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Abstract 
Omnichannel is the latest shift in retail which is driven by new technological advancements and 
changes in customer behaviors. In order to stay competitive retailers are required to integrate their 
sales and communication channels and deliver a seamless shopping experience to the customers. To 
create the omnichannel experience both organizational change and consolidation of several ICT 
components are required, which put a lot of pressure on the retailing organizations. This study 
examines the current omnichannel development of the Swedish fashion retail industry and explores 
the different attitudes and challenges towards this transformation.  

The market development was assessed through a field study where 54 omnichannel parameters was 
observed at 25 selected multi-channel retailers. In order to gain a deeper understanding of the 
development and the attitudes towards omnichannel retiling, a survey followed by semi-structured 
interviews was conducted with a selected number of retailers.  

The results showed that the Swedish market is still in the early stages of the omnichannel 
development and that most focus in the development has been on the front-end capabilities. The 
lack of digital maturity within the organization was seen as the largest challenge towards further 
development. It was also found that inherent characteristics of the fashion industry have made the 
retailers more reluctant when it comes to the use of data and analytics which is a key aspect of the 
omnichannel development. Finally more data driven business decisions and analytics about customer 
behaviors and buying patterns was seen as the largest improvement points for the retailers as the 
development progress. 

 
Sammanfattning 
Detaljhandeln står inför en av det största förändringarna någonsin. I dagens digitaliserade samhälle 
har konsumenternas köpresa förändras från att ha varit statisk och direkt till att involvera en mängd 
olika kanaler och kontaktytor innan ett köp slutförs. Dessa förändringar i kundbeteenden gör att 
återförsäljare måste anpassa sig och erbjuda en enhetlig och sömlös upplevelse över alla tillgängliga 
kanaler för att hålla sig konkurrenskraftiga på marknaden. Det nya kundbemötandet kallas omnikanal 
och sätter stor press på återförsäljare inom en mängd olika områden från organisatoriska 
förändringar till integration av informations och kommunikations system. Denna studie undersöker 
omnikanalutvecklingen inom den svenska modebranschen samt återförsäljarnas åsikter och 
utmaningar med förändringen.  

Utvecklingen på marknaden undersöktes genom en fältstudie där 54 olika omnikanal parametrar 
studerades hos 25 utvalda företag. Fältstudien följdes av en enkätundersökning samt intervjuer med 
utvalda återförsäljare för att få en djupare insikt i återförsäljarnas inställning till omnikanalhandel 
och deras största problemområden inom utvecklingen.  

Resultatet visade att de svenska modeåterförsäljarna fortfarande är i ett tidigt skede av utvecklingen 
där störst fokus hittills har legat på utveckling av front-end funktionalitet samt på e-handel. Brist på 
intern digital mognad ansågs som den största utmaningen till förändringen på grund av utbredningen 
av informations och kommunikationsteknologier inom organisationen. Inneboende karaktärsdrag 
hos modebranschen har också påverkat utvecklingen och gjort återförsäljarna mer försiktiga när det 
kommer till användningen av kunddata och datadrivna beslutsunderlag vilket ses som ett 
nyckelområde till utvecklingen. Detta område är dock något som återförsäljarna vill förbättra och ser 
som en av det viktigaste punkterna i den fortsatta utvecklingen.  
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1 INTRODUCTION 
This section describes the background of the research and why the topic is of interest. It also explains 
some relevant terms and presents the research question of this study. 
 

1.1 BACKGROUND 
The retailing industry is currently faced with the largest transformation since the emergence of the 
Internet. New technological advancements and shifts in customer behavior are changing the way 
traditional retail has been done. The modern consumer is connected, savvy and has a limited amount 
of attention, which is constantly competed for by a growing number of digital offerings. To reach the 
consumer a multi-channel approach, where the consumer can access a given offering from different 
channels, has enabled retailers to compete on more levels. Customers who have gained an increased 
amount of digital maturity are now utilizing the available channels and touchpoints to search for 
offerings in the most convenient way. This requires retailers to create a unified offering across their 
entire channels in order to deliver a coherent experience for both sales and brand recognition.  

Today, previous trends have evolved into an emerging omnichannel offering where those retailers 
who enable customers to shop seamlessly across multiple channels are considered more capable of 
meeting customer needs (Lewis et al. 2014). The concept is still new and described in different ways, 
however the core lies in a deeper integration of the different channels to provide a seamless 
experience for the customer when interacting with the brand. An example is that the customer 
should receive a continuous experience from browsing from the desktop to the phone and even into 
the physical store. To create this experience, both organizational change and consolidation of several 
ICT components is required, which puts a lot of pressure on the retailing organizations. 

Certain markets and industries are facing larger transformation than others and the Swedish fashion 
retailing sector is one of these. The Swedish market is in general an early adopter of many 
technological advancements, but when it comes to omnichannel retailing it is falling behind. Within 
the Swedish market the fashion sector have showed slower development compared to retail 
industries in previous studies, which makes it a particularly interesting area to study deeper.   

That omnichannel is the future of retailing is a mutual consensus among researchers, but exactly how 
to get there and how the market is currently adapting is still uncertain. This study sets out to address 
these issues by exploring the omnichannel development within the struggling fashion retail sector in 
Sweden, in order to shed light on the different challenges facing retailers and the attitudes towards 
this major shift in retailing. 

  

  

  



2 
 

1.2 TERMINOLOGY 
This section contains clarifications of key terms that are used throughout the study. 
 
Pure player 
A retailer who exclusively focuses on e-commerce and thus only operates in the online channel e.g. 
Nelly, Zalando and Boozt. 

Brick and mortar retailer 
A retailer who exclusively operates in the physical space with traditional stores as their only sales 
channel.  

Multi-channel 
Multi-channel retailing is the set of activities involved in selling merchandise or services through 
more than one channel or all widespread channels, whereby the customer cannot trigger channel 
interaction and/or the retailer does not control channel integration. Definition by Beck and Rygl 
(2015).  

Omnichannel 
Omnichannel retailing is the set of activities involved in selling merchandise or services through all 
widespread channels, whereby the customer can trigger full channel interaction and/or the retailer 
controls full channel integration. Definition by Beck and Rygl (2015). 

The omnichannel concept is perceived as an evolution of the multi-channel. While the multi-channel 
implies a division between the physical and online store, in the omnichannel customers move freely 
between the online (PC), mobile devices, and physical store, all within a single transaction process. 
Mobile and social media channels, and even gaming, are added to traditional online and physical 
channels (fig 1). At the same time, the journey should be smooth and should provide a seamless, 
unified customer experience, regardless of the channels used. Because the channels are managed 
together, the perceived interaction is not with the channel, but with the brand. Definition by 
Piotrowicz and Cuthbertson (2014).  

 
Figure 1, The omnichannel shopping experience (E-barometern Q4, 2015) 
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Multi-channel versus omnichannel management 
To further explain the differences between multi-channel and omnichannel retailing a few different 
management aspects are pointed out in the table (1) below.  

 

          
Management Aspect  Multi-channel Management  Omnichannel Management 
          
     

Channel Focus 
 Interactive channels only  

Interactive and mass-
communication channels 

     

Channel Scope 

 

Retail channels: store, 
online websites, and direct 
marketing (catalog) 

 

Retail channels: store, online 
websites.  
Direct marketing channels: email, 
catalogue etc.  
Mobile channels: smartphones, 
tablets, apps.  
Customer touchpoints: social 
media, TV, radio, print, C2C etc. 

     

Separation of channels 
 

Separate channels with no 
overlap  

Integrated channels providing a 
seamless retail experience 

     
Brand versus channel 
customer relationship 
focus  

Customer - Retail channel 
focus 

 
Customer - Retail Channel - 
Brand focus 

     
Channel management  Per channel  Cross Channel 

     

Objectives 

 

Channel objectives (i.e. 
sales per channel, 
experience per channel) 

 

Cross-channel objectives (i.e. 
overall retail customer 
experience, total sales over 
channels) 

          
     
Table 1, differences between multi-channel management and omnichannel management in certain 

retailing aspects (Verhoef et al. 2015) 
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1.3 PURPOSE & OBJECTIVES 
The purpose of this study is to explore and assess the development of omnichannel retailing within 
the fashion sector of the Swedish retailing market. The study also examines the retailers’ attitudes 
towards omnichannel retailing and its different aspects such as business transformation, 
organizational influence and adoption of data and analytics which are three key areas in the 
development. Finally it also aims to clarify the omnichannel concept and briefly discuss the special 
characteristics of the fashion industry to allow for practitioners within the ICT businesses to truly 
understand and act on the prevailing needs to aid the development and create the shopping 
experience of the future.   

 

1.3.1 RESEARCH QUESTION 
 
The main research question for this thesis work is: 
 

x How far has omnichannel retailing progressed within the Swedish fashion industry? 

 
With additional questions; 
 

x What are the Swedish retailers’ attitudes towards omnichannel retailing when it comes to 
business transformation, organizational influence and adoption of data and analytics? 

 

1.4 DELIMITATIONS 
This study is delimited to the Swedish market of fashion retailers. It is also focused on multi-channel 
retailers i.e. retailers that operate in more than one sales channel e.g. online and physical store. Pure 
players and brick and mortar retailers are therefore excluded in this study. Within the Swedish retail 
industry the clothes, sport, shoes and accessory retailers are studied and collectively named the 
fashion industry, thus no other retail industry is present in this study. 
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2 THEORY 
This section explains the main theories used and explains the omnichannel concept and its 
constituting parts. 

 

2.1 THE EVOLUTION OF OMNICHANNEL RETAILING 
The way retailing is done is continually evolving and is driven by new technological advancements 
and changes in the society. History shows that in about every 50 years retailing undergoes a kind of 
disruption (Rigby, 2011). Originally retail was done in farm shops and in small villages. With the 
expansion of the railroad networks and the growth of larger cities in the late 19th century, modern 
retailing started to evolve. The shift laid the foundation which allowed for the modern department 
store to emerge. Moving on 50 years, the mass production of cars expanded the cities with newly 
built suburbs where large shopping malls could challenge the city based stores. The development 
continued, in the mid 90’s large discount chains such as Walmart emerged and soon after so called 
“big-box category killers” such as IKEA, Home Depot and Elgiganten changed retail once again, all of 
them undermining or transforming the traditional malls. Judging from the history it is clear that retail 
will continue to evolve and even if each wave of change does not completely wipe out its 
predecessors, it does reshape the landscape and drastically redefine the consumers’ expectations. 
Hence current retailers must adapt to the coming changes or they will sooner or later be swept away 
as the new ways of retailing pull volume from the old ways, making it less profitable (Rigby, 2011). 

The next big disruption in retail came with the birth of Internet in the 1990’s. Retailers such as 
Amazon.com took the first step in what was then called electronic commerce. Online shopping 
however got off to a rough start with an over-confidence in current technology and an 
overestimation of digital shopping behaviors. In the end a staggering economy burst the dot-com 
bubble and put a temporary halt to the emerging e-commerce developments (Rigby, 2011). 

Today however, that economic reality is well established. E-commerce is today only in Sweden 
making up above 50 million SEK in revenue and accounts for 6.9% of total retail sales (E-barometern 
Q4, 2015). The industry is also growing in a rapid rate with an increase of 19% during 2015. One of 
the largest growing segments is clothes and shoes with a 12% increase in the last year, making up 8.4 
billion in revenues and 13% of the total online market. Globally, e-commerce is reaching up to 20% of 
total sales, though the proportion is varying from sector to sector (Rigby, 2011). Moreover, digital 
retailing is now highly profitable, which has led to traditional retailers moving into the online 
markets. However the legacy from the early days of e-commerce is still present at many retailers. 
When the Internet became popular, many retailers felt the need to have an online channel and 
hence set up an independent organization to establish that presence. At the time being it was a 
logical step for businesses to operate their channels through independent departments since 
different channels required different skills and personalities. For example, running an e-commerce 
site is not the same as managing a sales force. Therefore, most retailers traditionally have different 
units, even divisions, managing different channels with very little or no integration, which is what 
today is called multi-channel retailing (Neslin & Shankar, 2009).  

Now when the Internet era has settled, a new wave of disruption is coming to retail. With new 
technological advancements and more digitally mature consumers in a customer-centric 
environment, digital and physical retailing is quickly morphing into something different i.e. 
omnichannel retailing. The name reflects the fact that retailers should interact with customers 
through all available channels (omni meaning all, in all ways or places) e.g. websites, physical stores, 
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e-mail, call centers, social media, mobile, gaming consoles, televisions, connected home appliances, 
and more (Rigby, 2011). Thus, in the future it is very likely that there will not be any distinction 
between physical and digital commerce but rather a part of the omnichannel experience (E-
barometern Q4, 2015). The shift towards omnichannel is driven by the increase of smart mobile 
devices and related software such as apps, e-coupons, mobile payments and location-based services 
etc. On the service side there are also changes in the IT provision with reduced costs and access to 
new and improved technologies such as big data and cloud computing, which allow for 
personalization and price optimization. There are also new ways to enhance the traditional brick & 
mortar retail with in-store technologies such as virtual fitting rooms in addition to the ever frequent 
mobile device brought to the store by the customers (Piotrowicz & Cuthbertson, 2014). As the new 
shift in retailing is coming multi-channel retailers must adopt a new perspective for doing business 
(fig 2). A perspective that that allows them to integrate separate channels into a single seamless 
omnichannel experience, otherwise they are likely to be swept away (Rigby, 2011). 

 
Figure 2, the evolution of omnichannel retailing (Deloitte, 2015) 

 

2.2 CHANGES IN THE RETAIL VALUE CHAIN 
The omnichannel retailer addresses customers who are already clients of the company’s physical or 
web stores and are seeking a cross channel shopping experience. The omnichannel customer enjoy 
shopping online, but also like to touch and see the items they are about to buy. Through 
omnichannel integration the retailers try to achieve this enhanced customer satisfaction while at the 
same time searching for greater profitability. Customers who purchase items in physical stores can 
enjoy the shopping experience in the store environment, but pay less because the retailer lowers the 
in-store prices to align the online and offline rates. They also get the benefit of touching and feeling 
the products and access to the knowledge of the sales personnel as well as the possibility to extend 
the experience via social contact after the purchase. For customers who purchase online, retailers 
can offer greater convenience value than the pure e-commerce player; for example, the clients can 
purchase online but pick up in-store if they do not want to wait for delivery, or can easily return the 
merchandise in-store, avoiding complicated and costly return shipping. However, if they cannot get a 
consistent shopping experience across the different channels of one retailer, they are likely to buy 
from its competitor. (Cao, 2014) 

In order to ensure that omnichannel retailing provides the value of a seamless shopping experience 
to target customers, the retailer should integrate and optimize its whole value chain (fig 3). The 
changes can be classified into four types: retail concept, flow management, organization and HR 
management, and relationship management (Cao, 2014). 
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Figure 3, The omnichannel retail value chain 

 

2.2.1 RETAIL CONCEPT 
To encourage and enhance the targeted customers’ omnichannel behavior, the retailer should make 
the same information (product details, order fulfillment options, and price) available and clearly 
visible over each channel. In order to fulfill the omnichannel customer experience the retailer should 
work on its retail concept from different aspects, such as product development, synchronizing the 
merchandising across channels, improvement of the store environment, and the offering of new 
services (Cao, 2014). 

 
Product Development 
E-commerce can provide a new way of data driven product development for multi-channel retailers. 
New products are usually tested in physical stores on an ad hoc basis, with no data collection or 
statistical analysis, which is very expensive to carry out. With the online channel the products that 
have sold well can be quickly introduced into the physical stores and also visual merchandising and 
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products that go well together can be tested online to maximize sales in physical stores. By also 
proving the same stock-keeping unit (SKU) the products can be easily transitioned between the 
channels (Cao, 2014). 

 

Synchronization of Merchandising across Channels 
An omnichannel strategy requires the retailer to synchronize its merchandising. Different prices 
across channels may potentially lead to channel cannibalization and confusion among customers. 
However, it is possible to charge different prices by channels specific use through shipping and 
handling fees or channel specific price promotions (Neslin & Shankar, 2009). The assortment can 
however be more flexible since it is possible to take advantage of the channel specific characteristics 
to optimize each channel rather than synchronize. There are also certain limitations that prevent a 
full synchronization of merchandise, such as lack of physical space in centrally located stores. The 
most important aspects is however a flexible logistic system which allow products to be transferred 
in between channels to maximize product turnover. 

 
Improvement of the Store Environment 
The omnichannel strategy not only pushes innovation in online channels but also drives the improvement 
of the physical stores. Even with the continuous increase of channels the physical store remains the main 
hub to provide customers with an outstanding shopping experience. For example, many retailers in 
developed omnichannel markets, such as the US and the UK, use their flagship stores more as a social 
meeting space rather than a place to sell merchandise where they create a well-stocked, high-tech and 
fashionable store environment (Cao, 2014). The increasing possibilities with in-store technologies can 
provide an additional dimension to both shopping experience and the connection to the other channels. 
Current technologies used today includes augmented reality, interactive fitting rooms as well as 
technologies for the store staff, such as tablets for sales assistance (Piotrowicz & Cuthbertson, 2014). 

 
New Services and Offerings  
Omnichannel retailing requires new services to integrate channels and deliver a seamless customer 
experience. The first step is to offer the customers the possibility to see product availability in their 
physical stores from their web page. This can later be extended with the possibility to buy items 
online and to both pick up and return them in physical stores. Mobile initiatives also increase 
experience as well as digital in-store presence, for example: mobile applications, kiosks and free 
access to Wi-Fi. This allows shoppers in-store to access the expanded range of online assortment and 
product information, improving their shopping experience. The application of these new 
technologies in-store makes shopping faster, easier, and more pleasurable for consumers. For 
example, QR codes can be used for additional product information, customer reviews or even 
payment. Kiosk can help navigate shoppers to find the products they are looking for as well as 
incorporate games, music and videos for a richer experience. Sales assistance for employees in smart 
handheld devices can help the staff to check stock levels and prices anywhere in the store and even 
get customer preferences and buying patterns if the customer can be matched with the online data 
(Cao, 2014). 

 
Mobile Solutions  
The traditional barrier between physical stores and online is blurred much because of devices such as 
smartphones and tablets that may be used in-store. The ability for customers to look for cheaper 
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alternatives while shopping in-store has created new challenges for retailers and there are still 
questions on how to respond to it (Piotrowicz & Cuthbertson, 2014). However there is a lot of 
opportunities in mobile as well. Mobile now accounts for 60% of all the time spent on the Internet 
and about 60 percent of the time spent visiting the retailer's e-commerce sites (Fulgoni, 2014). In 
March 2016, 16% of the Swedish consumers used a mobile device for shopping online. This resulted 
in purchases for 2.6 million SEK, making up about one fourth of the total e-commerce sales (E-
barometern Q1, 2016). The mobile often works as the first step in the customer's path-to-purchase, 
even if a conversion is not always done with the phone. Targeted offerings such as email, texts or 
social media also attract consumers and can start a purchasing process. Mobile apps is also a new 
channel of particular importance. Apps now account for more than 80 percent of mobile engagement 
with the Internet and provide important benefits to omnichannel shoppers because they simplify the 
purchasing process of any product or service online. The leading pure-play retailers, such as Amazon 
and eBay, understand this and are able to obtain 70 percent or more of their mobile engagement via 
apps (Fulgoni, 2014). Apps are also important because they can be used by marketers to deliver 
electronic discounts more easily and form an efficient way to redeem coupons and giftcards. The use 
of mobile in retailing is certainly here to stay and the channel’s influence will only grow more 
pronounced as consumers become more comfortable completing transactions on their phones and 
tablets (Fulgoni, 2014).  

 

2.2.2 FLOW MANAGEMENT 
One of the largest challenges in implementing an omnichannel strategy is to manage the flows of 
goods, services and information which involves many people at different levels across the 
organizations. Both the integration of information systems and the application of data and analytics 
are key areas for the omnichannel development (Cao, 2014). 

 
Integration of the Information Systems 
Normally, for the multi-channel retailer, each channel is supported by its own separate information 
system. However, when operating in omnichannel retailing, offering a free choice of channel to the 
consumer requires an information system which supports visibility and capability to act on the 
information system for another channel. The retailer should therefore integrate the information 
systems across channels to reshape the customer process and improve coordination within the 
organization. For most retailers, the decision to integrate information systems is difficult to take 
since it often requires huge capital investment. Nevertheless it is an inevitable stage in implementing 
an omnichannel strategy. By working closely and continuously with a qualified and well-known 
system provider it is possible to reduce the risk (Cao, 2014). 

One of the information systems that is emerging as especially important for omnichannel retailing is 
the order management system (OMS) (Deloitte, 2015). The OMS does not only process orders, but 
also provide intelligence and visibility surrounding inventory, delivery options as well as customer 
information. A modern OMS is becoming increasingly important as it is the core of operations to 
make the integration between the order and delivery channels seamless. The modern OMS shares 
the information about the order throughout the entire order cycle, all the way from the point of 
order to the final delivery (fig 4). It provides the organization with real-time information at all times, 
regardless of delivery channel or point of order. 
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Figure 4, the multi-faceted modern order management system (Deloitte, 2015)  

 

Customer Data and Analytics 
In omnichannel retailing insights into the consumer path-to-purchase increases in importance and 
can even become a competitive advantage if managed properly (Neslin & Shankar, 2009). 
Information about the customer journey and the interaction with different channels becomes key for 
both uncovering drivers of sales, channel use patterns, planning of marketing expenditures and new 
product development. It forces retailers to build IT systems that can integrate data across all 
channels and allow such data to be analyzed holistically (Lewis et.al 2014). 

To take advantage of the existing possibilities retailers first need to collect and process shopping and 
purchase information from all channels i.e. the inward flow of data. The second step is to know what 
insights to extract from the data and how to package it to deliver relevant information back to the 
decision makers in each channel, i.e. the outward flow of information (Zhang et.al, 2010). New in-
store technologies such as heat maps and body scanners among others can also be used to follow 
customer flows and identify people in the stores to collect personal data. With the possible insights 
from customer data, retailers can become more successful by identifying their best customers, 
discover drivers of loyalty, and learn how to improve customer profitability by adjusting the prices, 
range and services (Cao, 2014). 

 

2.2.3 ORGANIZATION AND HUMAN RESOURCES MANAGEMENT 
The shift towards omnichannel retailing presents immense organizational challenges as the retailer 
has to integrate and optimize the online and offline business units. The omnichannel retailer should 
work on various organizational aspects, such as restructuring of the organization shift in corporate 
culture, redesign of incentive systems, and recruitment of new competence (Cao, 2014). 

 
Restructuring of the Organization and Shift in Corporate Culture 
Top level management and executives must support the transition and agree that channels should 
not operate in silos. This must be followed by a reorganization and change of corporate culture which 
address the new omnichannel way of doing business. Since most retailers has built their channels as 
separate units this might become a tremendous challenge and if not dealt with properly it might 
setback the whole omnichannel development. Without channel coordination different channels 
might cluelessly overspend by targeting the same customers, leading to inefficient use of resources 
(Zhang, 2010). In contrast, synchronized channels will avoid cannibalization of sales on other 
channels by optimizing marketing expenditures.  
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To produce synergetic content across channels and to optimize the total experience when interacting 
with the brand, different departments also needs to be aligned. The quickly moving e-commerce unit 
needs to be incorporated with other departments at the retailers’ headquarter and resources and 
expertise need to be redistributed within each group together with new communications patterns 
(Cao, 2014). To foster this development it is possible to create the position of a CDO (Chief Digital 
Officer) to specifically oversee and develop the omnichannel operations (Hansen, 2015). A role that 
has emerged and become popular in recent years. 

 
Redesign of Incentive Systems 
For the organization to buy in to the new services and integrated channels, incentive systems need to 
be aligned with the new way of doing business. As channels are merged and customers are moving 
across channels old incentive systems become invalid. For example, if a customer buys a product 
online after visiting and checking the product in the physical store, giving full credit to the e-
commerce manager does not reflect the channel performance. Instead managers who are 
responsible for e-commerce or physical stores should get credit for both the online and offline sales 
resulting from their efforts. For example, online sales from certain areas can be seen as an important 
indicator for assessing the performance of local directors in promoting the web store (Cao, 2014). 
Retailers need to give careful considerations to these types of questions in the omnichannel strategy 
to minimize conflicts and encourage and reward collaboration across channels (Zhang et al. 2010). 

 
Recruitment of New Competence 
Even if it is possible to redistribute talent and resources within the organization there is still a lack of 
digital expertise in several retailing areas. New recruitment of headquarter staff with the necessary IT 
and logistics skills to manage multiple channels can however be problematic since the omnichannel 
area is still quite new and thus there is a shortage of these people in both the external and internal 
labor markets (Lewis et al. 2014). To reduce the gap, retailers can approach digital retail talent from 
pure players or from multi-channel retailers in more developed retailing industries or markets. 
Investments in personal training for graduates is another alternative to strengthen the digital 
competence and acquire the right capabilities over time (Cao, 2014). The digital maturity is although 
not only a problem at headquarter level. Sales associates in physical stores also require new skills as 
they have to apply information and communication technology (ICT) skills in a customer-friendly way 
while maximizing sales opportunities, which can be very difficult (Lewis et al. 2014). 

 

2.2.4 RELATIONSHIP MANAGEMENT 
With e-commerce growing each year and geographic boundaries no longer becoming a barrier for 
customers in the globalized society, competition is increasing for all retailers. To retain customers 
Swedish retailers need to keep a good relationship with their current customers and out-value the 
international retailers with outstanding service and offerings. Easy to access and quick customer 
support as well as personal offerings and bonuses from loyalty programs is a good way to set up 
barriers for foreign retailers moving into the Swedish market. 

 
Customer Service 
Customers prefer different channels for getting in contact with retailers for different situations, 
devices and questions. A multifaceted service option will therefore provide more value for the 
customers. The service channels is however not only a way to support the customers in their 
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shopping, but also a great way of exploring data across channels and gaining insights to improve the 
customer experience. Listening to consumers via different platforms, such as call centers, live chats, 
microblog, e-mails, forums, and customer centers in-stores can help provide a more tailored service. 
To maximize convenience the customer service options should be visible and accessible at all times 
when customer might need them the most to allow for a quick solution to the issues encountered 
(Cao, 2014). 

 
Cross Channel Loyalty Programs 
Loyalty programs are essential for recruiting and retaining customers and need to be adapted to the 
omnichannel way of doing business by making them seamlessly available over each channel. For 
example in-store customers should be able to use their mobile phones to evidence their 
membership, redeem coupons and see their bonus points, discounts or offers from the program. The 
loyalty program is also a great way of identifying the customers to acquire insights about channel 
use, buying patterns and behaviors and can be used to personalize the shopping experiences (Cao, 
2014). 

 

2.3 THE OMNICHANNEL JOURNEY 
The transition towards omnichannel retailing has been longer and more complex than many retailers 
first anticipated (LCP, 2015). The journey from multi-channel to omnichannel is in some sense unique 
for all companies and depends on strategic goals, current legacy and retail setting. However, a 
general path has been laid out by Cao (2014) by studying the development of one of China's largest 
retailers. The different stages on the journey are: 

 
1. Solo Mode 
The retailer has adopted a multi-channel strategy but without any integration and use independent 
business models for different channels.  

2. Minimal Integration 
In this stage major front-office operations of the business model are different yet complementary 
across channels. Some basic functions like the possibility to see product availability in physical stores 
from the web have been implemented but with the retailer putting most focus on the development 
of the online business. 

3. Moderate Integration 
The retailer has integrated some operational activities of the business model across channels for 
optimization (e.g., “click and pick up”) and invested in the back office (e.g., the information system 
and distribution center) to support this strategic shift. 

4. Full Integration 
The retailer aligned most of the offerings across channels and provide a seamless shopping 
experience to consumers. Internally the organization has also been restructured to adapt to the full 
integration of activities across channels. 

5. New Business Model 
The retailer has redefined its role in the whole value chain of the sector by changing its profit formula 
or co-creating value with other stakeholders. For example, this could mean new collaborations with 
partners in adjacent industries to provide additional shopping value, inviting brand suppliers to open 
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a Web store on its e-commerce platform, or providing financial and logistics services to small or 
medium-size suppliers.  

Very few retailers has currently moved to the last stage that is the new business model. The co-
creation of value with stakeholders is however thought to be an important trend and direction of 
development for the retailer in the context of omnichannel retailing (Cao, 2014). 

 

2.4 OMNICHANNEL ARCHETYPES 
Within the ongoing omnichannel development a few different archetypes in the transformation 
process has emerged (LCP, 2014). These archetypes can be related to the different stages in the 
omnichannel journey (see 2.2), but also add an extra dimensions to what challenges the different 
archetypes is facing and how they view the omnichannel development at large. There are four 
different archetypes which is outlined by how they tackle different aspects of the omnichannel 
transformation: 

 
Omnichannel Pioneers  
Omnichannel Pioneers have fully committed to transforming both their front-end and back-end 
operations to deliver a seamless experience to customers. They are typically larger retailers and were 
often early pioneers of the omnichannel approach. For them, omnichannel is the core to how they 
will deliver long- term growth and value. 

 
Omnichannel Followers 
The omnichannel followers have recently converted to omnichannel retailing without a fully 
integrated business model. Followers tend to focus on front-end solutions and instead they will take 
the approach of retroactively fixing the back-end systems to keep up with leaders in their market. In 
doing so, however, they run the risk of failing to establish the core systems they will require to 
deliver long-term success, and they might have a hard time living up the front they are showing to 
their customers. 

 
Optimized Pure Player 
This archetype contain retailers who have made a strategic decision to adopt a pure play approach, 
often very successfully. Importantly, because of this optimization, they are often very effective at 
what they do and can be leaders in their own markets. They are characterized by their ability to 
appreciate and harness the power of data-driven insight and are usually newer retailers without a 
legacy. 

 
Challenged Multi-channel Retailers 
These retailers are still trying to adapt to a multi-channel world by bending existing bricks and mortar 
infrastructure. They have taken a protectionist view against omnichannel, wanting to avoid 
cannibalizing their businesses with new channels. It is not that they do not recognize the shift in 
retailing but they are generally risk-averse and keen to escape the need for the significant business 
transformation that a move to omnichannel would demand. The challenged multi-channel retailers 
have established a front end multi-channel trading capability. However, they have not yet recognized 
the pressure this will place on their businesses in managing fulfilment through their existing bricks- 
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and-mortar infrastructure. This is placing their brands and businesses at risk in the face of rapidly 
increase of cross channel customer demands. 
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3 METHODOLOGY 
This section describe the methods, which have been used to collect the empirical data and that will be 
used to answer the research question.  
 
To answer the research questions three different methods were selected to collect empirical data: 
field research, a digital survey and interviews. The three methodologies were selected to 
complement each other in order to gain a broad understanding of the Omnichannel development 
within the Swedish market of fashion retailers. The main sample group was made out of 25 multi-
channel retailers within this segment and was observed in the field research. Twelve out of these 
participated in the digital survey and four retailers were interviewed. 

The field research provides a baseline for the current omnichannel development within the market 
by exploring the current omnichannel offerings at the selected multi-channel retailers. The research 
was conducted through observation of a number of predefined criteria about omnichannel 
development (appendix 1). The study collects quantitative data, which allow for a direct comparison 
of the development between different retailers, as well as insight into the spread of certain 
omnichannel services and parameters. 

The digital survey provides a deeper insight into the targeted organizations views and attitudes 
towards omnichannel retailing and how they approach the development. Compared to the field 
research this method provides insights about the omnichannel development not accessible from an 
outside point of view and explore the retailers’ views on omnichannel retailing’s influence on three 
key areas: business transformation, organizational and HR management and application of data and 
analytics.  

Finally interviews was conducted with four retailers to gain deeper insights and a qualitative view on 
the targeted areas in order to give an indication of how retailers in the sample group approach the 
area. The interviews were structured as an extension of the digital survey which allowed for more in 
depth answers and elaborations of the previous answers given. Details on how the different 
methodologies was performed are found in the sections below. 

 

3.1 FIELD RESEARCH 
To explore the current omnichannel offering of the selected sample retailers a field study were 
conducted which observed the retailers omnichannel development.  
 
Field research is the collection of information outside a laboratory, library or workplace setting in 
order to research a target market (Burgess, 2002). The field research was designed to evaluate the 
selected retailers’ current omnichannel offerings as well as the spread of certain omnichannel 
criteria. To do this 54 omnichannel parameters was selected within five areas: fulfillment, channel 
synchronization, frictionless online experience, loyalty and customer service. The fulfillment category 
also contained the subgroups: availability in-store and delivery and returns. The chosen parameters 
was selected based on previous research from Avensia (2015) and NRF (2016) and based on the 
measurable aspects of the required changes in the retail value chain to achieve an omnichannel 
experience (see section 2.1). The parameters were evaluated through direct personal observation on 
the selected retailers websites and physical stores in Stockholm, Sweden. In some cases the retailers 
were also contacted directly if the information could not be found directly through observation. As 
soon as a parameter was observed the results was noted into a spreadsheet to keep track of the 
process. 
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After evaluating the selected parameters at each retailer the field research provides an index of the 
retailer's current omnichannel development based on the selected parameters in this study. 

 

3.2 SURVEY 
To explore the attitudes towards omnichannel retailing in the Swedish fashion retail industry a 
survey was created and sent out to the 25 companies in the sample selection. The survey was 
targeted to persons within each company with insight into their omnichannel development (e.g. 
COO, CIO, omnichannel managers, business developers, e-commerce managers etc.). All questions 
were divided into three areas which targeted attitudes towards omnichannel business 
transformation, organization and HR management and application of data and analytics. The survey 
was made with Google forms and sent out in digital format through email to the targeted 
participants. 

The survey contained 21 questions which were distributed between multiple choice, checkboxes and 
free text answering options with the majority being of multiple choice type (appendix 2). The 
multiple choice questions used the Likert scale with the options strongly disagree, disagree, neither 
agree nor disagree, agree and strongly agree as answering options to different statements posed. 
The options was used to acquire symmetry in terms of equal numbers of positive and negative 
alternatives about the neutral value. In order to allow for quantitative comparisons balance in the 
form was kept with equal distance between each alternative. There is however always a risk for 
errors when conducting survey which is discussed in section 5.1.2.  

 

3. 3 INTERVIEWS 
In order to get a more in depth understanding of the omnichannel development interviews were 
performed with four different retailers.  
 
To complement the results from the survey and get a deeper understanding of the retailers’ attitudes 
towards the different aspects about omnichannel retailer four interviews was conducted. The 
interviews followed a semi-structured nature with questions based on the digital survey, but with the 
possibility to elaborate and discuss certain areas more profoundly (appendix 3). Out of the twelve 
retailers who answered the survey four agreed to participate in the interviews. These participants 
was interviewed over the phone and took approximately 30-60 minutes each.  All respondents were 
kept anonymous on behalf of confidentiality policies and are referred to as interviewee 1-4. 
Interviewee four was not cited in this thesis because the quotes was not as notable as the other 
interviews, although the general context of the interview was similar.  

The small sample size is not large enough to make general assumptions about the overarching views 
and attitudes of the Swedish fashion retail industry. Insights into how some retailers address and 
view the area can although be explored and they constitute as an indication of how retailers 
approach omnichannel retailing. 
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3.4 SAMPLE SELECTION 
This section explains how the participating companies were selected and how the arguments for the 
criterion was set. 
 
This research studies the development of omnichannel retailing thus a prerequisite of operating in 
more than one channel (i.e. multi-channel) was set. Retailers who only operate online (i.e. pure 
players) or in physical markets (i.e. brick and mortar) can adapt to omnichannel retailing as well, 
however, they first need to expand into more channels and thus were not selected in this study. 
Since this study also is delimited to the Swedish market, a geographical selection criteria was set that 
the retailers must be present in Sweden. To properly study the Swedish market and avoid influence 
from other markets, a criteria of a base in the Nordics was also set. To eliminate differences and 
narrow down the retailing area, an industry criteria of operating in the fashion industry was set to 
create a more coherent and comparable sample group, which would not fluctuate due to inherent 
industry differences. Finally, a turnover requirement was set to create a sample group with similar 
financial power and as well eliminate smaller players which were outside of the scope for this study. 

Sample selection criteria: 

x Operate in more than one channel (i.e. multi-channel retailers) 
x Present in the Swedish market 
x Be originated from the Nordic region 
x Operate in the clothes, shoes, sport and/or accessories retail industry 
x Turnover of more than 1 billion SEK from last annual report 

 

The following 25 companies (table 2) meet the above criteria and were selected to participate in the 
study: 

 

          
Acne Studios Bestseller* Bik Bok Brothers Cubus 
Dressmann Filippa K Gina Tricot H&M Indiska 
Intersport*** JC J.Lindeberg JOY Kappahl 
Lager 157 Lindex MQ NilsonGroup** Polarn O. Pyret 
Scorett Footwear Stadium WeSc XXL Sport & Vildmark Åhlens 
     
         

Table 2, selected retailers based on the sample criteria to participate in the study 
 

*Concern name which includes Jack & Jones, Vero Moda and Only as major brands. Since they are in 
the same business group and have a common e-commerce site (bestseller.com) as well as adjacent 
and similarly outfitted physical stores they are grouped as one. 

** Concern name which includes Din Sko, Nilson, and Ecco as major brands. Also use the same e-
commerce site (PutFeetFirst.com) and have adjacent and similarly outfitted physical stores. 

***Intersport is an exemption of the Nordic base since they are originally from France. However with 
their large presence in Sweden and with a Swedish head office they were included in the study.  
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The Swedish Market 
The Nordic region and especially the Swedish market is known for being generally tech savvy and 
usually a front runner in technological development. However, when it comes to omnichannel in the 
retail sector the tables are turned. Other markets such as the US, the UK and most parts of Western 
Europe are ahead in the development (LCP, 2015). Still the Swedish consumers are on the lookout for 
the latest developments in retail and ready to embrace the new form of shopping omnichannel 
brings (E-barometern Q4, 2015). Reasons for this might be the lesser market size or the not as 
competitive market. In any case the lagging market combined with the up-to-date consumer 
behavior makes the development in the Swedish market an interesting area to study further.  
To build on the above observations the requirement of a Nordic based company were set. By being 
based in the Nordics these companies are more isolated, or not as directly impacted from the 
developments in other markets. They would for example be less able to leverage a concept already 
developed for a mature market in the same sense.  

  
The Fashion Industry 
The fashion retail industry was selected since it caught interest for some of the similar reasons as the 
Swedish market. Previous studies showed a tendency of the industry lagging behind in the 
omnichannel development compared to other markets in the same region such as furniture and 
interior and consumer electronics (Avensia, 2015). At the same time it is a high value industry in 
Sweden with a total turnover of 91.4 billion SEK in domestic markets 2015 (Volante Research). 
Clothes and shoes is also one of the largest growing segments in the retail industry online (E-
barometern Q1, 2016) making up for about one third of all purchased items. Special characteristics 
within the industry, like the seasonal inventory for example, also makes omnichannel challenging yet 
it is very demanded by the customers. These factors motivates the reasons for selecting this 
particular industry for the scope of this thesis.  

In the fashion segment sport clothes and equipment, shoes and accessories are all included since 
they are similar products usually sold by the same retailer. In this study this segment is referred to as 
the fashion retailing industry. 

 

3.5 METHODOLOGY ERRORS 
All methods run the risk for several errors. This section presents the expected errors that might be 
present in the methods used. The errors are later critically discussed in section 5.1.2. 

 

3.5.1 SAMPLING ERROR 
A sample error is the discrepancy in the estimation gathered from a sample and the true information 
of the whole population. The error occurs when a observing a sample instead of the whole 
population since no sample is a perfect representation of a given population (Burns & Grove, 2009). 

 

3.5.2 NON-SAMPLING ERRORS 
In contrast to errors originated from the sample selection non sampling errors are the grouped term 
for all errors occurred by deviations from the true value that are not a function of the chosen sample 
(Scheuren, 2004). 
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Response Errors 
The type of errors occur when a respondent, intentionally or unintentionally, provides an inaccurate 
answer to the survey questions. For example respondents may try to portray themselves or their 
organization in a way that they believe the researcher or the society finds more favorable than their 
true beliefs, more specifically called social desirability bias (Grimm, 2010). 

 
Non-response Errors 
When a member of the sample cannot or will not participate in the survey a non-response error 
occur. This error is hard to avoid since some members of the selected sample will refuse to 
participate because of lack of time, personal benefit or confidentiality policies despite reasonable 
attempts made by the researcher (Scheuren, 2004). 

 
Observational Error  
Observational or measurement errors are difficulties connected to the gathering of data. The errors 
occurs when there is a difference between an observed value and its true value. These errors can be 
generated both by technical tools used for measuring and by the researcher in the observation 
process (Scheuren, 2004). 
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4 RESULTS & ANALYSIS 
In this section the empirical results and the analysis are presented from both the field study, the 
survey and the interviews. 
 
The results are divided into two main categories, the current omnichannel development in the 
Swedish fashion retail market, and the attitudes towards omnichannel retailing from these retailers. 
The current omnichannel development is based on the empirics from the field study and regards the 
development of viewable parameters from the changes required in the value chain (see section 2.2). 
The attitudes towards omnichannel retailing is based on the empirics from the survey and interviews 
and describe retailers views and attitudes of flow management and the organizational impacts of 
omnichannel retailing (see section 2.2.2 and 2.2.3).   

 

4.1 CURRENT OMNICHANNEL DEVELOPMENT  
By observing the Swedish market through the field study, this study presents an overview of the 
omnichannel development of the top 25 largest multi-channel fashion retailers in Sweden. The study 
evaluates 54 different omnichannel parameters (appendix 1) from five different areas to conclude 
the current omnichannel development from a customer perspective. 

 
Omnichannel Index for Multi-channel Retailers 
In average the sample group fulfilled 49% of the total omnichannel criteria with the maximum being 
71% and the lowest being 31% (fig 5). In the top we find the sport fashion & equipment retailers 
Intersport and Stadium tightly followed by Lindex, Åhlens and MQ all reaching above 60%. In the 
bottom we find the outlet fashion retailer Lager 157, the Bestseller group with Jack & Jones and Vero 
Moda as the largest brands and the premium fashion retailers Filippa K and WeSc all scoring below 
40%.  
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Figure 5, Omnichannel index for multi-channel retailers 
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Stages at the Omnichannel Journey 
The average score of 49% for all multi-channel retailers demonstrate an elementary omnichannel 
development in general for the Swedish fashion retailers. Marked in red in the bottom of the figure 
(5), the retailers could be considered in the Solo Mode stage in the omnichannel journey (Cao, 2014). 
These retailers have adopted a multi-channel strategy, but to a large extent use independent 
business models for different channels based on the observed parameters, and have not developed 
any integrated omnichannel features as product availability in store is noted on web page. The 
exception in this category is Filippa K who offer the possibility to view product availability in store 
from their web page, but due to scoring low in several other parameters they are still placed in this 
category. 

The retailers marked in yellow (fig 5) below the average score are considered in the Minimal 
Integration stage (Cao, 2014). These retailers have transformed major front-office operations of the 
business model to work complementary across channels, but with the main focus being on the 
development of the online business. Brothers is a small exception since they have developed some 
back-end functionality as the function product availability in store is noted on web page but since 
scoring low on several other parameters they are still placed in this category. 

The retailers marked in blue (fig 5) with about average to above average score are categorized in the 
Moderate Integration stage in the omnichannel journey (Cao, 2014). These retailers have integrated 
some operational activities of the business model across channels for optimization (e.g. click and 
collect) and invested in the back office to support this strategic shift. The line for this categorization is 
drawn where the retailers have developed some form of back-end support for their omnichannel 
offering e.g. product availability in store is noted on web page as a minimum but with some retailers 
in this category are also fulfilling parameters as the above mentioned click and collect which is a 
further development of the service.  

The top scoring retailers marked in green (fig 5) are the most developed in omnichannel retailing in 
the Swedish fashion retail market. These are considered close to, or at the Full Integration stage in 
the omnichannel journey (Cao, 2014). These retailers have aligned most of their offerings across 
channels and to a large extent provide a seamless shopping experience to their customers. Still these 
retailers are in the lower end of this spectrum if compared to fully integrated omnichannel retailers 
in developed markets as the US or the UK (NRF, 2016). However these retailers are in the forefront of 
the Swedish omnichannel development and those who currently have shown most intentions to fully 
adapt to omnichannel retailing.  

No retailer from this study could be considered at the 5:th stage in the omnichannel journey, which 
requires a New Business Model based on omnichannel retailing where the retailers has redefined its 
role in the whole value chain of the sector by changing its profit formula or co-creating value with 
other stakeholders.  

 
Omnichannel Archetypes 
To further classify the development and study the characteristics of the Swedish fashion retailers the 
sample companies can be placed into the emerged omnichannel archetypes (LCP, 2015). Considering 
the parameters in the field study a good indication of their respective archetype is given. The 
retailers marked in red and orange (fig 5), which were placed in the Solo Mode and Minimal 
Integration stage of the omnichannel journey can be classified as Challenged Multi-channel retailers 
(LCP, 2014). These are still trying to adapt to an omnichannel world with high focus still being on 
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their brick & mortar infrastructure while at the same time developing their online channels. They still 
keep a protectionist view towards the development and want to avoid cannibalizing their businesses 
with new and integrated channels. Even if they recognize the new trends and shift towards 
omnichannel retailing they are risk aware and keen to escape the need for significant business 
transformation that omnichannel would demand. 

The retailers categorized in the Moderate Integration stage marked in blue in figure 5 could be 
classified as Omnichannel Followers (LCP, 2014). These retailers has recently converted to an 
omnichannel offering without a fully integrated business model. The Followers tend to focus on 
front-end solutions and will take the approach of retroactively fixing the back-end systems to keep 
up with leaders in their market. Because of this approach they run a risk of failing to establish the 
core systems required to deliver long-term success in the omnichannel area, and they might have a 
hard time to live up the front they are showing to their customers. 

The most developed omnichannel retailers are considered as Omnichannel Pioneers (LCP, 2014) and 
are innovating and driving the omnichannel retailing industry forward. In general the total 
development in the Swedish market is too low to consider any retailer a true Omnichannel Pioneer. 
However, if only considering the sample group in this study the companies marked in green in figure 
5 could be seen as Pioneers as they are in front of the local development and are driving it forward. 
These players have fully committed to an omnichannel strategy which is anchored from the top 
management and throughout the whole company and are innovating in both front-end and back-end 
operations to deliver a seamless experience to their customers. Even if they are not currently 
operating as they wish in all areas, they see omnichannel as the core of how they will do retailing in 
the future and deliver long term growth and value. If compared to Pioneers in other markets they 
still have a long way to go and could be seen as developed Followers in a global sense.   

 

4.2 DEVELOPMENT OF SPECIFIC OMNICHANNEL AREAS AND PARAMETERS 
By looking closer at the omnichannel development, it is possible to see which omnichannel 
parameters that are more widespread and which that are not as common. The 54 parameters are 
divided into five categories, which all constitutes an important role in the omnichannel development: 
fulfillment, channel synchronization, frictionless online experience, loyalty and customer service. The 
fulfillment, channel synchronization and frictionless online experience regard different aspects of the 
development of the retail concept (see section 2.2.1) and the loyalty and customer service categories 
concerns the relationship management (see section 2.2.4). 

 
Omnichannel Fulfillment 
The fulfillment area is divided into two subcategories, availability in-store and return & delivery. The 
first category regards the connection between the digital and physical store and the ability to view 
product inventory information in the physical store from an e-commerce site. These features 
supports the omnichannel behavior of researching a product online, but with the need of inspecting, 
touching or testing the product before buying. The second group regards flexibility in connection 
with the transaction process and product acceptance. The average score in the total fulfilment 
category was 38% with respectively a 32% average in the availability in-store subcategory and 44% 
average in the delivery & returns subcategory.  
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Fulfillment: Availability In-store 
The ability for customers to look up product availability in a physical store through the web page is a 
basic omnichannel feature connecting the online presence with the offline by allowing the customer 
to perform different parts of their shopping in different channels. The study shows that that 64% of 
the multi-channel retailers provide this service (fig 6). However, when looking closer into the service 
it is noticed that no retailer is providing this service to a full extent with real time updates. Using the 
feature on a mobile device is possible at most retailers that offer the service, however, a significant 
smaller proportion (20%) is taking advantage of the mobiles GPS function.  

 

 
Figure 6, Availability in-store index of multi-channel retailers 

 

By analyzing this data it is clear that there is still a large amount of the retailers (36%) who still have 
not developed basic omnichannel services, such as having the product availability in physical store 
noted on the web page. This feature can be seen as one of the first steps in the omnichannel 
development, which points to the fact that there still is a group that are in the first steps of the 
omnichannel journey (Cao, 2014). These results also conclude that no retailer, even in the top scale, 
has taken the step to fully develop this service to real time information, this points to retailers still 
being a bit careful to make the final investments needed for a fully functional omnichannel 
experience. A common update frequency was once per day, which causes implications for customers 
expecting the inventory balance stated, but showing up just to find the products being sold earlier 
during the day. This is a feature where the front-end systems promise more than the back-end can 
deliver, causing a problem for the retailers as it might affect customer satisfaction. Without real-time 
insight into their own inventory data, retailers also cannot drive additional sales through the service, 
by for example taking advantage of location based offerings, such as sending out push out 
notifications, or SMS offers to customers nearby the store. 
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Fulfillment: Delivery and Returns 
The second part of the fulfillment category is the deliveries and returns. The possibility to buy a 
product online and pick it up in the physical store, more commonly known as BOPIS (Buy Online Pick 
up In Store) or Click & Collect, is an extension of the product availability in-store service. The feature 
adds both a transaction and logistics element to the service, which directly makes it more complex. 
The study shows that less than half of the retailer offer this service (fig 7) but the ones who do, does 
add an incentive to use the service, most commonly free shipping.   
 
Other features in the delivery and return category is the multiple shipping option, which 52% of the 
retailers offer. The most developed service in the category is however the possibility to purchase a 
product online and return it to a physical store, also known as BORIS (Buy Online Return in Store). 
This feature is very developed with 82% of the retailer's offering this service, however, not all of 
them (fig 7).  
 
When it comes to shipping most companies have an added cost for both home and service point 
delivery, but offers free shipping on both delivery and return when using the retailer's own store (fig 
7).  

 

 
Figure 7, Delivery and returns index of multi-channel retailers 
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The high amount of retailers offering the buy online pick up in store service shows that most retailers 
have taken the initial steps in connecting their online and offline channels. The Click and Collect 
feature is not as widespread yet, but will likely be the next step in development as most retailers look 
to expand their development. The execution of the Click and Collect service is still not seamlessly 
integrated into most stores and many retailers force customers to visit inconvenient located pick-up 
points to receive their goods. The observed pick up points was in many cases located in special 
cashiers at the back of the store or in connection to the warehouse. One retailer for example placed 
the pick-up point hidden in the lowest levels of the building in the center of the women's lingerie 
department regardless of which product that was ordered. This placement could for example 
confuse and intimidate people who are not comfortable in walking in alone and picking up goods in 
between womens underwear.  

The similar service reserve online, buy in store is on the contrary almost non-existent with only one 
company offering this service. Since this feature adds complexity without directly affecting sales, the 
low development of this feature is understandable with regard to the overall service development 
within the industry. 

 
Channel Synchronization 
The channel synchronization category hold several parameters, which aims to produce a seamless 
shopping experience for the consumer as well as facilitating a fulfilling omnichannel environment (fig 
8). The majority of the companies (76%) use the same price and same offers offline and online, 
however, occasional local sales and online promotions might occur. On the other end services such 
as access to additional information about products to customers mobile phones from barcode 
scanning, NFC or QR codes is not used at all. The possibility to order from the online assortment from 
the physical store using in store technology is also very limited with only 12% of the companies 
offering this service. The same amount of companies is offering free WIFI in store, while slightly more 
retailers have in store signage about their omnichannel service i.e. shop online, click & collect or 
similar.  

Looking at mobile, 92% of the retailers have an mobile optimized website, 56% let the shopping cart 
transfer between devices (i.e. desktop to mobile) and 28% have an application which you can shop 
from (fig 8). 
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Figure 8, Channel synchronization index of multi-channel retailers 

 
One parameter to highlight in this category is the information, or lack of information, about an 
omnichannel service. Very few companies has any information at all about the cross channel 
shopping experience. In most web shops online you also encounter the pick-up in store option (if 
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information about the possibility to order to, or return items to the store. To further drive the 
omnichannel behaviors of the customers, more clear information about the available omnichannel 
offerings should be communicated by the retailers.  

Mobile optimization of the web page can be seen as the norm as almost all retailers offer this 
feature. It is although notable that there still is a few retailers that have not optimized their websites 
for mobile, which certainly drives away a lot of potential mobile consumers. With mobile usage and 
shopping frequency increasing tremendously (E-barometern Q1, 2016) it is still surprising that the 
overall development in the mobile categories are still quite low. No company offer additional product 
information through QR codes or barcode scanning, and only a few companies offer an application 
where you can perform quick and enhanced shopping for mobile. In other categories such as 
availability in store and loyalty, mobile features such as finding the closest store on a map with the 
help of geolocation services as well as a mobile optimized view for loyalty points is still developed 
below average in their respective categories. This is definitely a big improvement point for most 
retailers, as the mobile device is becoming even more important for both shopping and information 
in retail. 

 
Frictionless Online Experience 
As consumer expectations grow for a seamless shopping journey across multiple online and offline 
touchpoints the e-commerce site becomes a natural hub for both research and shopping. The 
customer desires a streamlined experience where any friction in consumers’ path-to-purchase may 
lead to a lost sale for the retailer in question (Fulgoni, 2014). The selected parameters in this 
category have been expressed by customers as utterly important in their path to purchase and is a 
significant part of the omnichannel development (E-barometern Q2, 2015).  

When it comes to finding the right products, faceted navigation (i.e. sort on color, size etc.) and 
product upsell is used by most retailers (fig 9). Another feature to aid the search phase is an 
autocomplete search field with pictures, which provides extra help to quickly find a particular 
product, this feature is used by almost half of the retailer's (fig 9). Almost no retailers is however 
taking advantage of customer opinions, as only one retailer is providing faceted navigation on 
customer ratings, and reviews on the product page is only used by 28% of the retailers. 

Another omnichannel feature in web shop is virtual stickers displaying a certain quality, collection 
type or special offering. This is used by most retailers in physical stores but has not been fully 
adopted in the virtual space yet with 34% of the retailers using this feature. This is a big improvement 
point for retailers as stickers is a familiar concept, which customers recognize from the physical store 
and thus can bridge the gap from online to physical and create a more coherent feeling. 

In the shopping cart flexibility is important, looking at these features 48% allow for editing products 
in the cart and 92% provides a total cost breakdown of all products and shipping. If the customer 
leaves the page, 96% of the retailers automatically save the cart contents for the next visit. 

The last step in online shopping experience is the checkout, once again flexibility is important for 
omnichannel customers and small obstacles can disrupt the whole shopping process. Providing an 
optional account creation is a good way for speeding up the final step of the purchase and is 
currently used by almost all of the retailers. The ability to change product properties such as size, 
color or quantity even in the last step is also a way to allow flexibility and is used by 32% of the 
retailers (fig 9).  
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Figure 9, frictionless online experience index of multi-channel retailers 

 
The development of the multi-channel retailers’ e-commerce sites is decent from an omnichannel 
perspective with an average score being 55% for the retailers but with two parameters weighing 
down the results with very low scores. These two parameters are threshold messaging and faceted 
navigation based on customer reviews. Threshold messaging is used as an upsell feature to highlight 
the remaining spending needed for example free shipping, discounts or a bonus product. Almost no 
retailer (2%) takes advantage of this feature.  As for customer reviews and ratings this is another type 
of feature that very few (28%) multi-channel retailers have adopted. In comparison to fashion 
retailers only operating online (pure players) this is a big difference. 
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Omnichannel Loyalty Services 
Loyalty programs that work across channels and devices is a potentially powerful way to engage and 
later re-engage with customers over the long term. By enhancing the program across channels more 
insights can be gained and retention kept over all channels.  

Out of the multi-channel retailers 64% have a loyalty program in place. Of these retailers 96% give 
loyalty points for both shopping online and offline and 88% of the retailers allow customers to use 
the points when shopping online (fig 10). When it comes to transparency 84% let the user see how 
many points they have online and 44 % offer this feature in a mobile optimized way.  

In addition to the loyalty program 84% of the retailers use an incentive online, for example discount 
codes, for email sign-up to newsletter and promotions campaigns.   

 

 
Figure 10, Omnichannel loyalty index of multi-channel retailers 

 

The omnichannel loyalty services is quite developed compared to other omnichannel categories by 
the retailers who employ a loyalty program. There is however 36% of the retailers who does not offer 
a loyalty program, which should be taken into consideration when viewing this chart.  

In omnichannel retailing the loyalty program becomes a great way of identifying the customers and 
gaining valuable information about customer behaviors and buying patterns. It is also possible to 
target these customers with personalized information based on the analytics extracted and thus 
creating a better customer experience, more loyal customers and higher conversions. To further 
develop this segment retailers should not only adapt the loyalty program to mobile, but could also 
take advantage of the unique features of the mobile device (e.g. camera, coupons, GPS, notifications, 
payment capabilities, etc.) to augment features and services for their most loyal customers (NRF, 
2016). 
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Omnichannel Customer Service 
In omnichannel retailing, easy to access, quick and multiple channel service is the service to strive 
for. When it comes to accessibility, 80% of the retailers provide a link to the customer care in the 
page header (fig 11). When moving into the product page though, only 36% of the retailers provide a 
direct link and in the checkout 36% show customer service options. This is a crucial point in the 
consideration process where customers are the most likely to have questions that the page itself 
does not answer thus being a big improvement point for many retailers. 

Looking at the different channels available for support email is the most frequently used channel 
with all of the retailers providing this service. Phone support is the second most offered service 
channel provided by 92% of the retailers, which is slightly followed by a self-service FAQ used by 88% 
of the retailers. The least provided customer care services is a live chat with 32% adoption and a user 
generated Q&A or forum with 0% adoption. Finally, a direct call link for mobile is used by 52% of the 
retailers (fig 11). 

 

 
Figure 11, Customer Service parameters of multi-channel retailers 
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suited for omnichannel retailing. Where the service exists, it is also in many cases very secluded and 
could be highlighted directly on the product page for more utility.  

 
Summary of omnichannel index 
The overall omnichannel development within the Swedish fashion retail industry is in the early 
stages, considering the omnichannel index from the field study. Most retailers are in the minimal to 
moderate integration stage in the omnichannel journey respectively classified as Challenged multi-
channel retailers or Followers if put into the omnichannel archetypes.  A few retailers have reached a 
bit further in the development and could be placed in the full integration stage. However, they have 
not transformed enough to be seen as omnichannel Pioneers from a global perspective and still have 
a long way to go before truly reaching the total omnichannel experience. A summary of the 
development in the different areas can be found in the figure (12) below. 

 

Figure 12, Summery of the total omnichannel index for each category 

 

4.3 ATTITUDES TOWARDS OMNICHANNEL RETAILING 
In order to get deeper insight into the current omnichannel development and the reasons behind it, 
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multi-channel retailers twelve participated in the survey and four retailers participated in the semi-
structured interviews.  

Out of the twelve retailers in the survey 92% agreed or strongly agreed to being fully committed to 
delivering an omnichannel experience to their customers. The top reason for committing to 
omnichannel retailing was to live up to the customer's perception that they are shopping at one 
brand and not an individual store. Other reported reasons was to optimize the total customer 
experience and because of the belief that the omnichannel customers are more valuable from a 
financial perspective than a regular customer.   
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Looking at when the retailers started to work towards an omnichannel experience there is a quite 
even spread from less than one year ago to up to five years (fig 13). Still, there is a substantial 
amount of retailers (42%) who are fairly new at working with omnichannel retailing since starting less 
than one year ago.  

 
Figure 13, Time since retailers started working towards an omnichannel experience for their 

customers. No retailer answered that they so far had not started working towards an omnichannel 
experience yet. 

 
The omnichannel development is in the majority of cases driven by the leadership team as reported 
by 75% of the retailers. In a few cases the development was the responsibility of a single role either 
in a CIO, CTO or COO position. In any case it is clear to say that the omnichannel development is an 
issue for the top management.  

More recently many companies in other industries have created a new role for managing the digital 
transformation, the Chief Digital Officer (CDO). In the Swedish fashion retail industry this does not 
seem as common with only 25% of the retailers reporting that they have appointed this position.  

 

4.3.1 ATTITUDES TOWARDS OMNICHANNEL TRANSFORMATION 
This section presents the Swedish fashion retailers attitudes towards omnichannel retailers’ 
requirements of business transformation. 
 
The interviewees agreed that omnichannel retailing is a major shift in their traditional way of doing 
business.  

 

“I think this is the largest shift in retail we’ve ever seen” 

- Interviewee 1 

 
When it comes to the level of transformation that was required to deliver an omnichannel retail 
experience it was previously perceived that a compelling front-end proposition was enough. Lately it 
has been shown that back-end operations are required to be able to support and deliver on the 
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promises (LCP, 2015). The Swedish retailers seem to be in accordance with this conception where 
83% agreed or strongly agreed that omnichannel retailing requires a substantial re-engineering of 
the business operations and strategy, as well as both front-end and back-end operations (fig 14). 

When asked about their capability to manage the transformation, only 8% of the retailers agreed to 
have an agile organization which easily could adapt to the changes required and deliver an 
omnichannel experience (fig 14).  

 
Fig 14, The retailer’s attitudes towards different aspects of omnichannel transformation  

 
Omnichannel retailing entails a major shift in the way retailers operate. This was highlighted in the 
interviews by one interviewee who describes omnichannel retailing as much more than just a unified 
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- Interviewee 2 
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This was the general attitude expressed by all respondents and are described in another interview in 
a similar fashion: 

 

“We do not believe in just installing a new technical solution in the store and 
it is solved, it is more a new way of purchasing and selling products”  

- Interviewee 1 

 
Even if the general attitude from the interview retailers was that a transformation was needed, most 
of the retailers agreed that the critical point for transformation was not yet reached. They agreed 
that the traditional way of doing business still was profitable, however, in the long run adaption to 
omnichannel retailing was needed to survive.  

 
Risks with the Omnichannel Transformation 
In general the surveyed retailers did not see the overarching decision to transition towards 
omnichannel retailing as a great risk, however there were separate aspects which were considered 
troublesome. The greatest single risk considered by 92% of the retailers was the lack of digital 
maturity within the internal organization. The second greatest was the aspect of managing the 
change of the internal organization, considered by 67% of the retailers. Other notable risks consider 
by a few companies was up-front capital investments/cash flow (42%) and uncertainties in the 
transformation process (33%) (fig 15). Development of a viable omnichannel strategy and increased 
operational costs followed by the omnichannel transformation was seen as risk by 17% of the 
retailers and the risk of integration leading to a cannibalization of sales was seen as a risk by 8%. 

 

 
Fig 15, Considered risks with an omnichannel transformation. 

 

8%

17%

17%

33%

42%

67%

92%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%100%

Risk of cannabalization on sales due to
channel integration

Development of a viable omnichannel strategy

Increased operational costs

Uncertainties in the transformation process

Up front capital investments / cash flow

Manage change of the internal organization

Lack of digital maturity within the internal
organization



36 
 

The two most prominent risks with an omnichannel transformation was referred to the internal 
organization. One of the retailers also highlighted this in the interviews:  

“It does not matter at what company you look at, it is always the internal 
organization or the people in it who is both the enablers and the braking 
effect. It is not the technology that stops us, it is the people who work with 
it”  

- Interviewee 3 

 
These issues regarding the internal organization will be discussed further in the following section 
(4.3.2).  

4.3.2 INFLUENCE ON THE INTERNAL ORGANIZATION  
Omnichannel retailing is putting new demands on the business operating model which affects the 
internal organizations of the retailers. The difficulties with the internal organization lies within that 
omnichannel retailing requires a change in work procedures for many employees. This goes all the 
way from the different departments at the headquarter level to the sales associates in the stores. 
Many of these new task also requires proficiency with new IT systems, which can sometimes be a 
problem.  

One interviewees spoke about a knowledge boost for the whole organization, and a new way of 
doing business which everyone has to buy into. Their company were for example performing a 
nationwide training session country by country, with seminars and workshops for all managers and 
employees to attune to their omnichannel way of working. 

Cross channel communication between each channel and alignment of business goals is also of great 
importance to deliver a unified customer experience, pointed out by one interviewee. 

 

“Working with omnichannel requires more horizontal work in the 
organization instead of vertical. This is a big challenge which changes a lot 
of the traditional ways of working in the industry. It’s all about having a 
great overview over the organization and to know how everything is 
connected” 

- Interviewee 2 

 

Alignment over departments is something many of the surveyed retailers still struggle with. Figure 16 
show that 58% of the retailers do not disagree to operate independently and having autonomous 
business goals.  
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Figure 16, Surveyed retailers responses to the statement: In our organization each channel operate 
independently and have autonomous business goals? The options “Strongly Agree” and “Strongly 

Disagree” were not chosen by any retailer  
 
Spread of IT in the Organization 
In the stores sales associates now have to adapt to several omnichannel functions such as order 
online and pick up in store, as well as help customers order from their online assortment in some 
cases. One interviewed retailer addressed how the IT systems are getting more scattered around the 
organization and that more people are getting in contact with the systems. Earlier only a small 
amount of employees operated the systems, but in omnichannel retailing this becomes more 
widespread.  

 

“Everyone in the organization should be able to use this data. Sales 
associates should use it in stores to offer relevant products to the customers 
and designers and purchasers at the office should use it to develop new 
products and find which products that go well together” 

- Interviewee 1 

 
This requires the employees to have more IT experience, which is a problem today according to the 
surveyed retailers. However, this does not only put pressure on the employees, it is also up to the IT 
providers to build systems who are more adapted to the general user, according to the surveyed 
retailers.  

 

“IT Systems today must be more user-friendly and intuitive and it must be 
easier to understand the flows. As a developer you almost have to think that 
you have the end-customer in mind when designing the systems”  

- Interviewee 2 
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The employees at the headquarters also need new proficiencies in omnichannel retailing. With more 
digital channels and ways of gathering customer data, more knowledge is required to manage the 
quantities of data and used them the right way. Interviewee 2 described it as “the more data you get 
from the systems, the more problem you get with understanding it”. He says the retailing industries 
need more data scientists to understand the information gathered, and that this is important in more 
roles than just at the IT department. These data driven decisions needs to be made in both marketing 
and purchasing offices. Another interviewee describes this as well: 

 

“Omnichannel retailing put a lot of pressure on the current organization, 
partly it’s a whole new kind of competence needed to drive retail, which the 
ones who work with it today don’t have or maybe don’t even understand”   

-  Interviewee 3 

 
Finally the transformation also put new demands on leadership. With more information from 
analytics available, it is impossible for leaders to be on top of all the knowledge. Interviewee 3 
describes the general leaders within retail today as, “in total control and on top of all information and 
decisions”. He then argues that with a more data driven approach in omnichannel retailing the 
leaders cannot be the ones making all decisions nor having all the information. It is simply too much 
to handle, in fact maybe it is not even the employees he says, it might be the computers who have all 
the information. 

4.3.3 ATTITUDES ABOUT DATA AND ANALYTICS 
Customer needs and expectations are changing rapidly as new digital generations grow up and 
become powerful consumers. At the same time there is a plethora of customer data created from 
the digital channels which can be harvested and turned into valuable insights. Understanding these 
changes can become a competitive advantage and is a key element in omnichannel retailing.  

The majority of the surveyed retailers strongly agreed to that data and analytics is of great 
importance for their business (fig 17). Only three however considered themselves to have the 
technical systems in place required to extract the data they needed e.g. the inward flow of 
information. Several retailers also did not agree to having the analytical capabilities needed to take 
advantage of the data acquired e.g. the outward flow of information. 
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Figure 17, Surveyed retailers responses questions about how their organization viewed and handled 

data and analytics 
 
From the above figure (17) it is clear that data and analytics has become an important aspect even 
for retailers in the fashion segment. It is however still a big improvement area for the multi-channel 
retailers, both when it comes to the capability of IT systems and the human resources required to 
take advantage of the information extracted.  

The development is progressing. Several changes has already been made in the retailer's IT 
infrastructure (fig 18). The e-commerce platform have been given the largest focus, with almost all 
retailers having made changes to deliver a better omnichannel experience for their customers. 
Payment systems, Mobile, CRM and Logistics has also seen adaptation from more than half of the 
surveyed retailers. Least changes have currently been made to business intelligence and order 
management systems. 
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Figure 18, Systems which the surveyed retailers either have changed, modified or added in order to 

deliver a better omnichannel experience to their customers 
 

More investments is however in the pipeline for the retailers where all of them either strongly agree 
or agree to a statement if they are planning several changes to their IT infrastructure (fig 19).  

 
Figure 19, Response to question: “We are planning several changes, modifications or additions in our 
IT environment to deliver a better Omnichannel experience for our customers?” No retailer chose the 

options, neither agree nor disagree, disagree or strongly disagree 
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The largest improvement points the surveyed retailers wanted to develop with the help of data and 
analytics was to better understand their customers’ behaviors followed by more data driven business 
decisions (fig 20). Better personalization of their e-commerce sites was also seen as a big 
improvement point for the majority of retailers. Targeted promotions and offerings, Inventory 
forecasting & replenishment, higher accuracy in KPI’s and measurements and the digitalizing of the 
physical store was also seen as areas of improvement for some retailers but not as thoroughgoing 
(fig 20). 

 

 
Figure 20, Surveyed retailers most important improvement areas within data and analytics  

 
Another aspect about data and analytics that was highlighted in the interviews was the need for 
integration of information and communication systems. In omnichannel retailing sales channels must 
communicate with both each other and the warehouse to manage orders and shipping from 
different entities. As more channels become intertwined the need for a single view of information 
becomes necessary: 

“As the channels intertwine the different systems must communicate with 
each other as it becomes very complicated to manage the business by going 
from systems to system” 

- Interviewee 2 

 

“Technically we want to get better insights about our customers, their 
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-  Interviewee 1 
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“A single view is one of the most important components within omnichannel 
retailing, whether it’s a single view of the customer, the buying experience 
or the employees, one database that is connected and that you can trust”  

- Interviewee 3 

 
Another aspect which the surveyed retailers highlighted was the cultural clash between the creativity 
of the fashion industry and the hard facts of data and analytics. With fashion being much decided by 
the major labels and trends it is not the customer demand per say who controls the product 
development. This was expressed very clearly by one interviewee:  

 

“The whole concept with the fashion industry is that you practically tell the 
customer what she should wear in a year. It makes it very hard to do 
marketing research and ask for example: ‘do you want to have bell-
bottomed jeans next year?’ The customer will answer: ‘No, I would never 
wear that again’ and one year when it’s fashionable again they will wear 
them anyways. This makes retailers generally bad at looking at facts and 
figures to substantiate their decisions and instead you go for gut feeling, this 
is a very big difference for this industry I believe.”    

- Interviewee 1 

 

This culture have made the retail fashion industry to laggards when it comes to the use of data and 
analytics according to several interviewees. This also makes it hard to introduce new systems and IT 
tools to employees since it is sometimes met with an inner resistance to the traditional work. The 
interviewees however do not think a complete change in culture is needed, instead that retailers 
need to combine their current strengths with the power of data and analytics: 

“The fashion industry is good at understanding the customer in an intuitive 
way and thus create good customer experience and a good fashion. 
However we are not as good as aiding it with data and analytics to find the 
best ways. It’s not certain that pure data creates good fashion either, 
probably not. But it comes to combining the feeling for retailing and 
business acumen with smart data and analytics” 

- Interviewee 3  

 

Another interviewee highlight the need for combining the current skills with new ones: 

“It’s about improving what we still are good at, trends, styles, design and 
that part and at the same time assimilate the new way of working. We must 
get a combination of that, we can no longer stand on the sideline, we must 
do it” 

- Interviewee 1 
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The interviewees also stress that it is about keeping the brand feeling and what message you want to 
communicate. There are systems available to go full personalization and data governance, but then 
you might lose the sense of style and fashion you want to transmit to your customers.  

“Even if it statistically might increase the sales in the short run, it might not 
pay off in the long run from a branding perspective”  

- Interviewee 2 

 
So even if the traditional fashion industry retailers are behind in the use of data and analytics, their 
attitude is positive and they want to embrace the new wave of possibilities with the digitalization. 
However, they are still keen to keep the core of what the fashion industry is with its feeling for 
trends, style and good fashion it is just about combining it in the right way and to the right amount. 
They all agree change is coming and the pure players of e-commerce like Alibaba, Asos and Zalando 
drives the technological advancements in the industry, and they need to keep up with it to survive. 

 

4.3.4 SUMMERY OF ATTITUDES TOWARDS OMNICHANNEL RETAILING 
Summing up, it is clear that the retailers both acknowledge and are enthusiastic about the shift in 
retail. They see a lot of potential in improving their businesses and create a more compelling user 
experience with omnichannel retailing. Even if they are positive in general they see a lot of 
complexities and challenges with the transition as well. Many of the main challenges lies within the 
internal organization where the digital maturity and the change management of the employees were 
considered as the greatest overall challenge with the transformation. It was also found that inherent 
characteristics of the fashion industry, such as the creative design process and ambiguous fashion 
cycles, have led to more of a “gut feeling approach” to decisions rather than support from data and 
analytics, making the fashion industry retailers laggards in that area. In the process of going forward 
in the development it was also highlighted that a balance needs to be found between the 
incorporation of technology, data and analytics and the sense of fashion and professional intuition 
currently employed to create a better shopping experience.  
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5 DISCUSSION 
This section addresses the different shortcomings of the method and the data collection. It also 
discusses some particular findings from the study not directly brought up in the results. 
 

5.1 OMNICHANNEL EXPECTATIONS 
One thing to consider when looking at the omnichannel development index is that it only considers 
the implemented feature, not the level of function of the feature. For example, one retailer might 
have added the functionality to look up product availability in store from the web page, but the 
actual inventory might not be accurate. This is not taken into account in the study since it would be 
too time consuming to all parameters at each retailer. 

The level of service should however not be disregarded since omnichannel retailing is much about 
increasing the shopping experience for the consumer and while having smart cross channel functions 
is a good thing, if it does not work as promised the satisfaction level might be lower than if the 
service had not existed altogether. 

The pressure on the fashion industry to develop and an increased competitive landscape might lead 
to retailers pushing too fast for new omnichannel features risking the consistency in delivery. 
Retailers should therefore be careful with the new features implemented and make sure to be able 
to deliver on the promises that they make. 

Another risk in a fast developing and highly competitive landscape is that retailers might be pushing 
the bar for omnichannel retailing too far too early trying to keep up with more developed markets. 
This increases the risk for customer becoming used to a certain level of shopping experience and if 
the retailers then fail to deliver on these premises because of increased costs or too unstable 
infrastructure, the customer satisfaction might decrease which would be harmful for the whole 
industry.  

 

5.2 INTUITION VERSUS ANALYTICS 
One thing that came up in the interviews was the fashion industry's inherent characteristics of 
intuition and gut feeling instead of fact based decision making from data and analytics. This is an 
interesting aspect, which might explain to some degree why the fashion retail industry have fallen 
behind in the omnichannel development compared to other retailing industries. 

The long lead times and with the demand for fashion being more or less created by the brands rather 
than derived from the customer’s makes contemporary market analysis less useful since it does not 
reflect the trends that have to be produced (e.g. spring 16 fashion are produced in spring 15). 
Ambiguity in fashion cycles might also make it hard to predict recurring trends with customer market 
data and instead political, economic, social and technological factors as well as media trends must be 
studied to pinpoint future trends. Even if retailing analytics can be used for much more than design 
and product development, these reasons might have affected the general view on data driven 
analysis and decision making. With the big market shift towards omnichannel retailing, multi-channel 
retailers must adapt and take advantage of the possibilities offered by technology. Otherwise the 
traditional retailer’s might find themselves outrun by pure-players without modern IT infrastructure 
and lean organizations containing the right competences for the digital era.  
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5.3 METHOD DISCUSSION 
This sections critically discusses different aspects about the data gathering methods, such as possible 
errors and reliability.  
 

5.3.1 FIELD RESEARCH 
The conclusions about the multi-channel retailers omnichannel development in the Swedish fashion 
retail market is based on the observations made from the field study. The result might be subject to a 
few research errors and therefore the method and its realization is critically discussed.  

 
Design Dependency 
The outcome of the study and conclusions about the general omnichannel development is strictly 
dependent on the selection of omnichannel parameters that compose the index. Since there is no set 
of standardized omnichannel parameters, the result depends on the parameters chosen for this 
study. For example, if certain parameters that only a few retailers had fulfilled would have been 
removed, the results would been slightly different. Different retailers might also have been more or 
less developed in a certain category and with exclusion or addition of any category or its constituting 
parameters the index would have been different. Therefore, the results should be taken into account 
with regard to the specifically selected parameters in this study, and different studies that use 
different parameters should expect a somewhat different result.  
 

Observational Error 
The study was made with personal observations on both the physical store and e-commerce site without 
any technical equipment, thus no technical errors are possible. All observations was also made by the 
same person and thus no difference of opinion in the observation could occur. There is however a risk for 
researcher bias, where the researcher sometimes “see what they want to see” and the human factor that 
something can be missed or overlooked. To avoid this the study was carefully implemented and an 
objective mindset was taken.  

 
Generalizability 
The omnichannel index based on the field study can only be generalized within the fashion oriented 
multi-channel retailers in the Swedish market. The results may be different both in other markets 
and in other industries.  

 

5.3.2 SURVEY 
The results about the retailers’ attitudes and views about omnichannel retailing is based on the 
survey made with a selection of sample retailers. The results may be subject to both sampling and 
non-sampling errors critically discussed below.  

 
Sampling Error 
The survey was sent to selected individuals, based on their position, to all of the 25 selected retailers. 
The survey was in digital form and sent to the targeted participants by email containing a description 
of the survey and a link to the questionnaire. The targeted participants was after the initial email 
reminded up to four times to answer the survey during a three week period. In total 12 out the 
contacted 25 retailers answered the survey. 
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As in all samples there is a risk of a discrepancy between the measure obtained from the sample 
group representing the market and the true measure that can be obtained from the market as a 
whole. There is also a risk of a difference in opinion and knowledge about the own organization's 
development in between different company employees, which might lead to different answers 
depending on selection of representative for each retailer. To prevent this to an as large extent as 
possible, all targeted participants held similar positions or work tasks, and were all given the same 
background about the research and included terminology about the subject before answering the 
survey.  

The mean score of the twelve sample retailers participating in the survey from the omnichannel 
index was 55%, with the total average of the 25 retailers being 49%. Judging from this the result, the 
surveyed retailers are slightly more developed in the omnichannel field than the average retailers 
and the results in attitudes should therefore be regarded as such.  

 

Non-response Error 
Except for possible errors in the sample there are a few other errors that might have affected the 
outcome of the research which is discussed here.  

In total 12 retailers out of the targeted 25 answered the survey resulting in a response rate of 48%. 
All 25 retailers was contacted and several different representatives was tried if no answer was given. 
A few targeted participants replied to the email but did not give an answer to the survey because of 
lack of time or confidentiality policies within the company. The rest did not respond at all and after 
several reminders they were left out of the sample group. The lack of response for some retailers is 
regarded as a non-response error and has a slight effect of the study's reliability. With a larger 
sample pool this could have been avoided. With the nature of this study and the targeted 
participants sought, this error was however hard to avoid. The sample group acquired is however still 
considered large enough to show tendencies and general views of for the majority of the retailers in 
the market. 

 
Response Errors 
When answering questions about the own organization there is a risk of social desirability bias that 
that might affect the results. To portray themselves or their organization in a light that they believe 
the examiner or society consider more favorable, the respondents might answered some questions 
outside of their true beliefs. In this scenario it is likely that the respondents might have given a more 
positive view about their omnichannel view or state of their organization than the actuality.  

 

5.3.3 INTERVIEWS 
The purpose of the interviews was to provide an additional view of how some retailers view the 
omnichannel development and is considered as a qualitative element to get more in depth 
knowledge about a few retailers view of the subject. Four retailers who also had answered the survey 
participated out of the total 25. The sample size is however too small to give a general view of the 
market's attitudes but gives an indication of some of the retailers views about omnichannel retailing, 
the development and the different aspects of the fashion retailing industry. 
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Generalizability 
The results about the omnichannel attitudes should be seen as an indication on how the Swedish 
fashion retailers view the subject but cannot be generalized for the whole market because of the 
small sample size. The indications are also strictly kept to the fashion retail industry in Sweden and 
the results should not be generalized outside of this market since both the market and other 
industries can differ a lot in the development. 
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6 CONCLUSION 
This section answers the research questions and concludes the results in this study. It does also 
present a few takeaways for retailers to consider in their omnichannel development as well as some 
future research directions. 
 
Main research questions: How far has the omnichannel development progressed within the 
Swedish fashion retailing industry? 
The overall omnichannel development is still in the early stages. The retailers acknowledge the shift 
towards omnichannel retailing and are keen to transform, but the journey is complex and time 
consuming. So far most focus has been on the development of front-end systems like the e-
commerce platform and synchronization of merchandize and information across channels. However, 
back-end development appears to be the next in line. The majority of the retailers have developed 
basic functionality in connecting the physical store with the online, as with the buy online and return 
in store option. Several retailers have also progressed in the development of functionality that allow 
customers to see product availability in the physical stores from the e-commerce site, which is one of 
the first steps in integrating the online and offline channels. The next step in the omnichannel 
development is the click & collect function where a product that is purchased online can be picked-
up in the physical store. This functionality has seen some development, but is not yet commonly 
widespread among retailers in the market. To reach further development retailers need to support 
their front-end progression with a more integrated information system like the order management, 
which is yet to see proper development. Finally, they need to keep aligning their internal 
organization to fit with the new business needs. 

 

Sub question: What are the Swedish retailers’ attitudes towards omnichannel retailing when it 
comes to business transformation, organizational influence and adoption of data and analytics? 
When it comes to business transformation most retailers agree that a substantial re-engineering of 
their business is required to adapt to omnichannel retailing and that it affects both strategy and 
front- and back-end operations. The majority does however consider their organizations to lack the 
agility required to quickly perform the necessary changes. The lack of digital maturity in the internal 
organization was seen as the largest challenge in the transformation because of the more 
widespread use of ICT in the organization. The change management of the internal organization 
because of the merging of channels was also seen as a big challenge for the retailers as the 
omnichannel development progress.  

The retailers consider the omnichannel development to have huge impact on the internal 
organization as it presents a new logic in their way of doing business. The shift was considered to 
affect everyone from the marketing and purchasing departments to sales associates in the physical 
stores. New competences such as data scientist were also considered important to acquire and 
incorporate in more departments than the IT to take advantage of the digital information left by the 
customers.  

Finally, the majority of the retailers agreed that data and analytics was of great importance for their 
business. Although, it was expressed that inherent characteristics of the fashion industry had made 
the retailers more reluctant to use data and analytics than in other retail industries. The retailers also 
expressed that they lacked the IT systems needed in order to extract all the customer data they 
wanted, as well as the analytical capabilities to acquire all the insights given by the data. The majority 
of the retailers was however planning several investments in this area within the near future to 
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develop their omnichannel experience. The areas they looked to improve the most was to 
incorporate data driven support into their business decisions and be able to derive more information 
from their customers purchasing process and channel use. 

 

6.2 TAKAWAYS FOR MULTI-CHANNEL RETAILERS  
During the course of this research, several aspects of the omnichannel experience at the retailers in 
market was studied. This has led to the observation of some key improvement points for the retailers 
to think about when progressing in their omnichannel development.  

Information is Important 
In order for the retailers to drive the omnichannel behavior and for customers to utilize the 
omnichannel functionality, there must be clear information about the services available. For 
example, the possibility to order a product online and return it in the physical store might remove a 
lot of the barriers with shopping online. For example, having to pay for potential return shipping or 
hassle with repackaging etc. The majority of retailers (82%) offer this service but information about it 
are most cases found only after digging in the return policy FAQ. By providing clear information 
about this service at the product page, more customers might be inclined to purchase by having 
access to a simple and free return option if necessary. Information about this functionality in the 
physical store and the possibility to shop online might also drive the customers’ omnichannel 
behavior. 

The use cases of these functions could also be highlighted to encourage the customers to use the 
services even more. For example the click and collect function could be marketed as “Pick up the 
latest spring fashion on your lunch break” or “Get your products fast and without shipping, while 
stopping by our lovely store personnel for some additional fashion tips”. Currently these options are 
only found at the last stage of the shopping process and even though they might offer an increased 
shopping experience when discovered, they do not drive additional sales if not highlighted.  

A Failed Promise is Worse Than No Promise At All 
The omnichannel and technology hype might lead to retailers rushing their omnichannel 
development. There are several new services available and ways to enhance shopping for the 
customers, but retailers must remember that promises made must be kept in order to keep 
satisfaction. A new cutting edge in-store technology that does not work do not provide value for 
customers, on the contrary it lowers satisfaction. A good example is the view product availability in 
the store from the website function, which some retailers also have incorporated into in-store kiosks. 
For example, by promising five pieces of a product in store, the customer will expect to find five 
pieces there. Customers might also use their mobile phones as a support when shopping in the city 
to find available products that they are searching for. If they reach the store just to find no products 
available of the promised one, the customers will be less satisfied than having gone into the store by 
chance. Keeping the promises made by technology is therefore key and thus the back-end systems 
need to support the promises made by the front-end.  

Mobile Monetization 
The usage of mobiles in retail increases for every month passed. Not only the direct purchases but 
also the support functions such as searching for products or checking the balance of loyalty points. 
Most retailers are yet to align all their offerings across mobile, which is currently disrupting the 
seamless experience that is trying to be achieved. There are also several unchartered areas within 
mobile for the retailers to take advantage of such as GPS functionality, camera, applications etc. 
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Allow the Customer to Have a Voice 
Currently there are only a few multi-channel retailers (28%) who allow customer ratings and reviews 
on their products. Studies have shown that users (mostly women) are more likely to make a purchase 
if they can get an approval or information of a previous customer. Reviews and ratings also let 
customer interact with the brand, which is a good way of creating loyalty. Additional product 
information from other customers can also reduce returns and drive conversion. Customer input is 
currently used by most pure players in the market but has not yet seen development by most multi-
channel retailers.  

Several Small Things Adds Up in the Omnichannel User Experience 
Reduction of friction in the customer shopping process is a key element for a seamless shopping 
experience. A lot of small things that on its own might seem irrelevant might add up to lower the 
overall user experience for the customer. A customer service link in the page header, autocomplete 
search function with pictures, total cost breakdown in the shopping cart are examples of several 
parameters that together affect the total experience, but on its own might not seem significant. 
More exact information of shipping time from the traditional 1-3 days to exactly the correct time is 
also an example of a small thing that will enhance the experience. To uncover the potential 
improvement points the retailers should go through their own shopping process on their e-
commerce site as they were in the shoes of the customer and address any friction encountered. The 
field study parameters in this study can be used as a starting point.       

Employees Work for the Brand not the Store 
In omnichannel retailing a much more holistic view of the business needs to be taken, where a 
particular channel is only a small piece of the brand experience. For example sales associates in 
physical stores should be trained in the new ways of doing business and be updated on what is 
trending on the companies’ social media channels, web site and marketing material. The approach of 
employees should also extend outside of the current store and into the online space where mobile 
usage and cross-channel behavior should be encouraged.  

 

6.3 FURTHER RESEARCH SUGGESTIONS 
In order to build upon the results from this study a few future research directions are outlined to 
allow for a more in-depth research of the omnichannel development within the fashion retail 
industry.  

Omnichannel Development Index from a Consumer Point of View 
This study targets the retailers’ omnichannel development and outline an index of the current 
progress. It would be interesting to compare this research to the development of the consumers 
omnichannel behaviors and to research their attitudes and challenges when it comes to omnichannel 
shopping. In doing so the retailers and service providers within the industry would be able to more 
directly target the gap in between customer expectations and retailing capabilities to deliver a better 
omnichannel experience.  

Continuous Omnichannel Development 
The results of this study presents an in-depth but static view of the current omnichannel 
development. By repeating this research on an annual or six month basis the continuous progression 
of the selected companies’ omnichannel development would have been possible to derive. This 
would allow for a more dynamic analysis of the future state of the Swedish fashion retail market.  
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Analysis of Pure Players Attitudes Towards Omnichannel Retailing 
The interviewees all agreed that it is the pure players in the market that are driving the retail 
development forward. It would therefore be interesting to further research their views and attitudes 
towards omnichannel retiling and the future of shopping, to learn more about how to streamline 
organizations, incorporate data and analytics and what new competence will be required. Their take 
on the future of the physical stores would also be interesting to research and compare to the views 
of the multi-channel retailers.  
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APPENDIX  
This section will contain all the questions from the survey, the parameters of the observation 
and the questions from the interviews.  
 

APPENDIX 1 - FIELD RESEARCH OMNICHANNEL PARAMETERS 
These parameters was selected asses the current omnichannel development in the field study
  

Fulfillment 

Availability in-store 

Product availability in store is noted on web page 
Product availability in store is noted on web page in real time (no “unsure”, “contact store"). 
Sort - In-store availability. 
On a mobile device ability to look up in availability in store 

On a mobile device ability to look up in product availability in store to closest to you. 

Delivery &  Returns 

Buy online pick up in store (BOPIS / Click & Collect) 
Are there any incentives when buying online and pick up in store? Example free shipment 
BOPIS (C&C) from mobile site. 
Buy online reserve in store 
Multi-ship options 
Free Shipping 
Buy Online Return in Store (BORIS) 
Free Return Shipping 
Channel Synchronization 

Same price online & offline 
Do you use the same offers online and offline? 
Shopping cart transfers between devices 
Does every B&M store have their own space on your website? 
Is there a map with directions online to your closest B&M store? GPS 
Is it possible to write a shopping list online and then bring to your B&M stores? 
Cross-Channel gift card/coupon usage (ask) 
Site is mobile optimized 
Is there a mobile application that you can purchase from? 
In-storage signage about Omnichannel Service 
WIFI- available in store 
Access to information about products from B&M by mobile? QR codes for online reviews. 
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It’s possible to order from online assortment from store with in the store? 
Loyalty 

Email sign-up incentive (Online) 
Does your customers receive loyalty points when purchasing both online and in B&M? 
Can your customers use their loyalty points when shopping online? 
Can your customers see their loyalty points online? 
Can you see loyalty points in mobile optimized store? 
In-store sign up for loyalty program. 
Frictionless Online Experience 

Search - Autocomplete (with pictures) 
Sort - Faceted Navigation 
Sort - Faceted Navigation Reviews 
Stickers such as “Exclusive”, “web only” and “best seller” 
Customer Ratings 
Product Upsell  
Edit attributes in cart (Size + Color + Quantity) 
Product Shipping Status 
Threshold messaging 
Total Cost Breakdown Cart 
Edit product attributes Checkout (at least 2 factors) 
Optional account creation 
Save for later (Automatic cart save) 
Customer Service 

Customer service link in page header 
Customer Service option on Product Page 
Customer service options noted in checkout 
Email (Customer service) 
Phone (Customer service) 
Live Chat (Customer service) 
FAQ (Customer service) 

User generated Q&A (Customer service) 
Mobile site click to call (customer service) available 
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APPENDIX 2 – SURVEY QUESTIONS 
The following questions was used in the digital survey 
 
Business Transformation 

Our organization is fully committed to delivering an omnichannel retail experience to our 
customers 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 
Shortly describe why you are committed/not committed 

Free text 

When did you start working towards an Omnichannel experience for your customers? 

Haven’t started 
working yet and 
haven’t planned 

Haven’t started 
working yet but 
are planning 

< 1 year ago 1-3 years ago 3-5 Years ago >5 years 
ago 

 

Omnichannel retailing requires a substantial re-engineering of your business operations and 
strategy 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 
Omnichannel retailing requires a transformation of front-end operations in order to deliver a 
seamless experience to your customers. 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 
Omnichannel retailing requires a transformation of back-end operations to deliver a seamless 
experience to customers. 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 

We have an agile organization that can easily transform to deliver an Omnichannel experience 

 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 

Have you changed, modified or added any of the following systems in order to deliver better 
omnichannel experience to your customers? 

OMS (Order Management 
System) 

CRM (Customer Relationship 
System) 

E-commerce platform 

CMS (Content Management 
System) 

Mobile application / 
optimization 

PIM (product information 
management) 

ERP (Enterprise Resource 
Planning) 

POS (Point Of Sale) Warehouse and in-store 
logistic management 

Business Intelligence Payment systems Other 
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We are planning several changes, modifications or additions in our IT environment to deliver a 
better Omnichannel experience 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 
Transforming your business in order to create an Omnichannel experience for your customers is 
associated with a great risk? 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 

What would you consider as the greatest risks with an Omnichannel transformation? 

Integration of channels leads 
to cannibalization of sales 

Increased operational costs Up-front capital investments / 
Cash flow 

Development of a viable 
omnichannel strategy 

Uncertainties in the 
transformation process 

No financial benefits 

Manage change of internal 
organization 

Lack of digital maturity in 
internal organization 

Other 

 

What would you consider as your greatest challenges in delivering an Omnichannel experience for 
your organization? 

Free text 

Omnichannel Organization   

Who is in charge of driving a unified retail experience across all channels? 

Leadership 
Team 

CIO, CTO, or 
similar 

IT department Each department is 
responsible their own 
channel 

No one Other 

 

In our organization each channel operate independently and have autonomous business goals? 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 

We have created a position (Chief Digital Officer or similar) with the responsibility for driving our 
Omnichannel experience across all channels. 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 
Data and Analytics 

Data and analytics are of great importance for our organization's business? 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 
We have the technical systems/software needed to extract all the relevant customer data we 
need? 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
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We have the analytical capabilities needed in order to gain the insights we want from our data? 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 
What would you consider as the most important areas for your organization to improve within 
data and analytics? 

Inventory forecasting & replenishment Personalization of ecommerce site 
Understanding customer behaviors Digitalizing physical store 
Targeted promotions and offerings Data driven business decisions 

More accurate KPI's and measurements Other 
 

We currently measure cross channel sales? 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
 
Our sales associates/managers are rewarded for cross channels sales? 

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree 
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APPENDIX 3 – INTERVIEW QUESTIONS 
These questions formed the basis for the interviews. The interviews was then continued in a semi-
structured format. 
 

1) I enkäten svarade du att ni är fullt engagerade (helt förbundit er) till att leverera en omnikanal 
upplevelse till era kunder. 

 
a) Hur kommer det sig att ni förbundit er till att göra detta? 

 
b) Hur arbetar ni för att fullfölja detta åtagande? 

 
2) Vad krävs för att leverera en bra omnikanal upplevelse till era kunder?  
 

a) Vilken typ av förändring/omställning kräver dessa krav från ert traditionella arbetssätt? 
 

b) Vilka krav ställer ert omnikanalsåtagande på er interna organisation? Hur hanterar ni detta? 
 

c) Vilka krav ställer ert omnikanalsåtagande på era IT system och hur hanterar ni detta? 
(Förändring och uppdatering av IT system för att stödja omnikanal) 

 
3) Varför har ni valt att implementera de omnikanal erbjudanden som ni har? 
 

a) Varför har ni inte valt just dessa? 
 

b) Varför har ni inte implementerat andra erbjudanden? 
 

4) Hur ser ni på era fysiska butiker i mixen av alla kanaler? 
 
5) Hur arbetar ni kontinuerligt idag för att förbättra ert omnikanal erbjudande? 
 

a) Vilka är era huvudsakliga mål? 
 

b) Hur ska ni göra för att nå dem? 
 
6) I enkäten svarade du bland annat att den digitala mognadsgraden inom företaget är en av de 

största riskerna vid en omställning till en omnikanal erbjudande för era kunder. 
 
7) Kan du utveckla lite mer kring det här och vilka problem som uppstår mellan den digitala 

mognadsgraden och ert omnikanal åtagande? 
 
8) I enkäten svarade du också att ni inte har alla de tekniska systemen som ni behöver för att få 

den kunddata ni vill ha. Vad för typ av information skulle ni VILJA ha för att leverera en bättre 
omnikanal upplevelse för era kunder? 

 
9) Hur skulle du beskriva den generella omnikanal utvecklingen inom modebranschen i Sverige? 
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10)  Hur arbetar ni för att hålla er konkurrenskraftiga? 
 

a) Skiljer sig modebranschen på något sätt från andra retail områden?  
 

b) Hur ser du på framtiden? Hur tror du omnikanal har utvecklat sig? 
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