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Executive Summary

With consumer demand for furniture flagging and tariffs still reshaping costs, 2026 is set
to be a year when evolution, innovation, and new approaches to technology are all
required to fuel any growth ambitions in our sector.  

With the potential cost savings it can deliver - but also the speed necessary to keep
pace with the evolving buyer - AI has gone from being a chance to experiment, to a
vital strategic imperative. In 2026, smart and effective deployment of AI will be the
primary driver of competitive advantage in furniture commerce; the engine behind the
next major productivity leap. 

The question retailers face is no longer whether to deploy AI in their customer
engagement strategies, but how to do so in ways that scales the benefits without
eroding accuracy and trust. Scepticism in the market will come from players that have
invested in AI without a well-defined strategy in previous years and have seen little in
the way of results.

Visual Commerce
Becomes a Strategic Moat
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Between macroeconomic caution, supply chain complexity, and rising tariffs on key
imports, the brands that win will be those who focus on extracting maximum value from
every digital interaction. Micro-details that drive conversion optimization, speed of
‘content-to-customer’, and trust-building visuals will become key industry metrics. 

Yes, trust. As ever, it’s a challenge to measure and track, but trust will be the difference
while the ‘big-ticket softness’ reported by Investopedia in November 2024, remains
largely unmoved more than a year later. 

As we approach 2026, high-consideration, big-ticket purchases like furniture will
continue to rely on buyer trust. That trust won’t come from blunt discounting ‘strategies’.
Instead it’ll come from realism, configurability, and control. That’s why the brands
gaining share are doubling down on visual commerce: turning the product detail page
(PDP) into a fully shoppable showroom, where customers can rotate, configure, and
drop furniture into their homes with AR.

This report lays out the macro-context and six visual trends shaping the next 12-18
months of furniture commerce.
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https://www.investopedia.com/lowes-sales-profit-top-estimates-despite-continued-big-ticket-softness-8747170


Chapter 1

In October, The Financial Times reported Ikea’s shift to US-based production as a
protective move against such tariff volatility.

Such instability results in a market where little is predictable. Furniture brands can no
longer assume volume-driven growth. They need to optimize for higher conversion per
visit and lower return rates.

Uncertainty also continued its influence and impact on trading outside of the US.
Consumers across Europe eyed the changing picture regarding US tariffs and trading
relationships with as much confusion as concern. 

In parallel, trade tensions escalated.
New US tariffs on upholstered goods, vanities,
and cabinetry disrupted pricing models for many
import-heavy retailers. As recently as September 2025, financial and investment news
magazine Barron’s was still reporting on how tariffs on cabinets, vanities, and
upholstered goods were impacting public furniture names and complicating sourcing.

In 2025, we saw continued volatility in furniture orders.
Accountancy firm Smith Leonard’s May 2025 Furniture
Insights reported that April orders were down 9%
year-on-year. Elsewhere, leading indicators pointed
to slowing residential demand, compounded by
inflation and interest rates remaining stubbornly
high across both the US and Europe.

Global Market Context: Demand Remains
Uneven Under Tariff & Macro-Pressure
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Even without tariff-shaped worries, economies across the world were affected by wage
compression that was, in turn, a result of the rapid emergence of LLMs increasingly seen
as replacements for manual jobs. 

In the UK, the Office of National Statistics flagged falls in household goods stores in June.
Any minimal recovery in retail volumes in Q3 were skewed towards items like clothing.
Furniture and household goods remained soft. 

In France, the furniture market inched back into modest growth late in the year: +0.6%
value in September and +1.4% for Q3 2025 according to figures from the CNEF monthly
panel of furniture retailers.

Germany’s furniture industry had a weak H1: revenue dropped −5.1% between January
and June compared to the same period a year earlier. Guidance from Verband der
Deutschen Möbelindustrie, the main industry body representing German furniture
manufacturers, expects revenue to settle at -3% for the full year in 2025. That’s an
improvement on the −7.8% revenue loss made in 2024 but still makes for difficult trading
conditions for retailers. 

The most successful online retailers globally, were able to create opportunities by
localizing their content pipelines, which helped increase flexibility so they could easily
support seasonal collections, customizable SKUs personalized by online shoppers, and
faster merchandising overall.

Six Trends That Will
Shape Furniture & Visual Commerce in 2026
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Chapter 2

With demand so impaired and buyer caution so high, the race in 2026 won’t be to the
lowest price, but to the clearest representation of customer experience and joy.

In eCommerce, photorealistic imagery, real-time configuration, and contextual product
experiences are now among the top levers of conversion.

JB Hunt Transport Services reported demand for its "final mile" delivery was depressed in
2025, amid sluggish sales of furniture and other big purchases.

Furniture firms themselves were tested by what an upholstery firm executive called
"historically low" demand for home furnishings.

All this means furniture brands can no longer afford to waste high-intent visits on
subpar PDPs.

Even retailers who come to Cylindo believing themselves to have a strong product
visualization strategy - more than static images - experience an average jump of 13.6%
in conversions after using our platform. 

In an era of cautious consumer spending, brands offering rich, accurate, visual and
interactive buying experiences are the ones best navigating through the gloom.

TREND: Visual Experience Joins Price and
Promotion as Primary Conversion Lever
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At Cylindo, we see clients using our full product suite of rich product visualization
converting 35% or more compared to those using static image counterparts.



Chapter 3

In furniture, precision matters. A photorealistic sofa adds no value (indeed only serves to
harm your reputation and brand) if the fabric grain, leg finish, or modular assembly
don’t match reality or, worse, if AI makes up product elements that don’t actually exist. 

That’s the challenge Cylindo sought to overcome with the recent launch of Quickshot: a
generative AI tool that creates lifestyle imagery at scale, using SKU-correct product
visuals in real settings. 

TREND: Scaling Enterprise AI Content,
Without Sacrificing Precision
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Shorter product cycles mean visual content must be generated in days, not weeks
Tariff changes and other global pressures require rapid SKU localization
AI must integrate with accurate base assets (not generic imagery)

Why it matters

Enterprise AI tools for retailers must deliver speed of content for online consumers
without sacrificing visual truth. 

Boardroom interest in tools that compress the cost and time once invested from
photoshoots and manual CGI is on the rise. When costs of photoshoots can reach up to
$100k, only to produce a handful of depreciating imagery, the appeal of tools that
replicate shoots for a fraction of the cost while allowing for infinite imagery and can be
updated instantly is obvious. Care is needed however. Solutions that don’t guarantee
accuracy at SKU and configuration level simply can’t be considered enterprise-ready. 

https://www.chaos.com/press/chaos-redefines-ai-imagery-for-furniture-with-the-launch-of-cylindo-quickshot?srsltid=AfmBOorQsduU4t2g8BSeUdgY9s4nPF_8ail2WStzWyYfcIVDMNXNR2uf


Chapter 4

These were the drivers behind Cylindo ensuring the use of our 3D Master Assets as the
structured product data to feed into our generative AI tools, ensuring AI has the exact
info it needs to keep your products accurate.

We have evidence that our Cylindo Studio product regularly saves clients up to $100K
per year, while allowing every configuration to be visualized and as many images as
desired. But accuracy is and will always be a key element of what is becoming the
performance function of ‘visual operations’.
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TREND: Omnichannel Goes ‘Visual-First’
and Consistently Orchestrated

As your customers bounce between
Pinterest, Amazon, third-party retailer
sites, mobile apps, and stores before a
purchase, your job is to ensure what
they see remains consistent across
every touchpoint.

This forces furniture brands to
standardize around centralized visual
operations. 

As asserted in our Cylindo Omnichannel
Readiness eBook:

“Visual assets need to be consistent across PDP, marketing,
in-store, and AR. Disjointed content erodes trust.”
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Using CMS-like platforms like Cylindo Curator to push updates across all platforms
Replacing duplicated image creation with orchestrated asset deployment
Ensuring every product touchpoint reinforces expectations
Staying on trend and timing their visual asset deployment to each individual channel,
rather than orchestrating everything at a broad level.

Winning brands are

Inconsistent imagery costs conversions. Visual orchestration protects brand trust.

In what accountancy firm Leonard Smith described in 2025 as “a mini-recession” in
parts of the furniture industry, consistency of imagery and rapid activation across
channels become a true operational edge. 



Chapter 5

Furniture shopping is emotional and deeply personal. Yet most industry product pages
still show a single generic configuration.

Leading retailers now serve personalized visuals that adapt in real time to the user’s
style preferences, regional inventory, and budget.

Design taste is evolving, as is the consumer’s confidence to stretch furniture retailers to
help produce customized designs in bolder forms and colors. 

Intelligent PDPs that re-order image stacks and configurations by shopper intent
represent the next frontier of conversion efficiency according to market commentators.

In a world where consumers are used to being able to customize everything from
wedding gifts to kids’ sneakers and backpacks, ‘bespoke’ and ‘personalized’ are the new
standards in consumer goods. 

Furniture retailers should welcome the challenge. The more that buyers can become
involved with designing their piece, the more emotionally invested in it they will be -
creating a ‘lock-in’ effect. 

Cylindo’s Curator product allows retailers to order thumbnails and images as they see
fit. Visitors are more likely to convert when what they see reflects what they’re likely to
want. Visual configuration replaces dropdown menus as the new guided selling
standard.

TREND: Personalization Will be
Visual and Real-Time
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Chapter 6

As growth moderates and sourcing volatility rises, CFOs are no longer tolerating “soft”
marketing investments. Visual content pipelines must now demonstrate ROI; not only in
conversion and AOV but also in returns, content speed, and margin protection.

Global furniture growth has plateaued, and scale alone is no longer enough to win.
With the outlook steady but not explosive, efficiency and differentiation, not expansion,
are now the real competitive advantages.

The outlook is steady but not explosive, elevating efficiency and differentiation over raw
expansion.

According to Future Market’s report Furniture Market Analysis - Size, Share, & Forecast
Outlook 2025 to 2035, the furniture market is expected to grow at a CAGR of just 2.4%
between now and 2035; flat in inflation-adjusted terms. Along with the cost volatility
from tariffs and raw materials, such forecasts are sharpening C-suite attention on
operational levers that protect margins.

Visual content remains a powerful yet underestimated driver of both price and
customer satisfaction.

TREND: Visual Commerce ROI
Moves into the Boardroom
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In 2025 CFOs began to interrogate visual investments not as “creative” spend, but as
measurable infrastructure. According to reports, boards at several major public
furniture retailers recently initiated reviews of digital content cost-per-unit and its
impact on returns and inventory aging.

Cylindo clients are already tying content performance to financial metrics. For
example, Life Outdoor Living saw an 83% year-on-year increase in eCommerce
share - a 44% boost in average order value - and saved €130–150k annually by
replacing traditional photo shoots with Cylindo’s scalable visualization tools.

More than merely ‘brand’ wins, these are financial imperatives that sit squarely in
board-level conversations.

Amid the expected continuing global economic uncertainty in 2026, it will become
more important than ever for furniture retailers to lean into tech as their key route to
scale. Brands winning internal budgets won’t just be producing beautiful visuals for
the sake of aesthetics, but measuring how those visuals reduce CAC and improve
efficiency growth, drive upsell, and cut returns. Visual commerce is now a boardroom
lever rather than a marketing flourish.
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Top-performing Cylindo customers benchmark asset performance by region,
channel, and category. Retailers like Life Outdoor Living now model AOV uplift
(+44%) and online revenue growth (+75%) directly tied to visualization quality.

Giel van Balen, E‑commerce Manager, Life Outdoor Living

Cylindo Guidance

“Buyers needed the confidence that our premium
price matched premium quality. Cylindo’s
visuals remove that element of doubt.”



Chapter 7

AI is the engine behind the next major productivity leap in furniture retail. For global
furniture retailers, it now drives not just visual generation, but margin defense, launch
speed, and merchandising precision. The next wave of competitive differentiation will
be decided by which brands operationalize AI. 

Enterprise retailers adopting AI for visual content operations are cutting visual
production timelines while increasing SKU coverage and PDP accuracy.

This shift is not just about visuals. It’s about closing the speed gap between decision
and deployment. AI is set to play a growing role in how retailers refine assortment, test
pricing sensitivity, and personalize PDP content in real time based on traffic source and
customer intent — a trajectory that aligns with where advanced visual commerce
solutions are heading.

Cylindo Quickshot is purpose-built for this. Rather than generating generic lifestyle
imagery, it composes AI-generated settings using verified 3D product assets, ensuring
accuracy with speed.

Brands that fail to operationalize AI or see it as merely a bolt-on enhancement in 2026
will find themselves outpaced, visually, and commercially.

AI and agentic workflows are the new backbone of enterprise retail execution. Those
retail brands operationalizing AI into their visual commerce stack are already
outpacing their competitors in speed, margin control, and shopper relevance.

TREND: AI Becomes the Primary
Driver of Competitive Advantage in
Furniture Commerce
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“AI workflows are replacing fragmented CGI + Photoshop
cycles. It’s not just faster. It’s finally scalable.”
Cylindo Product Team, Quickshot launch blog

https://www.chaos.com/press/chaos-redefines-ai-imagery-for-furniture-with-the-launch-of-cylindo-quickshot?utm_source=chatgpt.com


Chapter 8

From Cylindo’s work across brand, retail and DTC furniture players, the top performers
work to a common playbook:

In short: Teams are moving from ‘campaign-led’ to an ‘infrastructure-led’ content strategy.

What Leaders Are Doing Now:
Playbook Moves for 2025 to 2026
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 Consolidate tools into a single visual platform
The best teams are moving from stitched-together photo tools and 3D workflows
to a unified platform that handles configuration logic, asset generation, channel
syndication, and performance analytics.

Near-shore or reshore imagery ops
Following the trend in physical supply chains, content operations are coming closer
to home. This reduces turnaround time, adds control, and responds to tariff
volatility.

Treat PDP like a profit system
Top teams now manage PDP content like inventory: they measure active
content coverage, monitor aging visuals, and maintain a pipeline of updates
per product tier.

Automate visualization for promotions
Teams now prepare visual assets for seasonal bundles or color-specific
promotions in weeks, not months, by templating common promo structures
(e.g. “spring dining set,” “outdoor bundle”).

Build dynamic bundles and set-builders
Cylindo clients like Life Outdoor Living are launching interactive tools that
allow customers (and in-store sales teams) to build complete modular
configurations live. These experiences:

1

2

3

5

4

Raise AOV Reduce buyer overwhelm Enable rich omnichannel use



Chapter 9

Cylindo’s platform roadmap and customer guidance for 2026 center on four principles:

Cylindo Outlook – 
Strategic Guidance for 2026
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Platform over point solutions
Visualization can no longer be considered just a “content thing.” It’s a growth
strategy that will impact returns, CAC, AOV, and brand equity. In 2026 it will be a
fundamental and unacceptable business risk to not have a single visual source of
truth across product, brand, and marketing teams.

Speed and scale powered by AI, grounded in accuracy
Tools like Cylindo Quickshot let teams produce dozens of SKU-specific room scenes
in hours—but always anchored in real data (fabric scan, SKU model, dimensions).

PDPs that can do all the work of a showroom
Rich PDPs are now the central merchandising venue. Every pixel on the page,
every zoom, angle, or configuration must guide the shopper closer to
confidence and conversion.

Financial visibility into visual ROI
Successful brands track visual content’s impact with clarity. They know how
much revenue is driven by products with 3D visualization; by how much
returns are lowered by better PDPs and what the cost saving is versus studio
shoots.

1

2

3

4

Cylindo clients use our Curator and analytics modules to reveal that visibility and
embed the findings into monthly business performance reviews.

The next competitive step for any retailer playing catch up MUST be an enterprise
visual platform that guarantees accuracy, orchestrates omnichannel activation, and
proves ROI in the boardroom under tariff- and demand-constrained conditions.
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increase in session length

increase in AOV

return reduction

increase in conversion rate

increase in pages viewed per session

increase in shoppers returning to the website
after using Cylindo.

52.6%

42.0%

40.0%

13.6%

38.1%

120.4%

Cylindo Stats

Using Cylindo drives:



Chapter 10

The question is no longer whether to invest in 3D visualization. It’s whether your
operations are ready to scale it for measurable impact.

Use our Furniture Retailers 2026 Readiness Checklist to ensure you’re set up for success. 

Conclusion: Readiness Checklist
& Next Steps
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Visual Platform Consolidation

Omnichannel Visual Coverage

AI-Powered Content Velocity

PDP Performance Management

Are you still using separate tools for 3D, photography, AR, and PDP updates?
Have you standardized your visual asset creation and delivery?

Do your visuals match across PDP, email, marketplaces, social, and in-store?
Can your visuals be deployed to fit the requirements and standards of
every channel?

Can you generate new visual campaigns in days or hours, not weeks?
Are you confident your AI tools are SKU-accurate?

Are you measuring visual content engagement, aging, and ROI?
Do you have a playbook for seasonal or promotional refreshes?
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Return Rate Defense

 Localization Flexibility

Do your visuals help reduce mismatched expectations?
Have you measured how 3D visualization reduces support tickets or returns?

Can you pivot visuals fast to reflect tariff- or region-specific product mixes?

Retailers who can say yes to all these questions are not just ‘future-ready’: they’re
already outperforming the market.

Request a Cylindo Demo to explore how a scalable, data-driven visual
commerce strategy will impact your teams, performance and bottom line.


