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Purpose

To cope with online competitors and new consumer behaviors, retailers need to hybrid digital and physical offerings to implement an omni-channel business model. This constitutes a digital transformation of the traditional business model. However, business cases on how traditional retailers are shifting from multi-channel to omni-channel retailing are lacking. This paper aims to explore the different issues and organizational paths during the transformation of a business model.

Design/methodology/approach

This study is based on a qualitative multiple case study of five retailers with a global reach currently implementing an omni-channel business model.

Findings

This research sheds light on three main issues encountered by retailers and the different underlying decisions when moving towards an omni-channel business model. The first relates to revenue attribution across channels, which involves rethinking traditional key performance indicators to give incentives to stores when promoting digital offers. The second issue concerns the supply chain decisions associated with cross-channel operations. The third issue relates to the delicate balance between global reach (digital channel) and local reach (specific store) for communication on social media and marketing decisions on pricing. This study provides empirical evidence about the variety of choices that retailers make to cope with the issues during the implementation of an omni-channel business model.

Originality/value

This work explores the issues faced by established firms when moving towards a new business model that is the hybridization of two existing business model managed separately. It provides comprehensive and clear illustration of how to manage such a business model transformation process that can be used by both business strategy practice and academic research.

Introduction

Digitalization is considered a major factor driving firms to innovate their business model. It has brought disruptions in many sectors and is an especially important topic for retailing sector. To cope with new digital environment, traditional retailers b at first launched an independent digital channel as a new business model. This led them towards a multichannel strategy in which channels were managed in silos as separate business models.

However, recently, customers' shopping behaviors combined with innovative technology have compelled retailers to adapt their strategies by creating bridges between channels to design and implement an omni-channel business model. This type of business model innovation can be considered as an example of business model hybridization. The main objective of our research is to shed light on different organizational decisions regarding the business model hybridization approach used by traditional retailers.

We conducted a qualitative multiple case study of five retailers implementing an omnichannel business model. Our research sheds light on three main issues encountered by each retailer investigated and the different underlying decisions. The first is revenue attribution across retail channels, which involves rethinking traditional key performance indicators to involve stores in the transformation. The second issue concerns the supply chain decisions associated with cross-channel operations. The third issue relates to the delicate balance between digital global reach (digital channel) and physical local reach (specific store) for communication on social media and marketing decisions on pricing. Each of these three issues has consequences for human resources management policies and the daily management of employees.

b We use the term "traditional" to refer to retailers that were initially brick-and-mortar but may have launched an online channel at a later stage.

Omni-channel retailing as a business model innovation

Moving towards omni-channel retailing involves rethinking value proposition in a way that offers a "seamless experience" for customers [START_REF] Rigby | The future of shopping[END_REF] across both digital and physical channels. This value proposition renewing has strong impacts on other components of the business model as it calls for new resources and competences as well as for new organizational processes. Therefore, omni-channel retailing is now recognized as a business model innovation per se (see for instance [START_REF] Jocevski | Blurring the Lines between Physical and Digital Spaces: Business Model Innovation in Retailing[END_REF][START_REF] Jocevski | Transitions towards omni-channel retailing strategies: a business model perspective[END_REF]. Indeed, it consists in combining two business models (digital and physical) into one hybrid model [START_REF] Endres | Managing digital transformation through hybrid business models[END_REF].

Integrating physical and digital channels

Digitalization came as a disruptive innovation in many sectors [START_REF] Margiono | Digital transformation: setting the pace[END_REF] including retailing in which the role of physical stores has raised many questions over the last few years [START_REF] Bell | The store is dead-long live the store[END_REF][START_REF] Jocevski | Blurring the Lines between Physical and Digital Spaces: Business Model Innovation in Retailing[END_REF]. Having launched their digital channel as an independent business model, most retailers have gradually become aware of the need to manage their channels consistently to avoid poor customer satisfaction levels due to the silo effect [START_REF] Verhoef | From multi-channel retailing to omnichannel retailing: introduction to the special issue on multi-channel retailing[END_REF]. Since the seminal paper published by Rigby in 2011, experts and retailers are referring to this new form of ubiquitous retailing, driven by digital innovations, as "omni-channel" retailing. According to Rigby, retailers should adopt an omni-channel strategy to satisfy new consumer expectations by proposing "an integrated sales experience that melds the advantages of physical stores with the information-rich experience of online shopping" (p. 67).

Both traditional and new digital retailers can benefit from offline-online integration [START_REF] Bell | How to win in an omnichannel world[END_REF]. There is now a consensus on the need for physical retailing to add digital devices to offer a pleasant experience in almost every product category [START_REF] Bell | The store is dead-long live the store[END_REF]. At the same time, "new" retailers can benefit economically from a physical local presence.

Even if there is strong heterogeneity across product categories, most customers now use more than one channel to obtain information and/or purchase products [START_REF] Gensler | The showrooming phenomenon: it's more than just about price[END_REF].

Thus, more and more customers are adopting showrooming practices. This means that a consumer may visit a store to enjoy a physical consumption experience or get advice from sales staff and then buy online. Stores are not only a place to buy things but also tend to reduce the risk of an online purchase. Showrooming practices have a huge impact on retailers' performance if customers receive advice from a store and then buy online from another company, resulting in value co-destruction [START_REF] Plé | Not always co-creation: introducing interactional codestruction of value in service-dominant logic[END_REF].

On the contrary, it is clear that online and offline channels when managed with caution lead to mutual enrichment. There is now a consensus on the need to integrate channels as this positively impacts overall sales [START_REF] Cao | The impact of cross-channel integration on retailers' sales growth[END_REF]. However, retailers that want to integrate their physical and digital operations still face critical supply chain and technological challenges. Then, the question for traditional and also new retailers is not whether or not to switch towards an omni-channel business model, but rather how to do so.

Business model innovation to cope with the omni-channel challenge

Traditional retailers at first launched digital business model, managed separately from their traditional physical one, thus creating a kind of duality in the way their channels were managed [START_REF] Kim | Business model innovation performance: when does adding a new business model benefit an incumbent?[END_REF]. In order to better manage this duality, several researchers have questioned the way firms combine different business models into the same corporate strategy [START_REF] Markides | What to do against disruptive business models (when and how to play two games at once)[END_REF][START_REF] Markides | Competing with dual business models: A contingency approach[END_REF]. They often highlight the need for an ambidexterity framework to advance the management of two distinct business models in two distinct business units that may be in competition. The new business model can be placed in a separate business unit and then be gradually reintegrated into the main one.

Two key factors influence the need for separation between the current business model and the new one: the extent of conflict between the two business models and the degree of similarity of the new market [START_REF] Markides | Competing with dual business models: A contingency approach[END_REF]. This framework can explain the multichannel approach in which channels were managed in silos but sold more or less the same products. However, with regard to the consumer's shopping journey, there is now a need to implement an omni-channel business model that consists in integrating digital and physical business model into a new hybrid one [START_REF] Endres | Managing digital transformation through hybrid business models[END_REF]. Retailers must now cope with customers who increasingly mix channels in their shopping behavior and have to adapt their organization to fit with their expectations. For example, Bonobo.com transformed its purely digital business model into a hybrid one by becoming the pioneer of a new retail store format with no stock [START_REF] Bell | The store is dead-long live the store[END_REF] This business model hybridization is a hard task and not a one-step process [START_REF] Jocevski | Blurring the Lines between Physical and Digital Spaces: Business Model Innovation in Retailing[END_REF]. Different steps leading to channel integration are required. Empirical investigation is needed to understand the way retailers who started with a brick-and-mortar model, then added a digital one, manage the implementation of an omni-channel business model.

Empirical research

We conducted a multiple case study of five retailers with a global reach with 27 semistructured interviews as our primary source of data. We collected data from 2016 to 2019. We chose these companies because they are all trying to transform their business model with a common starting point: being brick-and-mortar retailers that then added a digital business model separate from their initial physical one.

Table 1 provides general information about the retailers in our multiple case study. It helps understand the general features of the retailers studied.

Main issues encountered during BM innovation and related decisions

Transforming a business model into an omni-channel one is a hard task, and retailers face a range of issues during this process. The main result of our empirical research is that three issues can be identified as the most important.

The first concerns revenue attribution across physical and digital channels. Retailers investigated increasingly attribute digital revenue to their stores to deal with store reluctance to embrace the business model transformation. The second issue encountered by the retailers we investigated relates to their supply chain organization and related decisions, with a view to being closer to customers and providing them with a seamless experience. The third issue concerns communication and marketing decisions within the new hybrid business model and in particular decisions regarding the management of communication on social media and pricing.

Combine or separate online and offline revenue: three patterns

Revenue attribution is a key aspect of an omni-channel business model. Our study indicates three ways to achieve an omni-channel business model depending on the way the roles of the digital and physical channels are perceived: (a) no attribution of digital revenue to stores, whereby the online channel has to become the firm's "first store" in terms of revenue;

(b) an intermediate position where some online revenue is attributed to stores; and (c) 100% of digital revenue attributed to stores. Table 2 below presents the different motivating factors and perspectives expressed by retailers about the way they consider online revenue.

INSERT TABLE 2 HERE

Table 2 provides numerous insights into the different possible approaches to revenue attribution. These depend on a variety of factors that are contingent to particular features of the retailers investigated. To cope with their reluctance to embrace the transformation, incentives need to be implemented to encourage in-store staff to promote the firm's digital offer.

"A crucial componentperhaps the most importantof our transformation has been accepting that sales generated by sellers on the digital channel would be attributed to their store." (Head of omni-channel, Cult-your) It is also noteworthy that firms are not static in their decisions. For example, Sportshop currently adopts the second pattern but plans to move towards the first by attributing 100% of online revenue to its stores based on the store indicated on the customer's loyalty card or on geo-tracking. These issues and the way they are currently tackled by retailers demonstrate that the omni-channel transition, and digital transformation in general, is not just about marketing.

In fact, when considering employee incentives, the HR and Finance departments need to be involved in omni-channel project management. There is a need for collaboration between many of the firm's departments as a specific system has to be put in place to ensure the transformation goes smoothly. For example, 4kids plans to implement a kind of double accounting, one purely financial and another more dedicated to HR with a view to managing incentives during the transformation.

"It would be possible to have one operating statement with a purely financial logic to manage costs and long-term profitability and a second one with a HR-based logic to manage incentives and be consistent during the transformation. We need these two levels of understanding." (Head of digital experience, 4kids) However, due to silo effects, the firms we investigated wasted precious time before they realized the need to break both channel and function silos. Furthermore, there is a consensus about the fact that the perfect system does not exist as it is quite impossible to satisfy everyone. However, among the three patterns we identified above, it is to be noted that when stores have no incentives for digital sales, their overall performance is perceived to be eroded as in-store staff develop mechanisms to prevent customers buying on the digital channel of their own firm. Regarding the negative impact on performance when stores have no incentives for digital sales, revenue attribution is the first issue to address during the business model transformation. However, it is not the only issue that retailers face when they need to hybrid their digital and physical business model. They also have to make certain operational decisions relating to their supply chain and communication and marketing. We will now investigate these in more detail.

Operational decisions linked to supply chain

Supply chain issues are perhaps the aspect of the omni-channel transition that demands the most complex decisions with regard to particular constraints. The "holy grail" for every retailer is to successfully pool digital and physical supply chain resources. However, this was achieved by just one of the retailers we investigated: Home devices warehouses can send and receive digital and physical products indifferently. However, such a fully integrated supply chain is very hard to implement. Other retailers we investigated have faced different challenges that prevent them from managing their omni-channel supply chain as they would like.

As a result, they have adopted different supply chain organizational approaches that fit with their particular features. Table 3 below highlights the different patterns underpinning these approaches.

INSERT TABLE 3 HERE

Table 3 demonstrates how retailers currently address supply chain issues. It shows that depending on specific features, they cannot implement the same organizational approach.

They need to develop a specific approach that is often a trade-off between the way they would like to operate and their limited resources. Furthermore, retailers respond to the different features of their own environment (benefits of a merger, working with new stakeholders, advantage of having multi-channel logistics, etc.) to deploy a better supply chain that quickly delivers products to customers at the best possible cost for the firm.

Retailers adopting an intermediate position between multi-and omni-channel supply chain management benefit from their organizational approach to better serve customers without yet having real omni-channel logistics. For example, they may use their extensive store presence to optimize delivery and net inventory value at the end of the period. "Here's an example: at the end of summer, T-shirts and shorts do not sell easily in the north of Europe. By contrast, in Spain and Italy, it is still 30 degrees, and they often run out of stock. So, we are thinking of sending those products to online customers in southern countries instead of waiting for the discount period." (Head of supply chain, 4kids) Some retailers explored the possibility of working with new stakeholders within their ecosystem to better serve their customers. In this vein, 4kids outsourced part of its supply chain to a digital start-up.

"We work with more and more start-ups. For example, one that does not last-minute but first-kilometer logistics. In twelve cities, with quite a simple IS, when I receive an online order, they pick products in a store that is overstocked and send it to the customer." (Head of supply chain, 4kids) Cult-your benefits from a merger with their main competitor to cover its territory and develop a competitive advantage.

"We have 90 stores across the country, which represents a huge number of pick-up

points, but it is still not enough. We are testing organizations to connect our store pool with that of our main competitors with whom we merged to reach a store pool of 650 in Europe and to be closer to our online and offline customers." (Head of omni-channel, Cult-your) This organizational approach has led to new collaborations between retailers. In fact, digital retailers are now asking Cult-your top management to develop partnerships to use its stores to serve their online customers.

"We are victims of our own success. Digital retailers are now asking for our help as they want to use our stores as pick-up points because they know we are well organized. We take over 50 orders a day with a commission." (Head of omni-channel, Cult-your) Supply chain operations are hard to manage as supply chain departments were not initially seen as a way of creating value but rather as cost centers that needed to be optimized.

Retailers have had to change their mindset to gradually include managers from supply chain departments in the omni-channel transformation project. An omni-channel supply chain also involves a high level of investment in information systems so physical and digital operations can be managed simultaneously. Top management may be reluctant to listen to their supply chain department when they ask for new resources.

"These projects are very long and we are stuck in the middle in terms of investment decisions because we say 'as we don't have the volume, we won't invest 20 million euros in a new warehouse.'" (Head of supply chain, 4kids)

The success of Home devices' supply chain may be explained by the fact that they have a smaller structure so operationalization may be easier.

"We have a shared warehouse that manages everything. Sometimes, we also use our stores, we make as many links as possible between online and offline." (Head of management control, Home devices) Of course, these solutions are not static and can evolve as lessons are learned about operations and changes are made to the amount of resources dedicated to them. The objective of being closer to customers is very important but difficult to operationalize as it also involves the way the firm will organize its communication on social media and marketing operations.

Communication and marketing operations: a mix between top-down and bottom-up processes

When moving towards an omni-channel business model, retailers need to create global and consistent communications. However, this is a hard task. Indeed, what they publish about products or services and their prices on their digital channel and on their corporate social media pages can be consulted by various consumers across the country. At the same time, stores are asking headquarters for more autonomy and control over their own social media outlets, where they can publish what they want in order to interact in their own way with customers in their geographical area. Indeed, more and more retailers are now creating digital channel adapted to the store local area where the store manager and its team can better manage its digital communication. However, they are still looking for the right mix between global digital communication and targeted communication that matches particular customers' expectations locally. In this regard, social media brings both opportunities and complexity in the way firms interact with their customers.

"Communication and marketing on social media are complicated because for the moment the level of competence is very inconsistent from one store to another. Some have their own Facebook page which they can manage according to certain rules, but others don't because their director has no affinity with digital technology." (Store manager, Home devices) Table 4 presents different approaches in the way retailers deal with communication and marketing concerns through social media.

INSERT TABLE 4 HERE

Table 4 presents three ways retailers are approaching communication on social media.

The first approach is a fully centralized one which formally ban stores from communicating on social media: "We strictly prohibit stores from communicating on social media by themselves. We tested it once and it was a total mess" (Chief New Business Officer, 4kids).

An intermediate solution exists: some retailers such as Home devices provide a general framework for their stores to communicate with limited and controlled freedom, while others such as Sportshop, and Foody allow their stores to learn by themselves even though posts on social media do not always fit with the firm's desired positioning.
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Not only are there different approaches to communication on social media, but there is still no consensus about cross-channel pricing strategy. The firms we investigated continue to face problems related to cross-channel pricing for two reasons. First, due to strategic intent: some firms choose not to harmonize their prices. Second, due to operational complexity, some errors persist in the prices indicated attributed across channels as digital and physical retailing involve different considerations regarding temporality.

"We need to abandon our simplistic thinking on cross-channel pricing. There is no absolute truth. A department manager adapts his prices once a month whereas in the digital world one month is like ten years in-store." (Chief digital officer, Foody) "Customers made it clear that they do not care about our story of channels and silos; as long as it is under the Home devices brand, it's all the same to them. So, in 2011 we decided to end our differentiated pricing strategies to satisfy our customers." (Store manager, Home devices) These quotes, among numerous others in our data, show how much disagreement remains about omni-channel value proposition. Our study highlights how complex it is to adapt communication and marketing strategies when moving towards an omni-channel business model. Different possibility may co-exist, from full integration to integration with local autonomy to enable particular customers' expectations to be satisfied. However, when it comes to customer satisfaction, it seems better not to harmonize everything as the retailers we investigated recognized that customers expect to have different information about the different channels and local areas. For this reason, it is important to give stores some flexibility to adapt their communication as part of a framework that fits with the firm's values.

Conclusion and implications for practice

This paper examines how established firms which started with a separation strategy between digital and physical business models implement a new hybrid one [START_REF] Endres | Managing digital transformation through hybrid business models[END_REF]. Traditional firms that seek to hybrid their business model need to be aware that they cannot just make minor adjustments and successfully complete this transformation. They must manage issues regarding cross-channel revenue attribution, organization of supply chain and centralization or adaptation of marketing and communication. Thus, our research demonstrates that omni-channel retailing is about more than just marketing. A systemic perspective that includes human resources management, management control and supply chain management is needed when moving to omni-channel as it requires an important business model transformation. This transformation needs to be shared across the entire company and not just stay in the hands of top management and marketing department. Our research demonstrates that several functions such as finance, human resources, supply chain and communication need to be deeply involved in the transformation process. On the contrary, the transformation can be put at risk if marketing concerns alone are addressed.

Our research also sheds light on different trajectories followed as part of business model transformation. Retailers are facing a transformation of customers' expectations and behavior.

These are now looking for a seamless experience between channels. However, due to their size and the complexity of their organization, companies are implementing omni-channel through a process that may take years. Depending on contingency factors and their own choices, retailers follow different paths when transforming their business model. In the current literature, omni-channel retailing is often understood as an "ideal type" that all retailers need to reach without considering specific organizational features. Rather than imitating each other, firms that seek to implement an omni-channel business model need to keep in mind the specificities of their own organization and customers' behavior. In particular senior managers of established firm can differentiate their firm from digital competition by insisting on the importance of physical stores to build a differentiation strategy. Thus, in most cases, stores remain valuable assets and are central in the omni-channel business model.

Among the different possible trajectories to become an omni-channel company, it seems that some are better than others. In particular, the first issue to be addressed is revenue attribution. Our results emphasize the need for retailers that started out as brick-and-mortar businesses to attribute digital revenue to their stores directly or indirectly through incentives in order to offer customers a seamless experience and avoid reluctance among store personnel to embrace the transformation. As a result, when aiming to integrate two business models that may target the same customers, firms need to make decisions about which one will capture value, and which one will only help with the global value creation process. This raises the issue of managing the motivation of staff from the digital channel.

Finally, this study encourages executives to better consider the value of investing on supply chain and information system issues and to invest resources to lower the level of heterogeneity of digital skills among employees of the firm. In particular, the fact that the current pandemic requires to close stores had a strong impact on the acceleration of digital transformation and investment on supply chain issues. For example, during the first lockdown early 2020, 4kids didn't success to cope with the online orders expansion due to the closing of physical stores. As a result, the company has been obliged to temporarily close its online channel. The company has learnt from this first negative experience and now provides customers with e-reservation to ensure sanitary conditions as well as home delivery for a higher volume of sales. Currently, online sales compensate the loss of sales due to the closing of physical stores. However, even if customers' behaviors have deeply changed, retailers

studied in this research still expect that the stores would be at the heart of the customer experience, reinforcing the need to promote incentives for in-store staff for online sales.