


It’s been fascinating to see the 
progression of this journey since our 
study last year. It is clear retailers 
continue to face significant challenges 
in balancing both their customers’ 
and businesses’ needs. The strategic 
implications of the omni-channel 
dilemma are far reaching and retail 
leaders must be more diligent than ever 
in pursuing the right direction for the 
future success of their businesses.

JOHN LOCKTON
MANAGING DIRECTOR, LCP CONSULTING
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Five key themes from this year’s research:



For example:

• Product and category ranges have been  
 extended massively, with pure-play  
 operators able to offer much larger choice 
 than can be accommodated within the  
 four walls of a retail store
• Price comparisons today mean being able 
 to instantly access the most competitive 
 offers online (often while viewing the 
 physical merchandise in the store)
• For today’s digitally connected customer, 
 reach now means anytime, anywhere and 
 through any medium they choose

This directly affects and influences the 
customer journey. And the competitive 
landscape for traditional retailers now  
extends to include fulfilment, returns  
and information management. 

PERSONALISATION, BUT AT WHAT COST?
The highest performing retailers are redefining 
service excellence and offering increasingly 
personalised experiences. By focusing on  
both expressed and unexpressed customer 
desires, they are able to offer a highly 
differentiated service. 

Inevitably, as one retailer raises the bar, 
customer expectations of basic service rise. 
Other retailers feel compelled to follow,  
often at higher cost.

The retail world continues to move at amazing speed. It has always been a dynamic 
industry, however, the current pace of change is accelerating and shows no signs of 
abating. Across the market, innovations in technology, customer service and order 
fulfilment continue to set new standards – and drive new expectations. Some retailers 
are forging ahead in the drive to become integrated omni-channel businesses, some  
are struggling to keep up and others are pursuing their own journeys.

What is clear is that we are beginning to see 
winners and losers emerging. What is not so clear 
is whether there is any single operating model 
that guarantees success. This year’s research 
shows retailers are confronted with a dilemma  
on how to move forwards.

In this report, we have covered an even broader, 
more comprehensive, spectrum of retailers from 
the UK and the USA than last year. We have 
looked at current activity, over-arching strategy, 
in-depth tactics, the critical elements driving 
success and future plans. The results reveal critical 
areas that are top of mind for retailers today.

IT’S ALL ABOUT THE CUSTOMER
Today’s customer is more demanding than 
ever. Shopper behaviour has fundamentally 
changed, driven by the desire to receive a more 
personalised retail experience. In an increasingly 
digitally-enabled world, competition is now 
multi-faceted. Excellence is required across 
every single touch point along the customer 
journey if retailers are to thrive.

BREAKING NEW GROUND
Competitive battlegrounds for retailers have 
broadened. This is taking them into unfamiliar 
territory. ‘Fit for purpose’ is no longer good 
enough. The traditional areas of range, price  
and reach (the ability to access the customer)  
on the high street are acquiring new dimensions.  

OMNI-CHANNEL IN 2014 – RETAIL AT A CROSSROADS?

4 ©COPYRIGHT 2014 LCP CONSULTING 5OMNI-CHANNEL IN 2014 – RETAIL AT A CROSSROADS?

The pace of change in retail, and in particular fulfilment,  
is driven by retailers recognising that their convenience offer 
is becoming compromised or uncompetitive as others develop, 
leading to a loss or risk of losing share of customer spend.  
The level of innovation in fulfilment has been greater in the last 
couple of years than I can ever remember as this increasingly 
becomes a primary reason for customer’s choice of retailer.

GRAHAM BARNES  
SUPPLY DIRECTOR, ARGOS



IS OMNI-CHANNEL THE ANSWER?
A true omni-channel strategy that delivers a 
seamless customer order experience fulfilled 
through a fully integrated business operating 
model is offering significant benefits for retailers. 

The top two advantages listed by participants  
in this year’s research were increased sales  
and customer service consistency. 

But it is not the only solution.

For some businesses, a multi-channel approach 
can deliver results without the disruption 
associated with omni-channel transition. 
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I’m seeing some retailers who are building organically on  
their current model and I’m flabbergasted because it is  
self-evident that three, four, five years down the line that 
that’s not going to be the right model. They should be pausing, 
evaluating where they are investing, and then investing  
in the model that is appropriate for the longer term.

DINO ROCOS 
OPERATIONS DIRECTOR, JOHN LEWIS
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The overall challenge for retailers is to define  
the right operating model for their business  
and deliver it in a way that provides a  
sustainable and profitable means of satisfying 
evolving customer needs.

Externally, this means being able to deliver 
a consistently outstanding level of customer 
experience through every channel. Internally,  
this means getting both the sales ‘front end’  
and the operational ‘back end’ aligned. 

METHODOLOGY

LCP Consulting commissioned market analysts, Research Now, 
to conduct the independent research with retail board directors 
and department heads operating in the UK and US. The research 
was conducted during July 2014. In total, around 50 executives 
were interviewed in the UK and 50 in the USA. More than half of 
respondents worked for retailers with more than 5,000 employees 
and more than a quarter for retailers with more than 20,000 
employees, all with an annual turnover in excess of £50million.  
This is LCP’s second omni-channel report. The first, The Omni-
channel Revolution, was published in 2013.

FOR THE PURPOSES OF THIS RESEARCH REPORT  
THE FOLLOWING DEFINITIONS WERE USED: 

Omni-channel retailing aims to deliver a seamless brand 
experience for the consumer through all available shopping 
channels, whether on mobile internet devices, computers,  
in-store, on television, or via catalogues, which is then fulfilled 
through a fully integrated fulfilment and returns operation.

Multi-channel retailing is the dedicated fulfilment of retail operations, 
optimised for each channel, to enable the customer to transact with 
the business (browse, buy, receive, return) through many connected, 
but independently managed, channels, including retail stores, online 
stores, mobile stores, mobile app stores, telephone sales, etc.
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In reviewing this research we see  
five key themes emerging…

Omni-channel dominates –  
but it’s not the only choice

Four retail archetypes emerging

Promising front-end service  
without back-end capability is a risk

Insight is key – both customer  
and business

Differentiation is still vital  
in the eyes of the customer

This report explores each of these 
in greater depth.

OMNI-CHANNEL IN 2014 – RETAIL AT A CROSSROADS?
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The shift to omni-channel continues apace with over half (54%)  
of respondents defining themselves as omni-channel retailers this 
year compared to just over a third (35%) last year. But it is not the 
case that everyone is on the journey to an omni-channel future. 

OMNI-CHANNEL DOMINATES –  
BUT IT’S NOT THE ONLY CHOICE

FOR OTHERS, OMNI-CHANNEL  
DRIVES ENHANCED PERFORMANCE
While some retailers have chosen to stick with 
pure-play or multi-channel operating models, 
those respondents who have gone the omni-
channel route are reaping the benefits. Nearly 
a third of the omni-channel retailers reported 
sales increases of between 10% and 20% as a 
result of their omni-channel adoption. 

It is clear that those adopting an omni-channel 
model are gaining a competitive advantage.

MULTI-CHANNEL STILL SUITS SOME
A core group of respondents have decided not to 
pursue an omni-channel strategy. Instead they 
appear to have settled on a pure-play or multi-
channel combination of price, availability and 
service which delivers a compelling value equation 
for their customers. 

Generally these cannot be grouped by retail sector, 
size or location. The one exception is discounters. 
The discounter model combines narrow range 
(relatively speaking) with low price points and 
margins. This generally precludes operating in the 
online market where fulfilment costs are higher.

IN TRANSITION COMMITTED MULTI-
CHANNEL OR PURE-PLAY

27%

29%

19%

36%

MOVED TO  
OMNI-CHANNEL

2014

54%

2013

35%

WHO’S MAKING THE MOVE TO OMNI-CHANNEL?

1

There are certain retailers and retailer formats where the 
operating model might dictate that the way they do things  
is right for them and right for their customers. So depending  
on the merchandise you want to offer, the economics may  
or may not make omni-channel attractive to everybody.
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“The research is showing a clear correlation 
between retail sales performance and omni-
channel adoption. This was particularly evident 
during the Christmas 2013 trading period  
where the retail winners in each sector were 
omni-channel adopters who could offer a 
seamless experience to their customers, while  
at the same time having greater operational 
control and visibility of their business drivers.  
This enabled later cut-offs, higher click-and-
collect volumes and improved stock deployment 
across fulfilment channels, allowing them to 
respond to changes in demand profile and to 
avoid ‘panic’ sales to clear overstocks.” 

Stuart Higgins, Retail Partner, LCP Consulting

A CRITICAL CHANNEL DILEMMA
What is becoming apparent is that retailers  
are facing a dilemma.

One option is to follow an omni-channel route 
where they face increased sector competition  
due to rising customer expectations. 

The other is to try to optimise their existing  
pure-play or multi-channel model. 

If the choice is to be multi-channel, retailers need 
to be confident that they are operating in a sector 
where this is sustainable. They need to be able to 
deliver an acceptable customer offer in the face of 
increasing customer service expectations driven 
by their omni-channel competitors.

Whatever their decision, it is clear that increasingly 
retailers are deciding where they want to be 
based on a more informed perspective of the 
implications of their decision.

GRAHAM BARNES 
SUPPLY DIRECTOR, ARGOS

NEARLY A THIRD OF THE OMNI-CHANNEL RETAILERS  
REPORTED SALES INCREASES OF BETWEEN 10% AND 20%  
AS A RESULT OF THEIR OMNI-CHANNEL ADOPTION. 

OMNI-CHANNEL DOMINATES – BUT IT’S NOT THE ONLY CHOICE
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Omni-channel 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 omni-channel approach. 

For them, omni-channel is core to how they will deliver long-
term growth and value. This group is clearly ahead of the curve 
achieving the highest reduction in delivery-related customer 
complaints (33% agree) but also demonstrating a real appreciation 
of the scale of the task at hand, scoring themselves lowest of the 
four groups in terms of their current data and insight capabilities – 
just 28% rated themselves good or excellent. 

OMNI-CHANNEL PIONEERS™ 

Omni-channel Followers™ have committed to an omni-channel 
future for their businesses (though typically relatively recently). 
Many, however, don’t have a fully integrated business model to 
deliver the seamless service they’d like to offer. 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. 

Click-and-collect is a major catalyst for Omni-channel Followers 
with 62% agreeing that this will become the number one requested 
fulfilment option in their stores in the next two years. However, 
warning signs are evident with 41% having seen an increase in 
delivery related customer complaints in the past 12 months.

OMNI-CHANNEL FOLLOWERS™ 

Our research has highlighted that there are four clear retail archetypes emerging.

FOUR RETAIL ARCHETYPES EMERGING

13%

34%

27%

26%

2

Challenged Multi-channel Retailers™ are trying to adapt to a  
multi-channel world by flexing existing bricks-and-mortar 
infrastructure. They take an essentially protectionist view, wanting  
to avoid cannibalising their businesses with new channels. It’s not  
that they do not recognise the problem (71% agree that offering  
the customer a uniform service experience whichever channel is  
used poses one of the greatest challenges) but they are generally  
risk-averse and keen to escape the need for the significant business 
transformation that a move to omni-channel would demand. 

There are clear warning signals that this group is in danger of  
terminal decline. For example, 93% plan little or no investment in 
improving critical data and analytical capabilities in the year ahead. 

CHALLENGED  
MULTI-CHANNEL RETAILERS™ 

Optimised Multi-channel or Pure-play Retailers™ have made 
a strategic decision to adopt either a multi-channel or pure-play 
approach. They are concentrating on optimising that approach, 
whether focused on physical stores or online. Importantly, 
because of this optimisation, they are often very effective at  
what they do and can be leaders in their own markets. 

They are characterised by their ability to appreciate and  
harness the power of data-driven insight and they place the 
highest importance on data and analytical capabilities.  
They rate themselves as competent without complacency  
and are the group most likely to be planning a substantial 
investment in data and analytics in the next 12 months.

OPTIMISED MULTI-CHANNEL  
OR PURE-PLAY RETAILERS™ 
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Our 2013 research suggested that there were only two retail archetypes: Omni-channel Winners and 
Multi-channel Losers. This year’s research provides a richer picture of what is going on. It’s clear that 
Omni-channel Pioneers and Optimised Multi-channel/Pure-play Retailers are setting the pace.

“

“

STUART HIGGINS, RETAIL PARTNER, LCP CONSULTING 

FOUR RETAIL ARCHETYPES EMERGING

13%

34%

27%

26%



IMPORTANCE OF UNDERSTANDING DATA AND ANALYTICS
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13%

CHALLENGED 
MULTI-CHANNEL 
RETAILERS

26%

OPTIMISED 
MULTI-CHANNEL 
OR PURE-PLAY 
RETAILERS

IMPORTANT EXTREMELY IMPORTANT
20%

30%

40%

50%

60%

70%

OMNI-CHANNEL 
FOLLOWERS

27%

34%

OMNI-CHANNEL 
PIONEERS

ARCHETYPES ARE DEFINED BY THEIR PRIORITISATION OF TWO KEY BUSINESS AREAS:  
RE-ENGINEERING THE BUSINESS AND THE IMPORTANCE OF DATA AND ANALYTICS
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These are the two dimensions that discriminate 
between the archetypes: the relative importance 
of understanding data and analytics in the 
business and the acceptance that an omni-
channel retail approach requires a total re-
engineering of the business.
 
Omni-channel Pioneers and Optimised  
Multi-channel/Pure-play Retailers share  

a clear view of both the importance of data  
and analytics and the need to re-engineer the 
business to support an omni-channel approach.
 
While Omni-channel Followers and  
Challenged Multi-channel Retailers place  
less importance on data and analytics  
and are less likely to acknowledge the  
scale of business re-engineering required.

GRAHAM BARNES 
SUPPLY DIRECTOR, ARGOS

WHO ARE THE OMNI-CHANNEL LEADERS?
When asked, respondents named relatively few 
omni-channel leaders in the market (although 
over a third viewed their own businesses in the 
leadership position). This raises a key question 
about the definition of ‘omni-channel leader’ 
and whether aspiration is outpacing reality  
on the ground.

“For those coming from a traditional retail 
background, it’s a real challenge to embrace 
the need for a fully integrated approach to 
implementation. It’s calling for a different 
mindset to manage delivery of transformational 
change over several years. This is uncharted 
territory for many and requires visionary, 
committed leadership.”
Phil Streatfield, Retail Partner, LCP Consulting

To some degree, in such a dynamic market, what 
is classified as leadership one year could fall 
behind the next. While the core archetypes ring 
true for most, the exact composition of each is 
likely to remain in flux. What we can say is that, 
overall, the trajectory is towards an ever more 
omni-channel future.

By definition, if you’re a leader, you’re going to have to place 
some pretty significant bets on things that you don’t fully  
know how customers are going to respond. So it’s important  
to develop new propositions in a way that allows you to adapt 
and refine accordingly. For example, no one can be 100% sure 
of how fast and how cheap home delivery will become but  
the overall direction of travel is faster and freer. So you need  
to work out how to leverage your operational model to meet 
the challenge of that trend but you shouldn’t try to predict  
the future too precisely. Build whatever you’re building  
with a degree of flexibility and continuously adapt.

1313FOUR RETAIL ARCHETYPES EMERGING
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A significant number of retailers have implemented an integrated front- and back-
end capability to deliver a seamless omni-channel experience for their customers. 
This requires major transformation, a principle clearly understood by both Omni-
channel Pioneers and the Optimised Multi-channel and Pure-play Retailers.

However, when it comes to Omni-channel 
Followers, the focus moves to front-end customer 
experience, using existing back-end infrastructure 
for delivery. Typically they recognise the need to 
optimise the back end at some later point in time 
but not yet. They are on a journey. 

The Challenged Multi-channel Retailers have 
established a front end multi-channel trading 
capability. However, they have not yet recognised 
the pressure this will place on their businesses in 

managing fulfilment through their existing bricks-
and-mortar infrastructure. This is placing their 
brands and businesses at risk in the face of rapidly 
rising customer expectations.

Respondents to this year’s survey cited increased 
sales and consistency of customer service as the 
main benefits of omni-channel implementation. 
This compares to our 2013 survey which clearly 
showed enhanced business operating models as 
the primary benefit of implementation.

PROMISING FRONT-END SERVICE WITHOUT  
BACK-END CAPABILITY IS A RISK

WHAT ARE / WERE THE THREE MAIN ADVANTAGES FOR  
YOUR BUSINESS IN MOVING FROM A MULTI-CHANNEL MODEL?

SALES CUSTOMER SERVICE OPERATING MODEL

2013

2014
60%

2013
60%

2013
57%

2014
67%

2014
38%

2013
59%

In fact only 38% of respondents this year listed a 
fundamental change to their business model as a 
critical element for omni-channel success (many of 
whom fall into the Omni-channel Follower group).

©COPYRIGHT 2014 LCP CONSULTING

This is a potential concern because improvements 
in customer satisfaction will only be delivered by 
having a back-end capability that matches the 
front-end promise – and this requires a successful 
business operating model.

3
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CRITICAL ELEMENTS FOR OMNI-CHANNEL SUCCESS

CUSTOMER 
BEHAVIOUR -  
DATA AND INSIGHTS

60%
SIGNIFICANTLY 
ENHANCED 
INTERNAL SYSTEMS 
INTEGRATION

49%
INTEGRATED RETAIL 
REPLENISHMENT/
FULFILMENT FLOWS

42%
A CHANGE IN THE 
WAY WE MEASURE 
AND MANAGE OUR 
BUSINESS

A FUNDAMENTAL 
CHANGE TO 
THE BUSINESS 
OPERATING MODEL

SIGNIFICANTLY 
IMPROVED RETURNS 
PROCESS AND 
CUSTOMER SERVICE 
EXPERIENCES

REALLY EFFECTIVE 
FULFILMENT SERVICE 
PARTNERS

A REVISED 
ASSORTMENT 
STRATEGY

RE-PURPOSED  
STORE ESTATE

INTERNAL BUSINESS 
OPERATIONS - DATA 
AND INSIGHTS

32% 30%

25% 23% 23% 12% 8%

PROMISING FRONT-END SERVICE WITHOUT BACK-END CAPABILITY IS A RISK

It’s critical to get the back end right – that includes 
physical infrastructure, automation, processes and IT 
integration of the various elements from call centres to 
distribution centres to delivery from suppliers in order  
to provide the customer with a seamless experience.

DINO ROCOS  
OPERATIONS DIRECTOR, JOHN LEWIS

Respondents in this year’s research identified a range of elements as being 
critical for a successful omni-channel transformation, with customer behaviour 
data and insights, and enhanced internal systems integration leading the list.

% SELECTING EACH ELEMENT IN TOP 3



OMNI-CHANNEL  
PIONEERS

PROMISING FRONT-END SERVICE WITHOUT BACK-END CAPABILITY IS A RISK16

PUTTING REPUTATION AT RISK
While a focus on the front end may give a 
consistent appearance for the brand when a 
customer places an order, it risks delivering  
an inconsistent experience when fulfilling that 
order. This can have profound implications  
for the brand’s reputation.

« INCREASED  DECREASED »

7%-41%

-17% 33%

LEADING THE WAY TO GREATER CUSTOMER SATISFACTION

OMNI-CHANNEL 
FOLLOWERS

©COPYRIGHT 2014 LCP CONSULTING

Some 41% of Omni-channel Followers have experienced increased levels  
of complaints in the last year. Omni-channel Pioneers, however, have seen 
complaints drop by a third. This clearly indicates the scale of the risk posed  
by an incomplete or poorly integrated business operating model.

“Retailers may attract customers by managing  
the front end, but that is only half the story.  
How likely are customers to return when  
the experience doesn’t match the promise?  
Failing to prioritise back-end development to 
align with the front-end promise is risking major 
customer dissatisfaction and footfall loss.” 

Stuart Higgins, Retail Partner, LCP Consulting

% AGREEING THAT CUSTOMER DELIVERY RELATED COMPLAINTS INCREASED/DECREASED IN THE LAST YEAR

4
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INSIGHT IS KEY – BOTH CUSTOMER AND BUSINESS  

This year’s research brought out clearly the need to focus on both 
customer and operational data insight for omni-channel success. 

Almost every retailer today is investing in insight 
as a means of gaining a deeper understanding of 
their customers. They recognise that customer 
needs and expectations are changing rapidly.  
If they do not understand this and change with 
the customer then they risk losing them to 
competitors who understand them better.

There is a plethora of customer data available, 
but many retailers are struggling to work out 
exactly how to interpret that data and turn 
it into information and insight that will really 
resonate with their customers. The challenge 
lies in understanding how to harvest and 
harness the data in a way that supports  
your relationship with all of your customers, 
not just a select few target personas.

If retailers take the view that they’ll fix the back end later, they’re 
intrinsically planning for failure. They’re saying that online will 
be a minority part of their business and therefore doesn’t need 
an efficient suite of back end systems. Whereas the thinking 
retailers who are looking ahead are saying: We’re planning for 
success and parallel investing in both the front and back end. 

DAVID WILD 
CEO, DOMINO’S PIZZA GROUP

INSIGHT IS KEY - BOTH CUSTOMER AND BUSINESS

THE RESEARCH HIGHLIGHTED AN AREA WHERE RETAILERS  
IN THE USA APPEAR TO BE MORE ADVANCED THAN  
THEIR UK COUNTERPARTS – CUSTOMER DATA.

UNDERSTANDING CUSTOMERS
Both markets recognise customer data as primary in 
importance. But over half (56%) of US respondents are  
making it a major focus whereas only a third (29%)  
of UK retailers are giving it the same attention. 

However, UK retailers are showing a clear appetite for 
improvement. A significant number – some 41% – say they  
will be making a substantial investment in their data and 
analytics capabilities over the next 12 months. 

4



THE TWO FACES OF DATA
Broadly speaking, retailers can approach data from 
two perspectives. The first aims to understand 
customer needs from their current and historical 
purchase patterns. This is the source of much of 
the current hype around Big Data.

The second aims to understand how customer 
expectations are changing and how retailers 
can provide for their unexpressed desires. But 
knowing what customers really want and how 
they will respond to new, innovative offers 
remains a challenge.

18

OPERATIONAL INSIGHTS THROUGH 
DATA ANALYTICS
A further area of critical data relates to the  
back end, which will deliver the customer 
promise, mapped against these insights. 

While customer data gets a lot of time in the 
spotlight, operational data remains an area 
that is underestimated by many. In this year’s 
research a quarter of retailers reported that  
they still lack the tools and systems to measure 
their businesses’ performance by channel.

ALMOST 1/4 OF RETAILERS DON’T HAVE THE TOOLS AND SYSTEMS IN  
PLACE TO MEASURE BUSINESS PERFORMANCE BY CHANNEL

72%

23%

5%

DON’T HAVE THE 
TOOLS IN PLACE

HAVE THE TOOLS  
IN PLACE

DON’T KNOW

Leading players have discovered that creating  
an effective omni-channel capability significantly 
disrupts their internal reporting and analytics. 
The resulting lesson is clear: If the move to  

©COPYRIGHT 2014 LCP CONSULTING

omni-channel is to be a success, it is critical  
for the business to actively manage the 
adjustment of its management reporting  
and analytical capabilities.

Many retailers are still coming to terms with the fact 
that omni-channel business requires an omni-channel 
view of sales, working capital and profit. This detailed 
understanding of channel economics demands a systemic 
approach to integrated financial and operational data  
as an enabler of improved business decision making.

STUART HIGGINS  
RETAIL PARTNER, LCP CONSULTING
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“There are lots of organisations that say they 
know their customers but what they actually 
know is what their customers have done in  
the past – they have an expertise in hindsight. 
They then assume that this hindsight gives 
them insight for the future but it doesn’t, it gives 
them insight for yesterday. The real challenge 
for organisations is to take future customer 
trends and patterns, and what’s happening with 
different persona groups, and work out how 
they take their hindsight, add some context to 
it and start to create real foresight into what 
the customer is going to do in the future. This is 
the space where the leaders in personalisation 
are taking the market, and providing unique 
experience opportunities for their customers.” 

Neil Ashworth, CEO, CollectPlus



the belief that a seamless customer offer  
will drive sales.

Challenged Multi-channel Retailers retain a  
focus on price as the primary driver of footfall 
and sales. This may prove to be short sighted.

Last year’s research showed respondents viewed price as the 
biggest driver for consumer purchase. This year, as the economy 
recovers, a different picture is emerging.

DIFFERENTIATION IS STILL VITAL IN  
THE EYES OF THE CUSTOMER

It is clear that each of the four archetypes is 
placing a different emphasis on elements of their 
customer offer and this is ultimately driving their 
sales performance. In the case of Omni-channel 
Pioneers and Optimised Multi-channel Retailers, 
they are clearly prioritising customer service in 

20

PERCEIVED  CUSTOMER DRIVERS BY ARCHETYPE

15%
12%

16%
29%

13%
9%

18%
5%

19%

14%
14%

23%

7%
10%

15%
12%

13%
10%

9%
5%

CUSTOMER SERVICE

PRICE

ASSORTMENT

SPEED OF DELIVERY

CONSISTENT BRAND OFFERING 
ACROSS CHANNELS

OMNI-CHANNEL 
FOLLOWERS

OPTIMISED MULTI-CHANNEL 
OR PURE-PLAY RETAILERS

OMNI-CHANNEL  
PIONEERS

CHALLENGED MULTI-
CHANNEL RETAILERS

5
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DELIVERING REAL DIFFERENCE
Ultimately, differentiation is about a suite of 
service offers, not just speed. While markets 
seem to be shifting towards faster and freer,  
it is by no means certain that speed is the name 
of the game. It is true that pure-play retailers are 
pursuing this as a means of differentiation in  
the marketplace. However, the rapid growth of 
click-and-collect suggests that customers are 
placing convenience over speed in the majority  
of instances.

This largely depends on the product category 
and the individual shopping missions at the 
time of purchase. Customers will make trade-

offs between speed, price, convenience and 
personalisation. 

For their part, retailers must provide a suite of 
service offerings to cater for what customers 
want. This, in turn, drives back-end complexity 
and challenges existing systems and physical 
infrastructures that must then be adapted or 
fundamentally redesigned and re-implemented.

“This is the source of differentiation and a 
strategic battleground. Bricks-and-mortar 
retailers with extended physical networks may  
be able to offer a larger suite of service offerings 
and personalisation than pure-play e-tailers  
can achieve.” 

Phil Streatfield, Retail Partner, LCP Consulting

Price is fast becoming an old way of competing. The reason for 
that is that everyone can drop the price but probably can’t drop it 
as far as Amazon on most things. So organisations are starting to 
create different value equations. These cover other dimensions: 
How can we differentiate around our product offerings so they’re 
not directly comparable? How can we establish a different 
service proposition? What’s our convenience offering – not just 
geographical but accessibility across web and mobile?

NEIL ASHWORTH  
CEO, COLLECTPLUS

DIFFERENTIATION IS STILL VITAL IN THE EYES OF THE CUSTOMER



THE RISE AND RISE OF CLICK-AND-COLLECT
Click-and-collect looks set to become the most 
significant element in fulfilment. Not only does it 
provide enhanced convenience and consistency, 
it also generates a lower total cost of fulfilment. 
Although the concept is not new – Argos’s Check 
and Reserve system has been in operation for 
some years – click-and-collect is now gaining 
rapid momentum. Ultimately, it allows customers 
to take complete control of the time of fulfilment, 
while also driving down warehousing and 
distribution costs for the retailer.

Interestingly, of those retailers who are 
currently multi-channel but planning to move 
to omni-channel in the next 5 years, 65% agree 
click-and-collect will become the number one 
requested fulfilment option and appears to  
be a clear motivator for making the move.

THE CONVENIENCE CHALLENGE
As the world of retailing has moved away from 
focusing solely on price, the battleground has 
become even more complex. A key focus has 
centred around delivering greater convenience for 
customers. What makes things more difficult is 
differing consumer definitions of convenience.  
For example, what is convenient for a largely 
home-based customer is markedly different to 
that for someone working in the city and  
restricted to office hours.

INGREDIENTS FOR SUCCESS
Every retailer is different to a greater or lesser 
degree. As such, there is no formulaic approach 
for ultimate omni-channel success. 

Four capabilities, however, will be key:

 Consistent customer proposition – ensuring  
 a uniform, aligned presentation of the business 
 offer and presence across all channels  
 (in-store, online, mobile, app).

 Seamless order management and customer 
 experience – making it easy for the customer 
 irrespective of what channel the retailer is 
 seeing, allowing them to process and manage  
 their order the way that suits them in one place.

 Fulfilment excellence – fulfilment needs to 
 be consistently high quality regardless of how 
 the customer chooses to shop and have their  
 products delivered.

 Effective personalisation – understanding the 
 identity of the individual customer and being 
 able to tailor the offer accordingly. Make it easy  
 for the customer, place yourself at the centre  
 of their world so they can interact with you 
 when they want, how they want and through a  
 medium of their choice.

1
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This compares with the UK where 40% claim to 
be omni-channel (compared to 27% last year).

Of course the question to ask is: Are we 
comparing like with like?

For example, some key characteristics of  
an omni-channel retailer in the UK such as click-
and-collect are largely absent in the US, which 
focuses more on innovative delivery options.  
In addition, online retail is more widely and deeply 

US OMNI-CHANNEL. BIGGER? BETTER? OR JUST DIFFERENT?
While this research sees distinct differences between the UK and US, there is also  
a relatively high degree of overlap, so there is value in comparing the two.

In the US, the growth in omni-channel is faster than the UK with 69% of respondents  
describing themselves as omni-channel retailers (the figure was 43% last year).

adopted in the UK. Data collection and analysis, 
however, is more advanced in the US.

So, while UK retailers can learn a lot from 
their colleagues across the pond, it is neither 
worthwhile nor desirable to simply mimic  
what is proving to be successful in the US.
The sheer difference in scale and model of the 
two markets must also be acknowledged as a 
key factor underpinning these differences. It is an 
opportunity to learn, but to do so with caution.

YEAR ON YEAR OMNI-CHANNEL GROWTH LED BY USA

2013

27% 43% 69%

2014

40%

US OMNI-CHANNEL. BIGGER? BETTER? OR JUST DIFFERENT?

“The situation in the UK is different than the US and that’s as much  
to do with geography as anything else. In the US, all the indications are 
that it’s likely to be more polarised (online vs bricks-and-mortar) in a 
way that the UK is not. So I do think we’re a relatively unique market.”

Dino Rocos, Operations Director, John Lewis



Many Challenged Multi-channel 
Retailers have got so much space  
that they don’t know what to do 
with it. They haven’t figured out  
how they can embrace technology 
in order to make their stores into a 
competitive advantage.

There is a wealth of insight in this year’s study. Overall, in our view,  
there are five key lessons for retailers in the year ahead:

CUSTOMER EXPECTATIONS AROUND 
PERSONALISATION, CONVENIENCE  
AND CONSISTENCY OF SERVICE  
CONTINUE TO DRIVE CHANGE.

• Omni-channel Pioneers have begun to re-set  
 customer expectations and raise the bar  
 for the whole of retail
• They have fully committed to transforming  
 their businesses to deliver a seamless 
 experience to customers
• It’s not all about speed. There is a shift  
 towards faster and freer. But the rapid  
 growth of click-and-collect in the UK shows 
 that the customer is choosing convenience 
 over speed

CONCLUSIONS AND THEMES FOR THE FUTURE

THE OMNI-CHANNEL FUTURE IS NOT 
INEVITABLE FOR ALL: DIFFERENT  
STRATEGIC POSITIONS ARE EMERGING  
WITH OMNI-CHANNEL PIONEERS AND 
OPTIMISED MULTI-CHANNEL/PURE-PLAY 
RETAILERS THE LIKELY WINNERS.

• Omni-channel Pioneers are breaking new  
 ground. They are typically larger retailers who  
 have determined that omni-channel is core to 
 how they will deliver long-term growth and 
 value. They have real appreciation for the  
 scale of the task at hand 
• Optimised Multi-channel/Pure-play Retailers 
 have made a strategic decision to adopt  
 either a multi-channel or pure-play approach.  
 They are concentrating on optimising their  
 chosen strategy, whether focused on physical  
 stores or online, and can be leaders in their  
 own markets
• Omni-channel Followers have more recently 
 committed to an omni-channel future.  
 They believe that the top three drivers for  
 success are still assortment, price and speed  
 of delivery. They have not yet achieved a fully  
 integrated business model to provide the  
 seamless service they would like to offer. As a  
 result, they may be at risk of not establishing  
 the core systems and related transformational  
 change required for sustainable success
• Challenged Multi-channel Retailers are trying 
 to adapt to a multi-channel world by flexing 
 their bricks-and-mortar infrastructure. With 
 no apparent plans to invest in the necessary 
 transformational changes and capabilities,  
 they face the largest risks of all the groups

“These archetypes match what I’m seeing out 
there. The real question for retailers is: Is this 
where I want to be?” 

Dino Rocos, Operations Director, John Lewis

1 2
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DAVID WILD 
CEO, DOMINO’S PIZZA
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BOARDS NEED TO BE CLEAR ABOUT  
WHICH RETAIL OPERATING MODEL  
THEY WANT TO BUILD: THEY NEED  
TO FULLY UNDERSTAND THE  
IMPLICATIONS OF THE CHOICES  
THEY MAKE.
 
• A failure to have a target model in mind  
 will mean that there will be insufficient  
 investment to deliver the required changes
• A decision to move towards an Omni- 
 channel Pioneer position requires massive 
 transformational change and has to be led 
 actively from the top of the business
• However, sustainable multi-channel strategies 
 are emerging. But if retailers choose to remain 
 in this position in a sector where omni-channel 
 competitors are raising service expectations – 
 the business could be at risk and the brand 
 may suffer

“There is certainly a range of models and 
functionality that most retailers are waking up 
to as becoming a must-have for at least part of 
their proposition. But many are not necessarily 
understanding the full implications of what it  
will take to deliver them.”

Graham Barnes, Supply Director, Argos

3

PHIL STREATFIELD 
RETAIL PARTNER, LCP CONSULTING

When multi-channel retailing emerged 
15 years ago, the emphasis was on home 
delivery, access to broad range and speed 
of response. Today’s omni-channel retailers 
are taking advantage of both their bricks-
and-mortar infrastructure and multiple 
channel access for customers to provide 
truly differentiated service propositions. 
This includes a significant move towards 
click-and-collect offers and means that the 
winning ticket is not a pure-play internet 
retail position but a fully integrated omni-
channel proposition.
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DAVID WILD  
CEO, DOMINO’S PIZZA

“I think change is inevitable and is 
accelerating. Anybody who thinks 
change is going to slow or things  
will go back to how they were, is 
so wrong that they’re going to get 
themselves into serious difficulties.

“

FOR THOSE RETAILERS PURSUING AN  
OMNI-CHANNEL STRATEGY, THE KEY 
MESSAGE IS THAT BACK-END CAPABILITIES 
MUST BE ALIGNED WITH FRONT-END 
CUSTOMER PROMISES. 

• A critical finding is that if retailers primarily  
 focus on a marketing agenda they could risk  
 failing to deliver on their customer proposition 
 and brand promises 
• Adopting an omni-channel strategy to  
 deliver on this broader customer service  
 proposition means significantly increasing  
 the number of choices of service offerings 
 available to customers
• This inevitably drives up operational  
 complexity. Legacy systems and capabilities  
 are generally unable to cope. This means  
 that comprehensive transformation of the 
 operational backbone of the business is  
 mandatory for sustainable success

“Translating the planned service proposition into a 
business operating model and creating a change 
programme to deliver it underpins successful 
omni-channel transitions. Cross-functional board 
leadership that engages the whole organisation is 
essential to landing the transformation.” 

Stuart Higgins,  Retail Partner, LCP Consulting

4 OMNI-CHANNEL PIONEERS WHO HAVE 
REALIGNED THEIR BUSINESS OPERATING 
MODELS ARE REAPING THE REWARDS  
IN THREE AREAS:

1. Growth – sales growth of 10-20%  
 with improving efficiencies and unlocking 
 opportunities for future investment

2. Differentiation and enduring competitive  
 advantage – the ability to respond with agility  
 to ever-increasing customer expectations

3. Consistent delivery of the customer promise  
 – driving loyalty 

Customer expectations around personalisation 
and convenience continue to drive change. 
Retailers are responding by selecting either 
omni-channel or optimised multi-channel 
strategies. It is essential retail boards are clear 
about which operating model they are trying  
to build as the level of change required is 
significant for any transition. 

Any misalignment between marketing-led 
customer promises and operational delivery  
will devalue the brand in the eyes of their 
customers. Managing the change requires 
dealing with potentially difficult decisions –  
such as a complete change of IT infrastructure 
– but the reward is worth it as it leads to proven 
growth, greater differentiation and enduring 
competitive advantage.

The signal from the industry is that the move 
to omni-channel continues to gather pace. If 
retailers haven’t yet made a choice, they will find 
their competitors soon will. Of course, once this 
choice is made the implications for the whole 
business need to be fully understood if it is to 
succeed. The ensuing transformation can only be 
realised through complete cross-functional and 
total organisational commitment. 

5
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GRAHAM BARNES, SUPPLY DIRECTOR, ARGOS

Graham Barnes is responsible for inbound  
supply and replenishment across all channels 
within the Argos business. In addition he is 
accountable for developing Argos’s five year 
multi-channel supply and network architecture 
roadmap and brings a breadth of experience 
across proposition development, commercial 
and supply inter-dependencies.

DINO ROCOS, OPERATIONS DIRECTOR,  
JOHN LEWIS

As Operations Director, Dino Rocos has overall 
responsibility for the John Lewis primary and 
secondary supply chain. Additionally he holds 
responsibility for defining the strategic direction  
of supply chain development in response to  
the continuing development of the broader  
retail proposition.

Transform your operations. Delight your customers. Grow your business.
LCP helps businesses operate more profitably and compete more effectively by taking an end-to-end customer-driven  
view of their supply chains and operations. With over 20 years’ experience, we have a deep understanding of how supply  
chains can make major contributions to overall business success.

We offer our retail clients real depth of expertise – in people, knowledge, tools, methods, and operational and sector expertise. 
And we can help them define an effective operating model and how to deliver it using the LCP Retail Excellence Model™ and approach.

DAVID WILD, CEO, DOMINO’S PIZZA GROUP

David Wild is a business leader with board-level 
experience in both executive and non-executive 
roles in large-scale, complex, retail organisations. 
Previous roles included Chief Executive of Halfords, 
Senior VP New Business Development at Wal-Mart 
US, and Group Supply Chain Director at Tesco. 

NEIL ASHWORTH, CEO, COLLECTPLUS

Neil Ashworth was appointed CEO of the 
CollectPlus organisation early in 2013. A joint 
venture between PayPoint and Yodel, CollectPlus 
is the largest store-based parcel service in the 
UK. Before joining CollectPlus, Neil worked as a 
consultant and business advisor to several blue-
chip UK retail aligned organisations following a 
period at Tesco.

OUR EXPERT PANELLISTS
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UNLOCKING OPPORTUNITIES IN YOUR END-TO-END SUPPLY CHAIN
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