% 
loyalty consumers complained or sought refunds after 

learning they paid more than others

Perceived algorithmic price discrimination 

eroding consumer trust

Consumer countermeasures 

are undermining the quality of platform data



AI is reshaping the “carbon-based life form” organization set up 

To:From:

# of 

headcounts 1

7

49

343

2401

…

Or even: 

Silicon-based

‘Carbon-based’ pyramid
Hybrid structure of humans 

+ agents
One-Person-Company (OPC)

Carbon-based

Entrepreneur

Agents



Path from trend to shelf gets dramatically shorter

Leading retailers’ new innovation approach for own brands

New products in 

mature categories
Light modification

New ingredients/ 

new processes

Stronger 

matcha 

flavor

New 

yogurt 

flavor

Dried durian 

snack

20-45 days 6 months+45-60 days



Robots and drones are gradually taking over last mile delivery 

Robots from warehouse 

to last mile

Drone deliveryIndoor delivery robots

Robots fulfillment 2+% of total fulfillment orders

~135M robot-delivered orders

25-50% order penetration for key areas (e.g., closed campuses) in pilot cities



Develop & deploy your 

ecosystem strategy

Re-imagine your 

future network

Invest to build proprietary 

assets for competitive 

advantage

AI-enable your consumer 

touchpoints

Give customers (& agents) 

more reason to choose you

Turbocharge all your 

teams with AI

Imperatives for retailers to survive, thrive and win

01 02 03

04 05
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China Consumers: Value is under scrutiny – but love still pays

Healthiness & ConvenienceEmotional Value Culture Identity

8x 20x

100-400% 
premium

50-100% 
premium

40% 
premium

~20% CAGR



CPGs: Win the prompt, or miss the shortlist

L L M  P R O M P T S #1 #2 #3

Best affordable anti-

aging set

Best gentle cleanser 

for sensitive skin

Best skincare for 

eczema-prone skin

Best affordable 

sensitive skincare

Best fragrance-free 

skincare

Local players



Big bets to win with the future winners

#1 Beauty brand on Douyin in 2024 & 2025



Reimagine business model and reconstruct trade via digitalization

AI visualization for 

demonstration



Reimagine business model and reconstruct trade via digitalization

Revenue in 2nd year 

post-launch

$450

Ongoing scan coverage

160M+

Consumers

2.8M+

POS

2,700+

Distributors

Company revenue ($B)Company revenue growth New product launch Ongoing scan coverage



How can we get better

at thriving in 

uncertainty?

New frontiers, new 

penetration curves
What’s your next frontier for increasing 

penetration?

Scale 

insurgency
Are you clear on where AI will unlock 

your Scale Insurgency?

Six strategic questions to help CPGs navigate the future

Tattoos and 

love letters
Where will you re-ignite 

consumer love?

Better

to Best
What strengths will you turn into 

superpowers?

Retail 

reimagined
How will you help shape retailing’s 

future?

01 02 03

04 05



T H A N K  Y O U
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