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ABSTRACT

The purpose of the study is to elucidate linkage of the omnichannel retail business model with
innovation and technological advancements. The study is exploratory and qualitative in nature, based
on primary and secondary data sources collected from varied retail sectors such as fashion, furniture,
eyecare, and electronics. The study has used Business Model Canvass (BMC) as a tool for strategic
analysis. The study presents findings about business model and strategies in omnichannel context
from Indian retailers. The findings of the study posit four main dimensions resultant of digitalization
and technological advancements in omnichannel retail, namely omnichannel intensity, organizational
structure integration, operations and supply chain management innovation, data analytics and
intelligence. Cross-channel integration and data analytics and intelligence have been found to be
contributing enormously towards the strategic growth of omnichannel retailers, thus emerging as the
prominent managerial implications of the study.
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INTRODUCTION

The future of the retail landscape is altering with the advent of technology as the report by McKinsey
(2020). The evolving retail sector can be broadly attributed to technology usage in decision making,
customer engagement and big data analytics (Bell et al. 2014; Brynjolfsson et al. 2013; Grewal et
al. 2017). Technology and automation are not only redrafting the business operational models, value
proposition but also changing consumer preferences and purchase behavior. Moreover, consumers are
now increasingly using both offline and online retail channels throughout the purchase journey (pre-
purchase to post-purchase) (Wang et al., 2020), thus making omnichannel retail even more pertinent due
to the accelerating changes in modern consumer behavior. Further, the emerging consumer purchase
patterns require seamless switching across all retail channels, reinforcing the need for a seamless
omnichannel shopping experience. Hence, retailers have also channelized their endeavors towards

DOI: 10.4018/1JEBR.294108 *Corresponding Author

This article published as an Open Access article distributed under the terms of the Creative Commons Attribution License
(http://creativecommons.org/licenses/by/4.0/) which permits unrestricted use, distribution, and production in any medium,
provided the author of the original work and original publication source are properly credited.


https://orcid.org/0000-0003-0885-3692

International Journal of E-Business Research
Volume 18 « Issue 2

omnichannel strategic management, operations management, organizational structure integration and
others (Larke et al., 2018). For instance, IKEA Group (Sweden based multinational furniture retailer)
followed the channel integration strategy extensively, enabling customers to shop in ways that suit
their needs (Zisko, 2019). Notably, the most remarkable change in retailing is integration of multiple
retail channels (Dennis et al., 2016; Grewal et al. 2017; Piotrowicz and Cuthbertson 2014; Rigby 2011)
to offer a ubiquitous experience to customers (Homburg et al., 2015; Shi et al. 2020). Consequently,
omnichannel retail has emerged as the new norm in retail requiring identification of omnichannel
customer engagement and strategic omnichannel retailing (Piotrowicz and Cuthbertson, 2019a).

Furthermore, the recent changes brought about by the Covid-19 pandemic have also altered
the retailing landscape across the globe for both customers as well as retailers. According to new
research by BigCommerce and Retail Dive (2021), around 46% of retail executives have diverted
their investment towards the omnichannel retail strategy, compared to their plans in the pre-pandemic
scenario. The global market for omnichannel retail is projected to reach US$13.46 billion by 2026 at a
CAGR of 6% during 2021-2026, against the backdrop of altering consumer preferences and retailing
modes (Research and Markets, 2021; 360 Research Reports, 2021). Besides, brick and mortar stores
expect their footprints to evolve over the next three years, with nearly 80% of retailers planning to add
both online and offline retail channels to reach out to customers through an omnichannel ecosystem
(Colliers, 2021). Conclusively, omnichannel retail intends to offer a seamless purchase journey across
channels and consistent channel performance to customers; increased sales, customer retention and
competitive advantage to retailers, obtained through synergetic performance across channels (Wang
et al., 2020).

Scholars have attempted to comprehend and explore omnichannel retailing on multiple fronts.
Studies based on different aspects such as omnichannel conceptual understanding (Rigby, 2011),
omnichannel shopping behavior (Lazaris et al., 2014), the role of technology and digitization
(Hagberg et al., 2017), organizational strategy, omnichannel business models (Wiener et al., 2018)
etc. are outcomes of such endeavors. Furthermore, studies have also attempted to identify the impact
of digitalization on the business models of brick-and-mortar retail stores. For instance, Hagberg et
al. (2017) highlighted a prime observation towards the role of digitalization in converting customers
into omnichannel customers. Consequently, the omnichannel retailing strategy has gained prominent
attention among scholars to effectively serve the customers. The strategy has been elucidated as a
transition on multiple fronts of omnichannel strategy such as Customer Relationship Management
(CRM), operations management, marketing management and others (Hansen & Sia, 2015; Picot-
Coupey et al. 2016).

Alongside, omnichannel customer behavior, retail logistics, the impact of technology, transition
to omnichannel and others are the broad research themes that have been studied under the ambit
of demand, supply and strategic aspect of omnichannel retail (Christoforou & Melanthiou, 2019;
Galipoglu et al., 2018; Jocevski et al. 2019). Moreover, the extant studies have also dwelled upon
the omnichannel retailing strategy covering order management, operations management (Zhang et
al. 2018) and optimal pricing (Radhi and Zhang, 2018). In addition, omnichannel retailers often face
challenges while integrating the retail business activities with the process of creating a seamless
customer experience (Zhang et al., 2010). Consequently, leading to discrepancies for retailers in
the business model transition process to implement omnichannel retailing strategy (Lazaris &
Vrechopoulos, 2014; Piotrowicz & Cuthbertson, 2019b).

Therefore, the study of the omnichannel retail business model is critically important to synchronize
customer expectations with organizational performance. Although, the extant literature on omnichannel
business model has focused on business model transitions pertaining to operations (Davis-Sramek et
al., 2020), economic decision-making model for strategic assessment (Hosseini et al., 2018), transition
and interplay between offline to online retail and associated synergies (Wiener et al., 2018) and the
impact of mobile technology on retail business model transition (Liao & Yang, 2020).
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However, the role of technological advancements and business innovation in omnichannel retail
business model context has not been much worked upon by scholars and studies on this aspect remain
rare. Thus, the extant literature lacks a comprehensive understanding of the omnichannel business
model given the context of innovation in the domain. Therefore, our study intends to relevantly
contribute towards the comprehensive inclusion of innovation in an omnichannel business model. The
study intends to answer the following research question: what changes are required in the omnichannel
business model elements while implementing Business Model Innovation (BMI).

To acknowledge the research question, the study employs the perspective of business model and
attempts to identify what qualifies as BMI activities influencing the performance of omnichannel
retailers. The BMI activities identified as dimensions have been grouped and mapped under Value
Proposition, Value Creation and Delivery, and Value Appropriation (Osterwalder & Pigneur, 2010)
as part of Value Network in Business Model Canvas (BMC). The research framework is based on
the interaction of four identified dimensions (part of BMI activities) with the BMC — Omnichannel
Intensity, Organizational Structure Integration, Operations and Supply Chain Management Innovation,
Data Analytics and Intelligence.

The remainder of the research paper is framed to present the theoretical background and literature
on omnichannel BMI, methodology of the study and findings. The findings draw towards conclusion
and implications of the research. The last part of the paper presents theoretical implications and
managerial usefulness of the work along with the future scope of the study.

THEORETICAL UNDERPINNING

Distinctiveness of Omni-channel Retail

Omni-channel is an evolved and integrated form of multi-channel retailing, characterized by a
customer-centric approach (Brynjolfsson et al. 2013; Piotrowicz and Cuthbertson 2014; Piotrowicz
& Cuthbertson, 2019, pp. 58-62; Verhoef et al. 2015). Further, omnichannel retailing is a holistic
approach encompassing strategic orientation towards seamless customer experience (Picot-Coupey
et al. 2016). It encompasses not only different retail channels i.e., physical, online and social media;
rather, also includes mobile channels and varied touchpoints as interaction means with the customers
(Baxendale et al., 2015; Kent et al., 2016; Mata & Quesada 2014). With the backdrop of changes in
retailing, physical retail stores are experiencing re-invention and re-innovation in the omnichannel
ecosystem (Alexander & Blazquez, 2020; Mosquera et al. 2018). Furthermore, the omnichannel
environment is framed with certain crucial aspects related to channel switching, brand loyalty and
decision making (Lazaris, 2014). Notably, channel integration, channel service, product category,
integrated interactions etc., influence customer engagement, thus forming pivotal elements of
omnichannel customer experience (Lee et al., 2019; Shi et al., 2020).

Moreover, omnichannel customer characteristics tend to influence the task-technology fit for
retailers (Haider et al., 2019). As the omnichannel consumer decision- making process is influenced
by impulsiveness and requirements to touch, it offers insights into different consumer buying stages
(Rodriguez-Torrico et al., 2017). In addition, consumer perception not only affects purchase intention
in omnichannel retail (Kazancoglu & Aydin, 2018) but other factors as well, such as service usage
etc. (Shen et.al, 2018).

From the perspective of retailers, omnichannel retailing has evolved as a process and strategy
of customer management through varied channels and touch-points to offer a synchronized and
seamless shopping experience to customers. The degree of cross channel integration (Beck and
Rygl, 2015) and channel service configuration quality (Shen et al., 2018) not only enhance customer
loyalty but also influence retailer’s growth rate facilitating retailer’s strategic decision-making
process (Neslin and Shankar 2009). Primarily, these factors assist omnichannel retailers to address
the 4 Ps — Product (merchandise), Pricing, Promotion and Place (assortment and delivery) (Zhang
et al., 2009). Furthermore, supply chain and operations management holds critical importance for
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omnichannel retailer’s performance in order to reduce uncertainty in channel performance (Saghiri
et al. 2017). The omnichannel distribution system aims to synchronize supply chain management,
operations management, return management, backward and forward integration as well as distribution
network (Herhausen ef al. 2015; Hiibner et al. 2016a). Comprehensively, an omnichannel system can
be observed as an interacting ecosystem of three basic components — omnichannel customer journey,
type of channel and agents (customer or retailer) (Saghiri et al., 2017).

In addition, technology not only influences the customer’s purchase intention and behavior
(Juaneda-Ayensa et al., 2016; Taufique et. al, 2017) but also affects retail business models, primarily
impacting the logistic model (Hagberg et al. 2016). Therefore, technology and innovation have
emerged as key contributors towards integrated customer experience as well as retailer’s excelled
performance (Mosquera et al. 2018). Technology is altering customer experience and retailer’s
offering simultaneously, thus offering value sources and growth opportunities (Subramaniam et al.,
2019). For instance, in-store technology offers an experiential environment and improves customer
engagement (Pantano 2015; Piotrowicz & Cuthbertson, 2014). Thus, assisting the retailers to devise
relevant strategies for customer engagement based on customer satisfaction (Antéblian et al. 2014).
Given the intervention of technology in omnichannel retail, the retailers are thus required to re-work
on the strategy and business model, in order to be strategically competitive.

However, the development in business model approach, given such rapid technological innovations
is quite nascent and requires elaborated understanding and efforts. Technologies such as big data
analytics and Information System (IS) offer customer and market-related insights to accelerate the
process of customer engagement (Kunz et al., 2017) leading to effective strategic management (Huang
and Rust, 2018; Kunz et al., 2019). According to McKinsey (2020), a reboot in omnichannel retailing
is required to focus on several elements such as technology, operating model, people and customer
value proposition. Hence, technological advancements and retail channel propagation have increased
the importance of strategy and business model assessment.

Furthermore, the strategic implementation of omnichannel retail using a business model
perspective is quintessential to implement real-time actions (Casadesus-Masanell & Ricart 2010;
Sorescu et al. 2011). Although, omnichannel retailing can serve as a source of competitive advantage
to retailer given its effective implementation and customer data harnessing (Herhausen et al. 2015;
Ross et al. 2017). However, synergies and tensions between online and offline business models
play a crucial role in omnichannel business growth since the decentralized structures are more
prone to inefficiencies between such business models (Wiener et al. 2018). Therefore, the strategic
implementation of effective omnichannel retail requires transpicuous integration and intertwining
of strategy and business model elements. Nonetheless, the extant retail strategies directed towards
omnichannel transition have emphasized the importance of supply chain management and performance
management (Adivar et al., 2019) lacking a comprehensive integration of strategy and business model
elements. Moreover, the business model innovation (BMI) is farmed by transitions in extant business
activities affecting value proposition, creation and appropriation (Amit and Zott 2010; Sorescu et
al. 2011). Consequently, the present study has implemented the BM perspective that can holistically
explain this transition process.

Business Model Innovation

Business model (BM) depicts an organization’s way of value creation and delivery to earn profitably
(Baden-Fuller & Morgan, 2010). Prior studies have highlighted BM as an overarching view about an
organization’s operational strategies and activities concisely representing it as long-term strategy and
a source of competence (Amit and Zott, 2001; Osterwalder and Pigneur, 2010). Thus, representing
BM as an essential and practical foundation to channelize activities, explore and represent plausible
growth opportunities (Baden-Fuller & Morgan, 2010). With the proliferation of e-commerce,
organizations have transformed traditional business conduct into innovative means (Chesbrough &
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Rosenbloom, 2002), given the fact that dynamic operational environment impels organizations to
adapt and innovate continuously.

Innovations (radical or incremental in nature) in elemental business activities are considered as
business model innovations (Bucherer et al., 2012; Osterwalder & Pigneur, 2010). Across industries,
organizations face challenges such as identification of innovation source, internal coordination issues,
the cost to associated benefit tradeoff, conflict and stakeholder management etc., while transiting
towards business model innovation (Chesbrough, 2010; Karakaya et al., 2016; Visnjic et al., 2018).
Given such exploratory insights, the BM perspective when implemented in an omnichannel retail
context can unravel exceedingly useful and practical insights. The literature review presents consensus
on BM, defining it as “as an organizational framework for value creation, value delivery and value
realization” (Amit and Zott, 2001; Demil and Lecocq, 2010; Foss and Saebi, 2017; Osterwalder
& Pigneur, 2010; Teece, 2010). Therefore, a BM perspective in omnichannel retail will foster the
identification of business model innovation sources, given the advent of technology and digitalization
in retail.

Researchers have highlighted different themes and innovative approaches for retail business
models, categorized as value creation and value appropriation (Sorescu et al. 2011; Zott and Amit,
2010). However, technology has emerged as an important source as well as the driver of BMI (Meuter
et al. 2005; Padgett and Mulvey 2007; Sood and Tellis 2010) impacting business model elements
(Kang, 2018, p. 154; Kunz et al., 2019; Wiener et al., 2018, p. 23), thus altering retailer’s strategy
and associated business elements (Magretta 2002; Sorescu et al. 2011; Rusanen, 2018). A BM
perspective integrates the back end (operational aspect) of the firm with the front-end performance
(customer-oriented) (Adivar et al., 2019, p. 261). Further, the extant literature on BM also highlights
that retail channels (supply-side) and value creation for customer experience (demand side) form a
quintessential part of BM (Massa et al., 2017; Piotrowicz & Cuthbertson, 2019b). Alongside, the
effective implementation of omnichannel retail offers sources of competitive advantage to retailers
(Piotrowicz & Cuthbertson, 2019; Rusanen, 2018). Thus, a comprehensive understanding of strategy
and business model is imperative for the evolution and growth of omnichannel retailers (Kumar et al.,
2017). Therefore, the study intends to frame the BM perspective in an omnichannel retail context, in
terms of innovation or realignment of existing business elements.

In line with these arguments, it is pertinent to note that retail channels form an important
component of the Business Model Canvas (BMC) given by Osterwalder and Pigneur (2010). The BMC
by Osterwalder and Pigneur (2010) includes nine intertwined elements — customer value proposition,
customer segments, customer relationships, channels, key resources, key activities, partners, costs and
revenues. Given the context of omnichannel retail, the retail channel is a pivotal element among the
nine building blocks of BM. BMC by Osterwalder and Pigneur (2010) is widely accepted and holds
a wide representation of business process innovation, thus the present study has used it as a tool to
discern the omnichannel business model. BM Canvass is not a static tool, rather involves a constant
change in its elements (Bucherer et al., 2012; Hedman & Kalling, 2003; Jocevski et al., 2019). Hence,
the BMC layout has been used as a tool to explore interconnect between technological advancements
and constituent BM elements, to gain insights about advancing omnichannel retail business model.

Research Framework

The objective of analyzing the interconnect between technological advancements and omnichannel
BM is to derive insights about its effective implementation and management. The objective considers
BMI activities within the four omnichannel retailing dimensions, namely Omnichannel Intensity,
Organizational Structure Integration, Operations and Supply Chain Management Innovation, Data
Analytics and Intelligence (Figure 1). The considered dimensions have been excerpted from a review
of literature and scholarly work on omnichannel retailing (Bettucci et al. 2015; Cai & Lo, 2020;
Jocevski et al., 2019; Taylor et al., 2019). Notably, the foundational stone of omnichannel retail
are seamless customer experience and total channel integration. Thus, Omnichannel Intensity as a
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dimension encompasses both the aspects (seamless customer experience and total channel integration)
of omnichannel retail. The identified dimensions have been discussed from the perspective of
technological advancements and innovations.

Omnichannel Intensity: Digitalization and consistency across channel performance have
immensely inflicted shopping experience (Melero et al., 2016). For instance, technology usage
in omnichannel retailing offers avenues for seamless and integrated customer experience (Cook,
2014), especially the in-store technologies frames customer’s intention and purchase journey in the
omnichannel environment (Juaneda-Ayensa et al., 2016). The customer experience is also derived
as an outcome of constant interaction across touch-points offered by the brand (Huré et al., 2017;
Melero et al., 2016). Broadly, perceived consistency, channel migration, the integrated performance of
place, price and promotion organize ‘seamless customer experience’ which can be measured through
shopping value (Babin et al. 1994; Huré et al., 2017).

In addition, integration and visibility are crucial for omnichannel customers and retailers.
Channel integration is another quintessential component to form a seamless customer experience
(Cao and Li, 2015; Lewis et al., 2014; Picot-Coupey et al., 2016). It encompasses the integration of
all retail channels offered by retailers to customers i.e., physical store, online and social (Herhausen
et al. 2015). Moreover, the cross-channel integration is immensely affected by the implementation
of technological innovation in an omnichannel environment, requiring appropriate capabilities such
as data integration, visibility, information symmetricity etc. (Cao 2014; Zhang et al. 2010). Thus,
omnichannel retailers are required to leverage upon technology such as Information Management to
ensure channel integration and channelize retailing activities saliently (Rangaswamy and Van Bruggen,
2005). Further, analysis of consumer buying habits, productive logistic and supply chain, integration
of business processes and others have been found to be enablers of channel integration framing
omnichannel strategy (Piotrowicz and Cuthbertson, 2019a). Studies also highlight that omnichannel
customer expect total integration including channels, promotions, pricing, order fulfilment and
customer service (Adivar et al., 2019; Saghiri et al., 2017). Conclusively, channel integration serves
as an effective means to implement an omnichannel strategy (Cao & Li, 2015). Therefore, channel
consistency, seamless experience and channel integration have been considered as sub-dimensions
of Omnichannel Intensity (Huré et al., 2017).

Organizational Structure Integration

Zhang et al. (2016) propounded key issues faced while implementing omnichannel retail namely
business unit conflict, data integration and performance management. Organizational Structure
Integration as a dimension identifies synchronization between organizational attributes and requisite
innovation in omnichannel retail (Teece, 1996). Organizational characteristics such as organization’s
size (Pantano, 2014), diversity (Schoenecker & Cooper, 1998; Teece, 1996), varied resources
(financial or human) (Sampson, 2007; Satta et al. 2016) etc. intervene with the innovation process,
thus influencing innovative decision-making process as an outcome (Cao & Li, 2018). Therefore,
technological advancements are required to be integrated with organizational structure and process,
in order to implement an omnichannel retail business model.

Operations and Supply Chain Management Innovation

Omnichannel retail focuses on supply chain visibility, inventory management, logistics management,
order fulfilment and return management (Adivar et al., 2019; Ailawadi & Farris, 2017). Given the
altering aspect of retailing, operations and supply chain management in omnichannel retail has
undergone the process of innovation and advancement (Akturk et al., 2018; Hiibner et al., 2016b;
Piotrowicz & Cuthbertson, 2014). Moreover, the demand and supply visibility also hold a pertinent
role in omnichannel retail operations (Lau, 2012). Thus, innovations in operations and supply chain
management such as integrated information systems, information visibility, intelligent order processing
etc. facilitate successful implementation of the omnichannel retailing strategy.
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Data Analytics and Intelligence

The integrated data analytics and intelligence form a pivotal foundational stone of omnichannel retail.
Majorly, this dimension includes harnessing customer and stakeholder’s data to leverage it across the
retail channels. Its purview encompasses the facilitation of decision making for omnichannel retailers.
The three mentioned dimensions of BMI activities are critically interrelated with data analytics and
intelligence for their optimal performance. Thus, data integration and business intelligence (Big Data
Analytics) provide a competitive advantage to retailers (Arora & Sahney, 2017; Kumar et al., 2017;
Zhang et al., 2018). Moreover, the digital complexities and technological innovations have enhanced
the importance of Information System and Big Data Analytics for omnichannel retail (Lazaris et al.,
2015), enhancing customer engagement and optimizing retailer’s omnichannel performance (Kunz
et al., 2017).

Figure 1. Business Model elements and Dimensions in Omnichannel retail
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Dimension
e Customer relationship
e Customer Segments
e Value Proposition
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METHODOLOGY

In qualitative research, case studies are considered appropriate research methodology while gaining
insights about a specific issue, concerning an entity (organization or individual) as a unit of analysis
(Eisenhardt & Graebner 2007; Noor, 2008). Therefore, the authors have used an exploratory study
approach based on a multiple case basis (Ridder, 2017). The data has been collected from 10 retail
firms across four different Indian retail segments through semi-structured interviews. The sample
retailers varied across sectors such as fashion, furniture, eyewear and electronics. Both offline and
online presence of retailers has been chosen as the inclusion criteria. The sample retailers operate in
India and some of them also have global presence.

The semi-structured interviews conducted with store managers were designed to elicit insights
regarding the dimensions presented in the research framework. The interviews began at a concrete
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level in terms of sector background of the omnichannel retailing organizations, how the respective
organization serve the customer in an omnichannel ecosystem, how these organizations are
implementing BMC and how these organizations are coping with innovations affecting BMC (in
context of BMI) etc. were the broad aspects further discussed during the interviews.

The interviews were conducted in English at the retailer’s site in person with the store manager
and typically lasted for an hour which were also audio recorded. The sample omnichannel retailers
chosen for the study stand-out in terms of their omnichannel business management, thus the authors
have used the collected statements and discussion for devising the general findings regarding BMI
in the omnichannel domain.

The authors have used qualitative analyses and by re-listening the recorded interviews, they have
looked for information on identified activities categorized under BMI from the review of literature.
Initially, each interview was self-analyzed and then subjected to discussion among the authors to avoid
single author bias concerning the findings of the study. On completion of all 10 interviews, a common
database was prepared to identify commonalities and distinctiveness found in the collected data.

To enrich the findings of the study, data collected from semi-structured interviews has been
intertwined with the retailers’ public (secondary) data from retailers’ websites, mobile applications
and annual reports. Moreover, to corroborate findings of the study, information from online stores
and mobile applications pertaining to different dimensions and available features such as product
visibility, order tracking, order return or cancellation, technological advancement (virtual trial),
payment integration, delivery etc. have been examined to explore omnichannel retail management
by the retailers.

Also, the analysis was interpretive and involved reference to retailer’s secondary data sources
along with re-listening the recorded interviews to identify the performance of each respondent retailer
on different functionalities. All findings were discussed and clarified with the respondent retailers to
validate the results pertaining to functionalities across different dimensions.

However, aspects of consumer behavior integrated with channel integration have not been
included in the study, since these are uncontrollable by brands and retailers. Besides, the multiple
case study method (Eisenhardt, 1989) provides comprehensive capturing of data pertaining to the
research problem. Thus, the sample retailers belonging to a different sector and product category
offered varied insights. The retailers have been mapped for pseudo names to maintain anonymity.

To present findings of the study, the authors have used BM canvas presented in Figure 1 and the
same has been used during the interviews with the participants.

FINDINGS

The findings of the study have been mapped out across the four identified dimensions from the
literature. Hence, the findings comprehensively present how each interviewed retailer performs across
the dimensions as part of BMI. The data analysis of 10 respondent retailers is presented in Table I.
The findings of the study have been presented in the table according to different dimensions of BMI.

Omnichannel Intensity

The study indicates that all companies offered a seamless experience to the customers along with
cross channel integration concerning product availability and payment integration. Moreover, physical
store presence and web services along with mobile applications are offered by all 10 companies.
The aspect of BMI in Omnichannel Intensity is elucidated by click and collect, trails, payment
integration etc. Virtual trial as an innovation for Omnichannel Intensity (seamless experience and
channel integration) is generally offered by retailers in the fashion sector. During the interviews,
the representatives informed that to offer experiential shopping, retailers attempt to provide product
visibility on mobile applications and websites on a real-time basis.
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Innovations in the In-store environment such as wi-fi access, virtual trials, click & collect and
promotional activities are endeavored by retailers to increase the seamless experience for customers.
Evidently, the underpinning objective of companies is to offer total integration (payment, product,
promotion and delivery) to the customers in the omnichannel shopping journey. Similar findings
can be observed for click and collect, payment integration as an innovation activity for channel
integration. However, the findings infer that complete channel integration can be observed only for
a few companies.

Table 1. Functionalities across Dimensions by retailers

Tag/ Retail Operations Data
Identifier Segment Presence Omnichannel Intensity OSI & SCM Analytics

Mobile | Virtual [ Click &
Physical Store & web App Trial Collect

1 | Fashion India v v X v v 4 v

2 Global v v X X v - v

3 India v 4 v X 4 - v

4 India 4 4 v 4 v v '4

5 Global v v X X v - v

6 India 4 4 v 4 v v v

7 India 4 v v 4 4 v '4

8 | Electronics | India v 4 X 4 v v 4

9 | Furniture | India v v X X v - v

10 | Eyewear India v v v v v v v

Note: v'= services offered in dimension X= services not offered in dimension
- = service offered but lacks complete integration in dimension

Organizational Structure Integration (OSlI)

The study includes the representative omnichannel retailers (respondents) with a global presence
only in the fashion retail sector (indicated in Table I). The respondents informed that organizational
structure and strong brand image enable them to form strong organizational integration. The scope of
organizational structure integration is broader than channel integration since the former encompasses
the integration of business models (online and offline), policies, procedures and operationalization. The
respondent retailers with a global presence have informed to have a more robust form of organization
structure integration and associated innovation.

One of the representatives informed that as part of omnichannel strategy, implementation of
integrated support activities (Information System, Marketing, Human Resource etc.) by retailers
strengthen OSI, in turn facilitating the BMI. Another respondent informed regarding the role of
integrated organizational structure, which is to offer a similar shopping experience to customer
irrespective of the chosen retail format. Conclusively, all sample retailers are implementing
omnichannel institutional mechanisms to ensure Organizational Structure Integration.

Operations and Supply Chain Management Innovation (SCM)

Despite all sample retailers having physical stores and online presence, not all retailers offer a click
and collect facility where the customers can order online (website or mobile application) and pay
while order collection or pick-up. The broad insights received from the representatives reveal that
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channel partner management, order fulfilment, vertical integration (for delivery), return management
etc. are the main aspects considered while managing operations, supply chain and logistics in the
omnichannel domain.

The respondent in the eyewear sector revealed that inventory procurement and management,
partner association, order tracking, delivery management are witnessing changes due to innovation in
business operations. Moreover, the retailers are able to administer the loopholes in last-mile delivery
due to the implementation of technological advancements such as Information Systems, RFID (Radio
Frequency Identification), Intelligent order processing etc. at an organizational level.

Additionally, the findings of the study reveal that certain brands which do not offer a click and
collect feature as part of channel integration are often confronted with challenges in operations and
supply chain innovation.

Data Analytics and Intelligence

All respondents have equally emphasized upon the role of data analytics and business intelligence
in their corresponding sectors. A fashion brand respondent emphasized the importance of data
analytics stating it to be the “backbone” of omnichannel retail. Moreover, the analysis of micro-
interactions across channels assists retailers to enhance their performance, stated another respondent
from the furniture sector. Also, big data analytics and business intelligence foster the business
development process of omnichannel retailers. Thus, data integration and analytics, Information
Systems, Information and Communication tools (ICT) are the essential building blocks of optimum
omnichannel performance.

The respondent from the furniture sector shared that the BMI activities not only assist retailers to
serve the customers, rather dimensions such as Data Analytics and Intelligence enhance and optimize
the back-end business operations as well. The respondents also drew insights from efficient operational
models of Flipkart and Amazon, highlighting the contribution of the dimension (Data Intelligence
and Analytics) for enhancing value creation and the value delivery process. Thus, the sample retailing
brands implementing data analytics and intelligence system at different level (synchronized with
operations, channel integration etc.) elucidated the dimension to be interacting with BMI activities.

Conclusively, certain omnichannel retailers i.e., the ones in the fashion sector with a global
presence focus more on product availability and robust operations, using the aspects like sources
of competitive advantage to offer seamless customer experience. The respondent brand in the
electronics sector elucidated the importance of an integrated omnichannel marketing system as part
of Omnichannel Intensity and Data Analytics. Similarly, a few respondent retailers in the fashion
sector have set up brick and mortar outlets as ‘fit studios’ not only to ensure physical and online
presence, rather implement an integrated marketing strategy through the studios, as a BMI activity
enhancing omnichannel performance.

DISCUSSION AND CONCLUSION

The study has attempted to explore basic elements of omnichannel retail that frame seamless customer
experience and strategic aspect of organizational performance. Alongside, the research has used
the BM perspective (Baden-Fuller & Morgan, 2010; Foss & Saebi, 2017; Osterwalder & Pigneur,
2010) to explore BMI activities serving as sources of value proposition, value creation & delivery
and value realization due to the proliferation of digitalization in retail (Chesbrough & Rosenbloom,
2002; Osterwalder et al., 2005; Visnjic et. al 2018).

The study has explored innovations in omnichannel BM through various BMI activities, affecting
omnichannel retailer’s interaction with customers, considering the sample retailers across different
retail sectors.

Figure 1 presents a framework depicting business activities associated with omnichannel retail.
The figure depicts four main dimensions namely, Omnichannel Intensity, Organizational Structure
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Integration, Operations and Supply Chain Management Innovation, Data Analytics and Intelligence,
primarily crucial for omnichannel retail. Moreover, the authors have identified relevant BM elements
for each dimension. Alongside, the research has attempted to identify the required modifications in the
evolving omnichannel BM due to technological innovation. The study has identified the modifications
using BM as a strategic tool, analyzing each BMI activity under Value Network as Value Proposition,
Creation and Delivery. Table IT highlights different BMI activities identified as part of the study based
on responses obtained from omnichannel retailers.

For Omnichannel Intensity encompassing seamless customer experience and channel integration,
the element of value proposition must be redesigned and activities adjoining customer relationship,
retail channels and identification of customer segment should be reconsidered. The focus of this
dimension according to BM elements should be towards enhancing customer omnichannel experience,
offering integrated payments etc. whereas Organizational Structure Integration as a dimension
innovates around integrated primary and secondary activities, thus requiring innovation in key activities
of BM. For Operations and Supply chain Management, key partnerships and activities pertaining
to demand and supply management should be focused on. Finally, to leverage Data Analytics and
Intelligence, new knowledge offering activities such as micro-interaction analysis etc. should be

Table 2. Business Model Innovation activities associated with key dimensions of Business Model

Dimension BM Element BMI Activities

In-store Technology, Frictionless channel

Customer Relationship switch, Membership

Online & Offline shoppers, Omnichannel

Customer Segment shopping Value

Omnichannel Intensity (Seamless
Experience, Channel Integration)

Seamless experience, Virtual trial, click

Value Proposition .
P & collect, studios

Payments Integration, Uniform channel

Channels visibility

Marketing, Operations and SCM

Key Activities .
integrated

Primary & Secondary activities

Organizational Structure Integration Key Activities .
integrated

Local associations, order & return

Key Partners
management

Operations & SCM Procurement, Logistics, order processing,

Key Activities demand & supply visibility

Key Resources Centralized distribution management

Personalized and integrated offers &
Value Proposition promotions across channels, Micro-
interaction analysis

Customer Segment Identification of customer segments &
Data Analytics & Intelligence interactions touch-points

Integration across activities for effective

Key Activities
performance

Cross channel integration leveraging

Key Resources
channel performance
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focused to drive the business growth. Here, data pertaining to cross channel switch, customer touch-
points etc. can offer great insights into the realignment of BM elements (see Table II).

Although different omnichannel retailers belonging to different sectors had distinct approach
towards the implementation of the omnichannel business model, each had a common objective: serving
customer needs, which forms the central aspect of omnichannel retail. Consistent with the findings of
previous studies (Hagberg et al. 2016; Mosquera et al. 2018), the research confirms that changes due
to technological advancements lead to changes in retailing in order to address the changing customer
needs. The authors have reflected upon these changes in form of BMI activities, thus offering a value
proposition to customers and performance enhancement to omnichannel retailers. Moreover, the study
has emphasized upon the importance of the interaction of BM elements (value proposition, creation
and delivery) with BMI activities.

To conclude, it is fascinating to note that despite observing different BM elements and BMI
activities (value network) for omnichannel retailers of different sectors, the retailers hold a consensus
on seamless interaction with customers across retail channels. For instance, the findings obtained
after discussions with omnichannel retailers of the eyecare sector reveals the changing role of physical
stores which previously served the purpose of customer engagement (value proposition). This implies
that focus on customer needs necessitates the changes in BM design in an omnichannel context. Thus,
the study highlights the relevance of business model innovation for omnichannel retailers.

THEORETICAL CONTRIBUTION

Conclusively, the research highlights that omnichannel retailers can optimize their performance by
leveraging total integration of value network with technological advancements. The current study
contributes to the BM literature on omnichannel retail by elucidating the theoretical and practical
aspects of business models with the assistance of retailers from different retail segments.

Most of the studies on omnichannel strategy and BMI have focused on cross-channel integration
as the primary tool for value creation (Piotrowicz & Cuthbertson, 2019b), whereas our study has
identified other dimensions as well besides cross-channel integration, affecting omnichannel BM and
strategy. The research has discussed Business Model Canvas in reference to retail innovations using
the business innovation process illustrated by Frankenberger et al. (2013). Notably, Sorescu (2011)
presented Business Model Innovation through value network, highlighting value creation and value
appropriation as means of innovation. However, the authors of the present study posit that value
proposition along with value creation, delivery and realization interact with BMI activities to frame
omnichannel business models.

Given the wider acceptance of Business Model Canvas by Osterwalder and Pigneur (2010), the
study has premised its research on it as a tool. Notably, the authors conform with the findings of
previous studies (Bucherer et al., 2012; Jocevski et al., 2019) that BMC is a dynamic tool, presenting
the fact that business innovations modify the canvas continuously. The findings unravel various BMI
activities under value proposition, value creation and value delivery leveraged by omnichannel retailers
to offer an omnichannel experience. Thus, offering a source of competitive advantage to the retailer
(Amit and Zott, 2001; Demil & Lecocq, 2010; Teece, 2010).

Furthermore, the study posits that Omnichannel Intensity is majorly framed by cross channel
integration (Huré et al., 2017; Jocevski et al., 2019) since the purview excluded measurement
of shopping value and seamless customer experience. Conclusively, the identified dimensions,
Omnichannel Intensity, Organizational Structure Integration, Operations and Supply Chain
Management Innovation, Data Analytics and Intelligence contribute to the extant literature on the
omnichannel elemental framework (Bettucci et al. 2015; Cai & Lo, 2020; Jocevski et al., 2019;
Taylor et al., 2019), propounding new dimensions to the omnichannel business model. Therefore,
the dimensions must be further explored and examined to ensure effective omnichannel strategic
implementation.
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MANAGERIAL IMPLICATIONS

The study presents findings and insights from omnichannel retailers of different sectors, thus
highlighting two broad managerial implications. Firstly, BM and BMI activities are immensely
impacted by technological advancements and innovations. Hence, managers must consider the altering
retail landscape in association with innovation while implementing decisions pertaining to consumers
and retail organizations. Moreover, the study has illustrated that not all retailers across the product
categories fully employ services such as virtual trials, click and collect facility etc. which play pivotal
role in forming omnichannel customer experience. Thus, it leaves enormous scope of advancement
and growth for such retailers.

Secondly, the role of data analytics and intelligence is enormous and forms the interconnect with
other business elements and dimensions. Also, the study holds pertinent implications for managers
while designing omnichannel marketing programmes, optimizing business operations and selecting
omnichannel business strategies facilitating synchronized performance for an omnichannel retailer.
Therefore, the managerial decisions must be based on the cruciality of data, so as to improve customer
experience and omnichannel performance.

In addition, the study offers a range of critical activities (BMI dimensions) which must be
considered for omnichannel performance evaluation in the context of business model innovation.
Thus, omnichannel organizations, retailers and managers must also compare their individualistic
performance on current business activities and strategize their relevant course of actions for business
model innovation.

LIMITATIONS AND FUTURE SCOPE OF RESEARCH

The study has attempted to comprehend and explore the altering retail landscape in form of BMI
activities. Nevertheless, the study has not presented much insights pertaining to social media as a
retail channel. Also, social media has not been discussed much in the context of channel integration
and its role in data analytics to enhance omnichannel performance. Moreover, the study has currently
included only semi-structured interviews along with retailer’s secondary data. However, the study
can be enriched by conducting multiple discussion rounds with senior officials of these omnichannel
retailers. Thus, the research can be conducted using a mixed study approach (quantitative and
qualitative data) to enhance the generalizability of the study and contribute the literature relevantly.
Besides, the study has not worked upon the Value Appropriation aspect of Value Network in Business
Model Canvas. Thus, future studies can explore interaction of BMI activities with Value Realization
(Appropriation) under Value Network. Moreover, omnichannel customer purchase journey and
experience have been excluded from the scope of the study. Thus, future studies can also explore
the interaction of BMI activities during the customer purchase journey and critically analyze factors
influencing omnichannel customer experience, highlighting the importance of each BMC element
at different stages of the customer journey. For example, researchers can explore which BMI activity
and BMC elements require changes during customer journey such as information search, payments,
delivery etc. Additionally, researchers can observe required changes in BMI and BMC due to changing
role of the physical store in omnichannel retail.
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