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Abstract
This dissertation compares traditional retail businesses and technology-driven retail businesses in the UK to investigate how digital transformation affects business competitiveness. The study's objective is to assess how the UK retail industry's use of digital technologies affects customer engagement, operational effectiveness, competitive advantage, and overall business performance.
For this study, a mixed-methods research approach was used. Questionnaires and semi-structured interviews with managers and staff from traditional and tech-driven retail companies in the UK were used to gather primary data. Academic journals, industry reports, and reliable internet sources were the sources of secondary data. To find important trends and distinctions between the two retail models, descriptive statistical analysis and thematic analysis were used to examine the gathered data.
The results show that technology-driven retailers are more competitive than traditional retailers, especially when it comes to customer experience, supply chain effectiveness, and data-driven decision-making. It was discovered that digital transformation made it possible to react to shifting consumer demands and market shifts more quickly. But the study also highlights issues that traditional retailers face, such as high implementation costs, resistance to change, and limited digital capabilities.
By offering useful insights into how digital transformation boosts competitiveness in the UK retail sector, the study adds to the body of existing literature. The study makes suggestions for conventional retailers looking to strategically adopt digital technology to strengthen their position in the market. Sample size and time constraints are among the limitations, which point to potential directions for further study in this field
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[bookmark: _Toc220940896]CHAPTER 1: Introduction and Rationale
[bookmark: _Toc220940897]1.1 Research Background 
Digital technologies have significantly reshaped many aspects of contemporary business operations: how organisations manage processes, interact with customers, and coordinate internal activities (Agustian et al., 2023). Developments such as automation, cloud computing, data analytics, and artificial intelligence have transformed traditional operational models in the area of production systems, supply chains, marketing practices, and service delivery (Onabanjo, 2024). Consequently, management research has increasingly focused on how organisations use digital technologies to support organisational performance and operational effectiveness within sectors that are undergoing fast structural change.      
Digital tools are adopted at differential rates in both traditional and technology-driven firms within the retail industry in the UK. Well-known established retailers like Tesco and Sainsbury’s coexist with digital-first firms such as Amazon and ASOS, which predominantly use data-driven systems and online platforms (Wadud, Liang and Polkinghorne, 2025). Nowadays, digital technologies affect every part of the retail value chain: sourcing, logistics, marketing, and customer service. Since retail bears such a significant influence on the economy, it would be effective to comprehend how firms implement digital resources into their organisational structures.
The surveys show that online sales as a percentage of total retail sales in Great Britain amounted to 26.3 per cent in the year March 2025, which is 25.9 per cent in February 2025, compared to 2018; the change is drastic (Coppola, 2025).  
[bookmark: _Toc220940981]Figure 1.1: Digital technology sales
[image: ]
(Source: Coppola, 2025)

China ranks top with 52.1% of the worldwide e-commerce retail market share in 2021, followed by the United States (19%), the United Kingdom (4.8%), Japan (3%), and South Korea (2.5%).   The UK is the world's third-largest e-commerce market (eMarketer, 2021). 

Many traditional retailers are investing in online platforms, automation, and data analytics. However, they often struggle to implement changes in their systems and company culture. In contrast, digital-first businesses can adapt more quickly and innovatively, which leads to faster growth. Everything from using big data to predict customer preference to automating warehouses and using artificial intelligence in marketing is all part of the digital transformation in retail. These emerging technologies help companies make smarter decisions, manage their operations with greater effectiveness, and connect with customers more meaningfully (Sagar, 2024). Digital transformation is never easy and not always successful, as many traditional retailers struggle with outdated systems, a lack of digital skills, and resistance to change. On the other hand, digital-first retailers, which started as online businesses, can offer more flexibility and quicker scaling of operations (Kraus et al., 2022).  

Understanding digital transformation's effect on business is crucial because the survival and growth of retailers in the modern marketplace depend on it. Competitive advantage in retail now depends not only on product quality and price but also on the ability to deliver a seamless digital experience (Sagar, 2024). This research aims to explore how digital transformation affects the UK retail industry and to examine the differences between traditional and technology-driven companies in their use of digital technologies to enhance business growth.          

[bookmark: _Toc220940898]1.2 Research Rationale
The retail industry in the UK presents an appropriate context in which to study how organisations leverage internal resources with respect to responses to digital change. Many retailers invest in analytics, automation, and online platforms. Nevertheless, outcomes vary widely. Traditional retailers often struggle to overcome issues associated with back-end legacy systems, organisational structures, and limited skills, whereas technology-driven firms are more likely to possess a more integrated digital infrastructure internally (Wolniak, Stecuła and Aydın, 2024). Existing literature has emphasised that variances in organisational outcomes are not simply questions of technology adoption but of how digital tools are embedded within existing resource structures (Cho AND Linderman, 2020). In spite of the growing interest in digital change, there is still a lack of empirical insight into how retailers with different resource profiles adopt and use digital technologies in reality. This research will therefore explore this gap in understanding how traditional and technology-driven retailers operating in the UK organise and deploy their internal resources in implementing digital initiatives. 
This study has practical implications for retail managers, policy makers, and investors. This research identifies ways traditional retailers can best organise digital technologies to overcome the deployment barriers and enhance customer experiences. Above all, it indicated that even technology-driven companies would have to keep innovating to maintain their advantage. Policy makers could use these, insights to promote digital innovation and capacity-building in the wider retail economy. This research, therefore, investigates the complex nature of digital transformation among different retail firms in the UK, before unknown dimensions, and develops empirically grounded recommendations on how firms can achieve growth through digital innovation.   

[bookmark: _Toc220940899]1.2.1 Theoretical Justification

Understanding how digital transformation enhances the growth of retail firms requires an appropriate theoretical foundation that explains both the nature of digital change and the strategic mechanisms through which it influences organisational performance. This study adopts the theoretical lens of the Resource-Based View (RBV), enabling a structured and conceptually robust explanation of how retailers develop, deploy, and leverage digital technologies to achieve competitive advantage. The application of these perspectives provides a comprehensive foundation for analysing the retail contexts explored in this dissertation. 

· Resource-Based View (RBV)

The Resource-Based View, first proposed by Barney in 1991, suggests that a company's success is determined by its ability to create and utilise valuable, rare, inimitable, and non-substitutable (VRIN) resources (Mailani et al., 2024). These resources can include digital capabilities, customer analytics, logistics systems, technical systems, brand equity, and brand reputation, especially within the retail sector. By possessing these unique resources, businesses can maintain innovative advantage compared to their rival groups (Kero and Bogale, 2023).      

Digital technology has become an essential component of competitive advantage in the present retail environment. Artificial intelligence, data analytics, and cloud computing are employed by tech-driven retailers like Amazon and ASOS to predict customer behaviour, customise the shopping experience, and maximise supply chain efficiency (Viswanathan, 2024). Tech-driven businesses have an important competitive edge because these technologies are unique and valuable resources that traditional retailers may find challenging to imitate. Traditional retailers possess supplier networks, consumer trust, and physical store networks. These businesses have started a process of digital transformation in which they integrate digital skills with traditional resources. Digital loyalty programs and online grocery delivery are two examples of how established shops can employ technology to preserve their current efficacy (Agustian et al., 2023). 

This study focuses on the RBV framework to explore how UK retailers, both tech-focused and traditional, are using their resources in response to the digital shift. It will emphasise how tech-focused retailers are maintaining their competitive edge in a marketplace that is digitally improving, and whether traditional retailers can successfully leverage their people and physical resources into digital advantages. This will add clarity to the manner in which the interaction between internal capabilities and digital investments informs attractiveness in the current retail environment.

[bookmark: _Toc220940900]1.2.2 Practical Justification 
The study gives importance to digital transformation that influences competitiveness in the UK retail industry, as changing consumer habits and technological advances, such as automation, data analytics, and artificial intelligence, are transforming the market. It is a significant issue when digital transformation initiatives are unsuccessful, a situation that occurs when employees lack digital skills and there is no clear strategy or strong leadership in place.  This highlights a management problem in a context where technology spending does not always yield a return on investment, leading to uncertain uses of limited resources and lost opportunities (Chirumalla et al., 2025). 
Existing research shows that successful initiatives to digitally transform typically face managerial difficulties in the new digital platforms. The traditional stores' infrastructure, still used by many retailers, limits innovation and customer engagement (Verhoef et al., 2021). Additionally, recent studies find that only a small percentage of retail managers in the UK believe they are prepared to direct the challenges of a digital economy, indicating that many lack confidence or the skills required for the transformation (Wadud, Liang and Polkinghorne, 2025). 
The consequences of a digital gap are severe; businesses that fail to adapt manage risk losing customers and market share to more alert competitors. The UK government has encouraged digital adoption through many initiatives, but smaller retailers still do not have the resources and expertise to engage effectively, which leads to lost opportunities to improve national productivity (Government of the UK, 2022). The research intends to inform the knowledge gap around relevant practices, recurrent problems, and techniques for sustainable competitive advantage by shedding light on how traditional retailers might successfully navigate through digital transformations, providing useful implications for management. 
[bookmark: _Toc220940901]1.3 Research Contribution and Motivation 
This research compares companies with traditional retailers to understand how digital transformation impacts business competitiveness in the retail sector in the United Kingdom. Through researching a traditional retailer, this research addresses theoretical and practical gaps in previous literature by adapting the Resource-Based View (RBV) and Dynamic Transformation Theory (DTT) to the retail context.

A comparative case study plan using secondary data sources improves understanding of how retailers develop and implement their digital strategies. This allows for the understanding of the differences in digital transformation strategies across retailers as a function of their levels of digital prime of life, as well as their different business models that have focused their efforts in varied directions. The method supports a consideration of industry-level trends that provide deeper insights linking theoretical frameworks with practical applications.

From a managerial standpoint, the findings will offer actionable frameworks and recommendations to retail managers for effective management of digital transformation, through the identification of critical elements that would influence performance, like customer engagement, culture, and leadership.  The findings may help public policymakers identify and mitigate the obstacles that traditional merchants face when adopting digital tools, and formulate policy initiatives that foster digital innovation and inclusion.  These findings also reveal the potential opportunity costs of delaying digital adoption to incite the organisation to create its own plans prior to being forced to react.  This research is diverse in providing an in-depth examination of the impact of digital transformation on competitiveness, utilising two theoretical approaches that are defined in the context of the UK retail sector. The research aims to contribute to both academic discussion and practical intervention in the retail sector to facilitate a more critical understanding of the issues associated with digital transformation. 

[bookmark: _Toc220940902]1.4 Research Aim, Objectives, and Questions 
Research Aim
To study how traditional and technology-driven retail firms in the UK leverage their internal resources in implementing digital initiatives.
Research Objectives  
· To investigate how digital technologies are embedded in the resource structures of traditional and technology-driven retailers in the UK.
· The aims are to identify organisational challenges associated with the use of digital resources in retail firms.
Research Question  
How do traditional and technology-driven retail firms in the UK make use of internal resources when implementing digital technologies?
[bookmark: _Toc220940903]1.4 Dissertation Structure  
Chapter 2 Literature review: Critically reviews important theories, ideas, and earlier research on business competitiveness and digital transformation.
Chapter 3 Methodology: Explains the analytical framework, data collection techniques, and research methodology.
Chapter 4 Findings and discussion: Describes the main findings of a comparison between tech-driven and conventional businesses.
Chapter 5 Conclusion: Explains the implications, summarises the results, and recommends suggestions for further investigation.     












[bookmark: _Toc220940904]CHAPTER 2: Literature review 
[bookmark: _Toc220940905]2.0 Introduction
Digital transformation has become one of the most widely discussed strategic phenomena in management research today. The retail sector, in particular, has been at the forefront of digital disruption, with technological advances, evolving customer expectations, and increased competition continuously rewriting the competitive landscape. Whereas the initial wave of research linked digitalisation mainly with e-commerce adoption, more recent studies emphasise its broader strategic implications around value creation, organisational restructuring, and transformation development (Verhoef et al., 2021). In the UK, retail firms operate in an environment that has a strong digital diffusion alongside persistent organisational constraints. On one end, traditional retailers share space with technology-driven firms with very high reliance on digital infrastructures and data-intensive systems; on another, despite such widespread investment in digital technologies, the organisational outcomes vary among retailers. 
This chapter will critically review the literature on digital change in retail through the RBV lens, focusing on how internal resources such as digital assets, organisational knowledge, and infrastructure influence the way retailers deploy digital technologies. The chapter thus evaluates conceptual debates, empirical evidence, and methodological limitations before identifying research gaps that warrant the present study.
[bookmark: _Toc220940906]2.1 Conceptualising Digital Transformation in Retail
[bookmark: _Toc220940907]2.1.1 Definitions and Conceptual Boundaries
Digital transformation has emerged as one of the most talked-about constructs in the areas of management and information systems research, yet its conceptual boundaries are contested. In retail, where technological disruption intersects squarely with consumer behaviour, supply chain design, and operational processes, clarity around the definition and scope of digital transformation becomes particularly important. This section critically discusses the academic interpretations of digital transformation, traces the evolution of digital transformation within the retail sector, and assesses the peculiar conditions that shape digital transformation in the UK retail environment.
[bookmark: _Toc220940908]2.1.2 Definitions and conceptual boundaries of digital transformation
Digital transformation is commonly understood as the strategic integration of digital technologies to fundamentally reshape business processes, value propositions, and organisational culture. However, there is disagreement among scholars on whether digital transformation should be viewed primarily as a technological, organisational, or strategic phenomenon. For example, whereas Susanti et al. (2023) highlight technological adoption, such as AI, cloud computing, and automation, as the core transformative mechanism, Hanelt et al. (2021) argue that digital transformation does not reside in technology per se but rather in the reconfiguration of organisational structures and identities. This is a recurring theoretical tension: many companies invest millions in new technologies without updating the strategic mindset or cultural foundation, leading to so-called "digital stagnation" (Kane et al., 2019), where superficial digitalisation conceals deeper organisational inertia.
A number of scholars try to distinguish between the concept of digital transformation and related constructs. Generally, digitisation refers to the process of converting analogue processes into digital formats. For its part, digitalisation refers to incremental improvements through digital tools, whereas transformation represents a more substantive rethinking of business logics, which demand changes to organisational routines and strategic priorities of any organisation (Jonathan and Kuika Watat, 2020). This said, some critics think that such categories are often blurred in practice, including in retail, where digital technologies frequently complement traditional systems. Such a conceptual overlap is going to create several measurement problems in the sense that firms may self-report transformation with limited organisational change. Researchers like Henriette et al. (2016) have suggested that future research has to be more precisely operationalised to avoid the overestimation of digital maturity in empirical research.
In fact, there are studies that raise questions about whether digital transformation even has a universally agreed-upon definition across industries. According to Rogers (2023), transformation is inherently context-dependent, which refers to the business model, customer interaction patterns, and competitive pressures relevant to each sector. Indeed, retail relies heavily on supply chain synchronisation, demand forecasting, and customer engagement-factors that might imply different needs with respect to their digital strategy compared to manufacturing or financial services. On the other hand, some scholars, like Matt et al. (2015), embrace more universalistic views while proposing that digital transformation refers to four dimensions across-industry technology use, value creation changes, structural adjustments, and innovation of the financial model. These two competing points of view thus show that conceptual ambiguity remains a challenge in researching digital transformation, most especially in such dynamic industries as retail.
Another tension is between arguments over whether digital transformation should be conceptualised as a continuous, evolutionary process or a disruptive, revolutionary shift. Lindgren (2020), for instance, suggests that transformation occurs incrementally, with organisations learning and adapting in a cyclical process, whereas Vial (2019) argues that transformation often happens in episodic leaps-that is, massive shocks, such as technological breakthroughs or sudden changes in consumer behaviour. The COVID-19 pandemic presented empirical evidence for both positions, as some retailers were forced into a rapid transformation, while others expanded existing initiatives. Such divergence underlines how digital transformation is neither linear nor homogenous, further problematising how it can be conceptualised.
[bookmark: _Toc220940909]2.1.3 Evolution of Digital Transformation in the Retail Sector
In sum, the evolution of digital transformation in retail reflects shifting consumer expectations, technological advancements, and competitive pressures. Retail digitalisation has generally been described by scholars as having passed through three significant phases. This first phase was focused on e-commerce adoption during the late 1990s and early 2000s, thus making it possible for transaction-based retailing online. Although transformative at the time, early e-commerce primarily functioned as an adjunct to existing retail operations, rather than a reconfiguration of the business model. 
The second phase was the emergence of omnichannel retailing, where firms were supposed to offer seamless integration between online and offline channels. Services launched during this era include click-and-collect, integrated loyalty schemes, real-time stock visibility, and mobile commerce. While theoretically, omnichannel strategies ensure effective resource allocation and improved customer experiences, empirical studies have underlined a number of challenges in their implementation. According to Lemon and Verhoef (2016), most retailers fail at true integration because of siloed operations, fragmented legacy systems, and inconsistent data flows. In that regard, omnichannel retailing becomes more of a concept rather than an operational reality for many incumbent retailers with deeply entrenched structures.
The third wave, which characterises today, is driven by advanced technologies such as artificial intelligence, machine learning, robotics, big data analytics, and IoT-enabled operations. The current stage represents a movement toward hyper-personalisation, predictive analytics, automated fulfilment, and digital customer engagement. According to scholars, this represents a qualitatively different transformation since the digital tools at present inform strategic decisions and organisational design, not just operational processes (Kraus et al., 2021). Retailers increasingly use real-time data to predict demand, optimise product assortments, and customise marketing campaigns. However, critics like Nguyen et al. (2020) have raised concerns that such algorithmic decision-making may reduce consumer autonomy and give rise to ethical issues. 
A related tension in retail digital transformation debates is between technology-led and strategy-led views. Some publications cite studies that argue that the nature of technological development, whether in AI or robotics, for example, drives or leads to transformation (Chowdhury et al., 2022). On the other hand, some caution that adopting technology in the absence of strategic clarity often leads to ineffective outcomes (Hanelt et al., 2021). This may be underpinned by examples where heavy investments into automating processes or digital platforms yielded uncompetitive gains on account of not being properly aligned with consumer needs or organisational capabilities. Hence, research tends increasingly to underscore the necessity of embedding technology with cultural, structural, and strategic change. 
Moreover, the evolution of retail digitalisation cannot be separated from broader supply chain and logistics transformations. Many modern retailers operate within complex, globalised supply chains, where digital technologies are crucial for coordination, visibility, and risk management. For example, IoT devices and real-time analytics enable companies to trace stock movements, reduce spoilage, and optimise warehouse layouts (Fatorachian and  Kazemi, 2021). Their critics, however, say that over-reliance on electronic systems makes organisations increasingly vulnerable to cyberattacks or technology failure, particularly in highly automated fulfilment centres. Digital transformation, therefore, brings about both new efficiencies and new forms of risk.
Scholarship generally suggests that retail digital transformation has moved from transactional digitisation to strategic reinvention, although not all firms have moved at the same pace. There is a huge variation in the extent of firms' digital maturity: digital-native retailers are developing advanced capabilities, whereas many incumbents are struggling to modernise their legacy infrastructures. This uneven progression represents an important theme that recurs throughout digital transformation literature.
[bookmark: _Toc220940910]2.1.4 The UK Retail Context: Structural Opportunities and Constraints
The UK retail environment is widely regarded as one of the most digitally advanced in Europe, impelled by high consumer digital literacy, dense urban markets, and competitive pressure from online retailers. Many scholars link the accelerated digital transformation of the UK to early adoption and diffusion of e-commerce infrastructure and also to the cultural normalisation of online shopping during and after the COVID-19 pandemic (Martínez-Caballero et al., 2023; Wood and Douglas, 2023). While UK retailers operate in a digitally promising market, they face certain structural and organisational complications that make transformation difficult.
Among the distinguishing features of the UK context, one can count the fierce competition between traditional and digital-first retailers. Indeed, research attests to UK consumers valuing convenience, price transparency, and speed, and these all conspire to offer firms like Amazon and ASOS a market context in which they can achieve rapid growth (Grewal et al., 2020). Digital-first firms can use flexible, data-enabled business models that allow rapid adaptation to changing trends, where more traditional retailers depend on fixed physical infrastructures. This competitive asymmetry has led scholars such as Hanelt et al. (2021) to suggest that, for the British retail sector, digital transformation is not so much a strategic choice as it is a matter of survival.
Despite the favourable digital landscape, UK retailers face significant obstacles to transformation. Many incumbents have inherited complex legacy systems that inhibit data integration and omnichannel synchronisation. Similarly, organisational cultures within established retailers often focus more on ensuring operational stability rather than spurring innovation, which translates into slow decision-making and resistance to changes in structure. Empirical studies show that even digitally ambitious UK retailers struggle to realise transformation potential because of fragmented IT systems, siloed departments, and unclear digital governance frameworks.
Other structural characteristics of the UK retail context include growing labour, logistics, and compliance cost pressures. These encourage automation and data-driven efficiency, but at the same time reduce financial resources that can be invested in large-scale transformation. In addition, consumer data protection expectations remain high in the UK, which further generates tension between personalisation ambitions and privacy concerns. Nguyen et al. (2020) reveal that UK consumers generally express greater unease about algorithmic manipulation compared to consumers in other regions, resulting in potential reputational risks for retailers pursuing aggressive personalisation strategies.
The UK's physical geography also influences digital transformation trajectories. High-density urban areas enable same-day delivery networks to operate with relative ease, but rural regions remain underserved, further exacerbating digital divides across consumer segments. Wood and Douglas (2023) argue that such geographical variation adds a further layer of strategic complexity for the retailer pursuing consistent digital propositions across the nation. In sum, the UK retail sector represents an environment in which digital transformation is strongly fostered on the one hand, yet structurally hampered on the other. While digital demand and competition propel innovation, legacies, cultural barriers, and regulatory pressures make execution more complicated. These contradictions make the UK a fascinating setting to study digital transformation and underline the importance of investigating both dimensions of transformation-strategic as well as operational.
[bookmark: _Toc220940911]2.2 Resource-Based View (RBV) as the Theoretical Lens
[bookmark: _Toc220940912]2.2.1 Resource-Based View
RBV postulates that "firms generate competitive advantages by developing resources that are valuable, rare, inimitable, and non-substitutable" (Barney, 1991). In the digital era, such resources include data analytics capabilities, digital platforms, proprietary algorithms, and customer insights (Ferreira et al., 2020). It is documented that those retailers whose key data assets, like predictive models and customer behaviour datasets, are strong tend to perform better because those resources can enable them to target marketing more precisely, manage stock more efficiently, and offer more personalised experiences to customers (Turel and Bart, 2021).
However, there is some disagreement among scholars on whether these digital technologies are VRIN resources in and of themselves. Some argue that technologies diffuse rapidly and, as such, cannot be considered rare or inimitable (Linde et al., 2021). Therefore, the competitive advantage does not lie in technology but in how firms configure and embed technology within organisational routines. Traditional retailers often struggle in this regard because they have strong physical resources-stores, supply chain networks, brand heritage-but weaker digital integration capabilities. Technology-driven firms, on the other hand, often lack physical differentiation but are strong in digital resource deployment.
RBV has also been criticised for being static and neglecting the existence of environmental turbulence. In digital contexts, the competitive advantage is seldom sustained; it continuously shifts because of the evolution of knowledge, algorithms, and platforms (Peteraf and Barney 2003). A further critique concerns RBV's tendency to treat resources as inherently firm-specific, thereby ignoring industry-wide technological convergence. For instance, AI and automation technologies are becoming increasingly commoditised, which puts into doubt whether they can be sources of long-term competitive advantage anymore (Kraus et al. 2021). Evidently, scholars are increasingly arguing that RBV cannot do without theories highlighting adaptability and resource reconfiguration.
[bookmark: _Toc220940913]2.3 Gaps in the Existing Literature
Despite the growing research on digital change in retail, a number of gaps remain. First, there is limited comparative research that explores how differences in internal resource configurations influence how traditional and technology-driven retailers use digital technologies. Much existing research focuses on single firm types, often limiting insight into how these contrasting organisational structures shape different outcomes (Hanelt et al. 2021; Kraus et al.  2021).
Second, despite the frequent referencing of RBV, many studies leverage it superficially, with a greater emphasis on technology adoption rather than truly understanding how the digital resources interact with existing organisational assets. This provides a lack of insights regarding how legacy systems, skills, and knowledge of the organisation influence digital implementation.
Third, there are methodological limitations. Much of the literature is survey or conceptual in nature and thus provides little insight into organisational processes. Despite being suited to an investigation of complex interactions among resources, inductive, case-based research remains underutilised (Verhoef et al. 2021; Ferreira et al. 2020).  
A fourth gap relates to the methodological tendencies of extant research. Many previous studies adopt cross-sectional surveys, conceptual analyses, or single-case examples. This often limits insight into sequence, pace, and challenges of transformation. Longitudinal research is scant in spite of clear suggestions that digital transformation is iterative, path-dependent, and nonlinear in nature (Jonathan and Kuika Watat, 2020; Martínez-Caballero et al., 2023). Without longitudinal evidence, the scholarly insights on how firms progress or regress through stages of digital transformation remain limited. 
There is limited examination of digital transformation failure. Most studies report successful cases, which further creates an overly optimistic narrative. However, recent studies show how cultural resistance, fragmented systems, absence of adequate governance structures, and misalignment between technology and organisational strategy have been some of the factors that lead to failures of many digital initiatives (Hinings et al., 2018; Usai et al., 2021). A more substantial body of research on mechanisms of failure can counterbalance the success-oriented bias in the literature and provide more realistic guidance for practice.
[bookmark: _Toc220940914]2.4 Conceptual Framework 
This study focuses on a conceptual framework based exclusively on the Resource-Based View with a view to assessing how retailers mobilise internal resources in digital change. RBV offers an analytic framework for investigations into how digital technologies interface with an array of organisational assets, including infrastructure, skills, data, and routines.
The frame considers digital technologies as organisational resources in which their values are determined by how they are configured and embedded. The framework focuses on three elements:
(1) Digital resources, such as data systems, analytics tools, and digital infrastructure;
(2) Organisational resources, such as skills, routines and legacy systems,
(3) Organisational outcomes: operational coordination and decision support.
These resources are considered in terms of the differences between the organisation and utilisation by traditional and technology-driven retailers. This provides a framework for the inductive analysis in the following chapters. 
[bookmark: _Toc220940982]Figure 2.4: Conceptual Framework

[bookmark: _Toc220940915]2.5 Conclusion
This chapter has reviewed literature related to digital change in retail through the lens of the Resource-Based View. The review highlights that organisational outcomes associated with digital technologies are shaped not by technology alone, but instead by how digital tools are embedded within existing resource structures. The resource bases of traditional retailers and technology-driven firms differ significantly, primarily in terms of digital infrastructure, organisational knowledge, and legacy systems. These are the bases for explaining the variations in the utilisation of digital technologies. It also identifies important gaps in research, including the limited use of comparative studies, the lack of inductive research, and the infrequent attention to ineffective resource utilisation. These gaps justify the present study’s focus on investigating how retailers organise and deploy internal resources for the implementation of digital technologies.







[bookmark: _Toc220940916]CHAPTER 3: Research methodology 
[bookmark: _Toc220940917]3.1 Introduction
The chapter describes the methodology used to study how UK retailers use their internal resources when implementing digital technology, as well as the philosophies that supported the choices made regarding methodology, data collection, research approach and research design. As this research will only utilise publicly available secondary data from many different cases, the chapter outlines how it is transparent about the methods used and how it will be replicable.
It starts by situating the research method within the overarching framework of the Research Onion (Saunders, Lewis and Thornhill, 2019) and subsequently provides reasoning for the selection of a qualitative case study methodology and outlines the criteria used for selecting the case studies. Furthermore, the types of secondary data that were collected and the methods used to collect the data are also described, followed by an overview of how the data is going to be analysed. Lastly, the chapter will outline what was done to ensure the quality of the research by ensuring ethical integrity of the study. The final section provides a conclusion and summarises the transition to Chapter 4, where empirical results are presented.
[bookmark: _Toc220940983]Figure 3.1: Research Onion (Saunders et al., 2019) 
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[bookmark: _Toc220940918]3.2 Research Philosophy, Approach, and Design
[bookmark: _Toc220940919]3.2.1 Research Philosophy
The research adopts an interpretivist philosophical stance, recognising that organisational realities, particularly digital transformation processes, are socially constructed, context-dependent, and shaped by managerial interpretations. Interpretivism is appropriate because the study seeks to understand how organisations utilise internal resources in practice, rather than to measure relationships between predefined variables. This philosophical position is supported by Saunders et al. (2019), who note that interpretivism is well-suited for research exploring managerial decisions, organisational processes, and dynamic capabilities. 
[bookmark: _Toc220940920]3.2.2 Research Approach
Because this study has an exploratory aim and uses a qualitative case study design, it takes an inductive approach to research. With an inductive approach, patterns, themes, and insights are developed from the data collected in the study instead of testing a pre-defined hypothesis. Existing theories can be used as a guide, but they may not adequately explain the behaviours of the participants in this study.
The Resource-Based View (RBV) provides a framework for informing the meaning of the findings, but it will not be tested. Therefore, my study will focus on how retailers use their internal resource capacities to implement digital technology as new explanatory models/ways to think about the evidence derived from the case studies. Inductive reasoning is consistent with qualitative case study methodology in that theory is generated from the data (Saunders et al., 2019; Yin, 2018).
[bookmark: _Toc220940921]3.2.3 Research Strategy
In focusing on both organisational practices and the context in which they exist, the qualitative case study strategy developed for this study will permit deep examination of the contemporary organisational phenomenon in a real-world environment, especially when it is difficult to delineate where the boundaries of the examined phenomenon end and the surrounding context begins (Yin, 2018).
This study employs a multi-case study approach to provide a basis for comparing the business processes of both traditional retail and more technologically-oriented retail firms, thus enabling greater analytical generalisation and supporting the continued development of the inductive interpretations established from this study's findings.
[bookmark: _Toc220940922]3.3 Case Study Methodology Justification
In this research, the focus is on exploring how organisations use digital technologies according to their different organisational resource structures. The use of case study methodology is appropriate for this research, as it facilitates exploration of the organisational process, decision-making and contextual influences within the organisation, and does not measure the existence of a causal relationship between two variables (Yin, 2018).
The use of secondary data for case studies will be beneficial to this research because it provides access to long-term and organisational-level data that would otherwise be difficult to obtain through primary data collection. In addition, the use of multiple secondary sources will allow for triangulation and strengthen the credibility of the findings. While secondary data does not provide access to internal managerial views, this limitation has been addressed through the careful selection of sources and cross-verification of the findings.
[bookmark: _Toc220940923]3.4 Case Selection and Sampling Strategy
[bookmark: _Toc220940924]3.4.1 Sampling Logic
This research uses purposive (theoretical) sampling, selecting cases based on their ability to illuminate the phenomenon of interest: digital transformation in retail. Unlike probability sampling, purposive sampling does not aim for statistical representativeness but for analytical generalisation to theory (Yin, 2018).
Cases were selected to:
• represent variation between traditional and technology-driven retailers
• provide evidence with rich information, and
• enable cross-case comparison aligned with the conceptual framework.
This approach follows Eisenhardt’s (1989) recommendation that cases be chosen strategically to maximise learning.
[bookmark: _Toc220940925]3.4.2 Case Selection Criteria
Cases were selected based on the following explicit criteria:
1. Related to the research objective
Organisations must have undergone digital transformation initiatives related to analytics, automation, omnichannel integration, or platform models.
2. Easy access to reliable secondary data
Cases must have extensive publicly available data across sources such as annual reports, technology vendor documentation, case studies, industry analyses, and business press.
3. Firm type and digital maturity diversity
To explore contingency effects, cases must include both traditional retailers (e.g., Tesco, Marks & Spencer) and digital-first firms (e.g., Amazon, ASOS).
4. Recency
Cases must involve digital initiatives implemented within the past 5–10 years to ensure contemporary relevance.
5. Credibility of data sources
Selected cases must have information verified through independent, third-party documentation.
[bookmark: _Toc220940926]3.4.3 Case Profiles
[bookmark: _Toc220940984]Table 3.4.3: Case Profiles
	Case
	Retail Type
	Size
	Geography
	Key Digital Focus
	Key Data Sources

	Amazon UK
	Tech-driven
	Large
	UK/Global
	AI, automation, platform model
	Annual reports, vendor case studies, analyst reports

	ASOS
	Tech-driven
	Medium/Large
	UK
	Data analytics, digital personalisation
	Industry analyses, business press

	Tesco
	Traditional
	Large
	UK
	Omnichannel integration, automation
	Annual reports, Deloitte insights

	Marks & Spencer
	Traditional
	Large
	UK
	Digital supply chain, online expansion
	Press releases, analyst reports



Justification of case diversity:
This diversity enables the identification of differences in capability configurations, resources, and transformation trajectories across firm types, supporting contingency-oriented analysis.
[bookmark: _Toc220940927]3.5 Data Sources and Data Collection
[bookmark: _Toc220940928]3.5.1 Types of Sources for Secondary Data
The study employs multiple categories of high-quality secondary data to ensure depth, credibility, and triangulation:
1. Vendor Case Studies and White Papers
These sources provide detailed accounts of technological implementations, including outcomes verified by both vendors and client organisations. Although sometimes positively biased, their credibility is strengthened when cross-checked against independent sources.
2. Annual Reports and Financial Statements of companies
These offer longitudinal insights into strategic priorities, digital investments, and performance outcomes. They are audited and therefore reliable, though typically high-level.
3. Analyst Reports and Market Research
Reports from reputable technology and industry analysts provide context, benchmark data, and third-party evaluations of digital strategies.
4. Business Press and Industry Publications
These sources offer independent commentary, critical perspectives, and narratives that may not appear in corporate reports.
5. Company Websites and Press Releases
These provide timely announcements and strategic positioning but are interpreted cautiously due to potential promotional bias.
Using multiple types of sources strengthens triangulation, reducing reliance on any single viewpoint and enhancing construct validity (Yin, 2018).
[bookmark: _Toc220940929]3.5.2 Data Collection Process
The approach taken to collect the secondary data was systematic and structured. First, we identified those retail companies who were involved in significant activities associated with digitization within the UK retail industry as candidates for obtaining secondary data related to them. Next, we collected the relevant information from publicly-accessible databases such as annual reports for companies, case studies from technology vendors, and published articles written by industry analysts etc. These publications were chosen in order to provide the best opportunities for producing reliable data with adequate depth.
The data was reviewed and reorganised based on case studies of companies to allow for an iterative examination of the quality and timeliness of the information obtained and the reliability of the data. The information about the digital technologies, the use of in-house resources, and the organisational contexts of these companies was recorded using a common template, which will allow us to conduct further analysis and comparisons between the cases. Thus, by having a clearly defined and standardised method for collecting secondary data will allow anyone using this data collection method to reproduce the results.
[bookmark: _Toc220940930]3.6 Approach to Data Analysis 
[bookmark: _Toc220940931]3.6.1 Analytical Framework
Following the pattern of qualitative case study methods, analyses were performed using specific structured templates. As defined by Eisenhardt (1989) and Yin (2018), qualitative case studies depend heavily on the establishment of overarching themes derived from the case material.
The objectives of each case analysis were to provide a clear picture of the specific organisational uses for the digital resources, identify some of the major challenges in the implementation of these digital resources and show some of the resulting organisational outcomes and impacts associated with the effective implementation of digital resources in organisations.
[bookmark: _Toc220940932]3.6.2 Within-Case Analysis
Based on the patterns observed during the analysis of each case, a thematic summary of each type of digital resource utilised within organisations was compiled to provide a greater understanding of how digital resources are implemented and embedded into organisational resources and processes. In addition to reports provided by the cases themselves, triangulation processes were conducted using cross-referenced documentation to validate claims made by any one source of data; thereby increasing the credibility of the findings while minimising reliance on any one source.
[bookmark: _Toc220940933]3.6.3 Cross-Case Analysis
After the analysis of individual cases, it was possible to compare the results of many retailers, allowing for patterns between similar and dissimilar approaches by both types of retailers in the use of their own internal resources. An inductive approach to the development of insight into the types of resources used to implement digital technologies, as well as how the context of the organisation and the organisation's configuration of those resources relates to the types of technology being used, was taken.
[bookmark: _Toc220940934]3.7 Quality of Research and Rigour
Ensuring quality and credibility in qualitative secondary case study methodology involves addressing construct validity through triangulation, using established constructs, and systematic data extraction. Internal validity is maintained via clear analytical logic, abductive reasoning, and consistent case analysis templates. External validity supports analytical generalisation by comparing multiple cases and defining contextual boundaries, enhancing the transferability of theoretical insights. Reliability is strengthened through thorough documentation of data sources, transparent coding processes, and organised data repositories for replication. 
[bookmark: _Toc220940935]3.8 Ethical Considerations
Ethical principles are crucial in research relying on secondary data, where no personal or confidential information was used, and no human participants were involved. Ethical integrity was upheld through accurate citation, honest evidence representation, avoidance of sensationalism, and adherence to university guidelines. Despite identifiable case organisations, the analysis remains respectful and evidence-based. 
[bookmark: _Toc220940936]3.9 Chapter Summary
The chapter has outlined the methodology by which the internal resource use of UK traditional retail organisations and technology-driven retail organisations is examined with respect to their implementation of digital technologies. The chapter has outlined the theoretical perspective of the researcher as an "interpretivist", utilised an inductive approach for the collection of data and adopted a multi-case study as the primary study method. The chapter describes the methodology used to collect the secondary data that was examined in order to perform the inductive analysis of the data collected, and then describes the measures taken to protect both research quality and ethical integrity. The next chapter will provide readers with a summary of the findings from the case studies completed.





[bookmark: _Toc220940937]Chapter 4. Findings 
[bookmark: _Toc220940938]4.1 Introduction 
This chapter presents the research findings using qualitative data collected from publicly available secondary sources. The focus is on how UK retailers use internal resources when implementing digital technology, both traditional and non-traditional. The chapter compares four companies: Amazon UK and ASOS as technologically driven retailers, and Tesco and Marks & Spencer as traditional retailers. Each case includes an overview of the company's background, its main digital technology challenges and opportunities, the implementation of its digital initiatives, and the observed benefits from these implementations, based solely on data analysis. 
[bookmark: _Toc220940939]4.2 Case study 1: Amazon UK  
[bookmark: _Toc220940940]4.2.1 About the company  
Amazon (Amazon.com) is the world's largest online retailer and a major supplier of cloud services. It is regarded as a major player in cloud computing and e-commerce as of 2025. Amazon has individual websites, software development facilities, customer support centres, data centres, and fulfilment locations all around the world (Sen, 2023). The company operates primarily through a digital platform with a robust logistics and fulfilment system across the UK, eschewing physical stores. Its data-driven model includes automated fulfilment centres and a digitally integrated system, allowing for high transaction volumes, rapid delivery, and technology-driven management of inventory, pricing, and customer relations. This operational organisation supports Amazon UK's growth and coordination across warehousing, transportation, customer support, and platform management (Sandhya and Srinivasa, 2023; O’Neill, 2023).          
[bookmark: _Toc220940941]4.2.2 Organisational Challenges and opportunity 
As Amazon UK expanded, it faced increasing complexity arising from high order volumes, customer expectations for timely deliveries, and the intricate nature of its fulfilment network. It needed to know with accuracy and in due time the orders placed by customers, the availability of supplies in its different fulfilment centres, as well as logistics performance across locations (Amatanweze et al., 2025). Offering reliable service under ever-increasing scales has led to the emergence of ongoing operational demands associated with inventory visibility, fulfilment coordination, and delivery routing. According to secondary sources, the demands have been driving the prominence of internal digital systems that support real-time coordination of operations and fast responses to changes in demand (Lu, 2024). 
[bookmark: _Toc220940942]4.2.3 Approach and Implementation
The operational requirements established by Amazon UK were met by the use of integrated internal digital resources that are utilised in the areas of inventory management, fulfilment operations, and logistics planning. Secondary source references make reference to sophisticated database solutions that allow for real-time access to inventory and logistics data and allow for more effective decision-making about product allocation, forecasting, demand and routing deliveries (Chen, 2024). A significant part of Amazon UK’s operational model is centred around automated fulfilment centres, using robotic and automated equipment to assist with fulfilling orders, like picking, packing, and sorting. The operation of these automated systems is carried out through a centralised information system, allowing for the collection and distribution of inventory data and order data in one centralised system, creating transparency and accuracy within the organisation (O'Neill, 2023).
There also exists a significant level of reliance upon the use of cloud infrastructures within Amazon's overall, comprehensive technology infrastructure, in that they provide & continue to provide scalability and connectivity between various departments within their organisation. In addition to providing for the use of cloud-related technologies, Amazon also utilises the services provided by Amazon Web Services (AWS), which provide a venue for the storage, processing, and use of various digital services within their overall technology ecosystem (AWS, 2025). In many cases, companies that operate in the Retail Sector have relied upon various Vendors, such as AWS, Microsoft, Salesforce and Cisco, to meet specific business needs for the brewery industry and various enterprise systems to assist them in realising cloud computing and CRM requirements based upon the respective organisational needs and the specific manner in which those organisations operate.     
[bookmark: _Toc220940943]4.2.4 Outcomes and Results
Amazon UK enhances order management through digital tools, enabling quick and accurate processing of high volumes. Automation ensures consistent order fulfilment, while coordinated inventory data across facilities improves product availability visibility. Integrating systems streamlines operations and boosts retail effectiveness (O’Neill, 2022; O’Neill, 2023). Amazon UK effectively responds to demand fluctuations, especially during peak retail periods, by utilizing centralized data platforms. These platforms enhance supply chain operations, including logistics and inventory management, as well as customer service, showcasing the company's use of digital infrastructure to bolster retail performance (Amazon, 2025). 
[bookmark: _Toc220940944]4.3 Case Study 2: ASOS
[bookmark: _Toc220940945]4.3.1 About the company 
ASOS is a UK-based online-only fashion retailer catering primarily to young adults, selling apparel and accessories exclusively through its website. This business model contrasts with traditional retailers by forgoing physical storefronts, instead offering a wide variety of both branded and unbranded products (ASOS Plc, 2025). The company's operations heavily rely on e-commerce technologies, which support merchandising, marketing, order fulfilment, and customer communication. These technologies are essential for managing customer interactions, maintaining service quality, and displaying product listings (Huang, You and Zhou, 2022). Additionally, ASOS’s organisational structure is closely tied to its e-commerce framework, facilitating the integration of design, marketing, logistics, and customer service through a unified online platform (McKinsey and Company, 2020). 
[bookmark: _Toc220940946]4.3.2 Organisational Challenges and opportunity 
The expansion of ASOS's customer base as well as the growth of its product range have led ASOS to encounter challenges with handling large amounts of product information and with having products that are constantly in demand and changing at a rapid pace due to fashion trends. Due to the ever-changing trends within the fashion industry, ASOS has had an increasing amount of pressure on its internal systems which govern how inventory is managed, pricing is structured, and how to market products (Huang, You and Zhou, 2022). Another challenge for ASOS is that it operates within a retail environment where transactions occur based on predetermined times, and therefore, if a retailer does not respond quickly to a demand shift, they run the risk of either becoming oversold on the item, creating an excess amount of inventory or missing out on sales growth opportunities due to an increased volume of demand on that item. These conditions have also provided ASOS with the opportunity to leverage its digital resources internally to improve its ability to better forecast demand, select products, and interact with customers (WARC, 2022).
[bookmark: _Toc220940947]4.3.3 Approach and Implementation
ASOS employs various internal technology platforms that are essential to its operations. These platforms enable the collection and analysis of customer interaction and purchasing data, which are crucial for decision-making regarding product variety, pricing strategies, and promotional activities (Huang, You and Zhou, 2022). Additionally, ASOS leverages digital tools for inventory tracking and supply chain logistics, allowing all fulfilment centres to access real-time product availability data. This coordination aids IT personnel in fulfilling customer orders and aligning inventory with actual demand. Furthermore, the Marketing and Customer Engagement teams utilize technology to communicate with customers through targeted messaging and personalized product recommendations, facilitated by a centralized customer information database (Adam, 2020). ASOS has also adopted a cloud computing strategy, which fosters business growth and scalability. This strategy allows all operational divisions to access shared cloud-based technology, promoting efficient communication and collaboration across the company (ASOS, 2023).
[bookmark: _Toc220940948]4.3.4 Outcomes and Results
ASOS uses integrated digital systems as a means to quickly replenish or replace inventory as new styles come out, respond quickly and accurately to shifts in customer demand, and make changes to its merchandise offerings and marketing campaigns based on the trend data from its data-driven processes. By integrating inventory data with customer information, ASOS can coordinate its merchandising, marketing, and fulfilment functions (Huang, You and Zhou, 2022).
Additionally, ASOS's internal digital platform supports its growth and allows the company to scale up operations during high demand periods and to introduce new products without requiring extensive updates to its infrastructure. The above-mentioned findings demonstrate how ASOS leverages its digital infrastructure and other internal resources to promote the company's online retail activities (McKinsey and Company, 2023). 
[bookmark: _Toc220940949]4.4 Case study 3: Tesco 
[bookmark: _Toc220940950]4.4.1 About the company 
Tesco, a leading grocery retailer in the UK, employs a dual strategy to reach customers via physical stores and e-commerce for its grocery offerings. The company also provides various other products and services including beauty, healthcare, and home furnishings. Its integrated operational model leverages multiple sales channels such as supermarkets, convenience stores, and home delivery (Fu, 2024). Over time, Tesco has invested in its infrastructure, establishing a robust global supply chain, reliable suppliers, and significant brand recognition. The organizational structure is designed to enhance operational efficiency across sourcing, logistics, store management, and service sectors. Digital technology plays a critical role in ensuring quality control and coordination in supply chain operations, encompassing inventory management, online ordering, and customer service (Li and Zeng, 2024).
[bookmark: _Toc220940951]4.4.2 Organizational Challenge or Opportunity
As a large retailer, Tesco faces significant challenges in integrating digital systems into its existing operations due to its reliance on physical stores. The complexity arises from the need to coordinate product movement for online orders alongside managing inventory across numerous locations. Increasing consumer expectations for product availability, waste reduction, and prompt delivery further complicate the management of a unified network of physical stores and online retail centres (Roy, 2024). Simultaneously, the rising popularity of e-commerce grocery delivery has amplified the demand for more user-friendly digital ordering systems. These factors present Tesco with an opportunity to leverage digital resources to enhance the coordination and efficiency between its in-store and online operations (McKinsey & Company, 2020).
[bookmark: _Toc220940952]4.4.3 Digital Systems Implementation and Strategy
Tesco utilises digital technology for inventory control, purchasing, and supply chain coordination through an advanced system that collects sales data, stock levels, and customer orders from retail stores and distribution centres. This system enhances product replenishment and allocation for physical and online fulfilment. Investments in digital tools have improved Tesco's online grocery delivery, integrating order management with in-store operations (Roy, 2024). Tesco's IT infrastructure facilitates data sharing across departments, enhancing alignment among merchandising, logistics, and customer service. Additionally, digital technology supports supplier coordination and demand forecasting by using consumer purchase data for decision-making, aligning the supply chain with customer needs (Li and Zeng, 2024).
[bookmark: _Toc220940953]4.4.4 Results and Outcomes
Using the data provided by secondary sources it is apparent that digital systems are a critical component of coordinating all aspects of Tesco's business (store vs. online). Digital systems like Integrated Inventory Management System and Order Management System allow Tesco to fulfil all orders that originate from Online transactions while keeping inventory available in all stores. Additionally, the utilisation of data-driven Inventory Planning Processes enhances Stock Availability and allows for a higher degree of Operational Coordination based on the visibility of Inventory across all locations (Roy, 2024). Furthermore, reports from various publications show how digital systems enable Tesco to respond effectively to spikes in demand (seasonal shopping rushes) with assistance from its existing physical inventory systems. The integration of digital into Tesco's brick-and-mortar business is a significant contributor to effective Customer Service and has allowed Tesco to leverage its existing store infrastructure to provide enhanced Online Service Capabilities. All these outcomes exemplify how Tesco uses its own digital technology and organisational resources to facilitate its retail operations (Fu, 2024). 
[bookmark: _Toc220940954]4.5 Case Study 4: Marks & Spencer
[bookmark: _Toc220940955]4.5.1 About the company 
Marks and Spencer (M&S) are one of the oldest retailers in the UK. They sell clothes, homewares, and food via shops and websites (Marks & Spencer, 2024). Their shop and internet shopping systems work together. M&S has an established brand image and a loyal customer base, especially in the UK (M&S, 2025). Because they have been around a long time, as a traditional retailer, M&S has created significant organisational assets over time, like a large number of stores; a well-developed supply chain; and in-house product development capabilities. They also use digital technology for many parts of their business, such as selling products online, working with suppliers, and communicating with customers. Their organisational structure reflects the complexity of handling both physical and digital retailing simultaneously (Mark and Spencer, 2025).         
[bookmark: _Toc220940956]4.5.2 Organisational Challenge and Opportunity
In addition to supporting their operations, various systems are used to manage product listings, fulfil customer orders, and coordinate shipping. By integrating systems with physical retail operations, organisations can use existing inventory in their stores and warehouses to fill customer orders placed online or through other channels. Internal platforms facilitate the exchange of information between several departments within the operation, including logistics, marketing, and customer service (Mark and Spencer, 2025). Digital systems are also used in conjunction with suppliers and manufacturers throughout the entire product life cycle, leveraging sales and customer data in their decision-making processes for sourcing and reordering products (Zhang, 2024).  
[bookmark: _Toc220940957]4.5.3 Approach and implementation
M&S has implemented various digital systems to enhance online ordering, stock management, and supply chain coordination. Through internal platforms, the company collects data on sales, stock levels, and customer orders, categorised by product. This facilitates improved visibility into inventory in stores and warehouses, aiding planning and fulfilment (Marks and Spencer, 2022). Additionally, M&S utilises technology for online retail, including applications that manage product listings, order fulfilment, and shipping, integrating with physical retail operations to leverage existing stock for online orders. These internal platforms also support inter-departmental communication, promoting data exchange among sales, marketing, logistics, and customer service teams (Mark and Spencer, 2025). Furthermore, M&S's digital systems play a crucial role in coordinating with suppliers and manufacturers throughout the product lifecycle, using information from sales and customer insights to optimise product sourcing, replenishment, and availability (Zhang, 2024).
[bookmark: _Toc220940958]4.5.4 Outcomes and Results
The use of digital systems by M&S has improved coordination between its online and offline retail operations through an integrated inventory and order management system, enabling effective order fulfilment and stock oversight. Additionally, these digital platforms enhance interdepartmental communication and operational planning, helping M&S manage demand variability. This integration allows M&S to optimise its physical assets while supporting its online retail efforts, showcasing its capability to utilise internal resources effectively (M&S, 2023).

[bookmark: _Toc220940959]4.6 Cross-case summary 
[bookmark: _Toc220940985]Table 4.6: Cross-case analysis summary 
	Case
	Challenge 
	Solutions 
	Implementation 
	Outcome

	Amazon UK
	Handling large volumes of transactions, fast-fulfilment requirements, and managing a complex logistics chain. 
	Cloud infrastructure, automated fulfillment solutions, and data integration platforms. 
	Digital systems are at the heart of the business, with automation and data analytics woven throughout warehousing, logistics, and customer service operations. 
	High degrees of operational coordination, real-time inventory visibility, and flexible fulfilment capacity.

	ASOS
	Keeping up with ever-changing fashion trends and dealing with high inventory turnover.
	Centralised e-commerce platform, customer analytics tools, and cloud-based inventory management solutions.
	Digital platforms are integrated across merchandising, marketing, and fulfilment operations.
	Better demand responsiveness, synchronised merchandising decisions, and scalable online operations.

	Tesco
	Coordinating online and offline business operations, as well as managing complex store-based inventory management systems.
	Integrated inventory management systems, online order management systems, and data analytics-based supply chain management systems.
	Digital systems are layered on top of existing store infrastructure to support both offline and online fulfilment channels. 
	Better coordination between offline and online stores, better visibility into inventory, and more effective demand management.

	Mark & Spencer
	The integration of digital systems with the existing physical retail and supply chain infrastructure.
	Digital order management systems, integrated stock visibility solutions, and supplier coordination platforms.
	Phased integration of digital platforms with existing operational processes and infrastructure.

	Better coordination between online and offline business, improved inventory visibility, and more standardised fulfilment processes.


        


[bookmark: _Toc220940960]4.6 Chapter Summary 
The chapter details findings from four qualitative case studies examining how traditional and technology-based retail companies in the UK utilise internal resources for implementing digital technologies. It highlights a distinction in the structuring and deployment of digital systems: technology-based retailers integrate digital resources into their operations, while traditional retailers incorporate them into existing infrastructures. All case studies emphasise that internal systems facilitated coordination, data management, and operations. The chapter describes organisational practices and outcomes but refrains from theoretical interpretation, providing empirical evidence to support analyses and discussions in the subsequent chapter.









[bookmark: _Toc220940961]Chapter 5: Discussion and analysis  
[bookmark: _Toc220940962]5.1 Introduction
This chapter presents the results of the four retail case studies conducted in the UK, interpreting these results using the Resource-Based View (RBV) framework. Based on the literature review presented in Chapter 2, this chapter examines the role of internal resources, such as digital infrastructure, data systems, automation, and organizational routines, in influencing the adoption of digital technology in retail firms. This chapter takes a cross-case approach, using themes to compare traditional and technology-based retailers. Rather than examining each firm individually, this approach allows for comparison between traditional and technology-based retailers. This chapter concludes by summarizing these findings to inform the conclusions and implications presented in Chapter 6.
[bookmark: _Toc220940963]5.2 Resource-Based View (RBV) analysis
The Resource-Based View (RBV) illustrates the reasons why an organisation may have varying organisational performance through an understanding of the factors that contribute to its success in creating value (Barney, 1991). This approach is particularly useful for understanding the differences that firms, whose operating environment and sector are the same, exhibit in their effectiveness at using and integrating digital technology despite having nearly identical external environments. The Resource-Based View (RBV) suggests that a firm's organisational advantage stems from its value-adding resources and their integration within the company's structure. In retail, these resources include physical infrastructure (store and distribution networks), human resources (skills and managerial experience), organisational knowledge (established routines and processes), and digital resources (analytics tools, data warehouses, automation technology). The effectiveness of digital technologies is contingent not just on their acquisition but also on how they are combined with a firm's existing organisational assets (Ferreira et al., 2020).
The investigation makes use of RBV to evaluate the usage of the four company's internal digital resources. Therefore, the investigation concentrates on the functions of the internal data systems (IDS), integrated technology platforms (IP), automation technology (AT), and routine processes of an organisation (RPO), which allow these internal resources to generate visible effects. Additionally, the adoption of RBV explains the restrictions that traditional retailers have experienced due to the influence of their legacy infrastructure and organisational complexity, even if they have invested in comparable levels of technology. In contrast, tech-based retailers typically exhibit a higher degree of embedded digital resources and therefore experience little to no limitations due to their superior level of innovation. As a result, technology is more prevalent and integrated into the various parts of business operations.
[bookmark: _Toc220940964]5.3.1 Theme 1: Digital infrastructure as a strategic internal resource
The four cases presented in this report highlight the importance of digital infrastructure as a critical internal resource to facilitate coordination and operational delivery. However, the case studies reveal a marked difference in how digital infrastructure is perceived and implemented by technology vs traditional retailers. Specifically, digital infrastructure will be built into the operational models of Amazon UK and ASOS, whereas Tesco and Marks & Spencer have incorporated digital systems into their current physical operations by integrating them with their existing infrastructure.  
By contrast, the role of digital infrastructure is different in traditional retailers, where it facilitates coordination of existing physical activities rather than being a core organisational resource. This is consistent with the literature review in Chapter 2, which suggests that the importance of digital technology is not its presence per se but its role in organisational structures (Hagberg, Sundström and Egels-Zandén, 2020). Therefore, the challenge is not only obtaining digital tools, but also utilising them in conjunction with the traditional organisational processes.
This difference in infrastructures impacts the value of digital tools within the context of the RBV theory. Traditional retailers may face challenges in realising the same level of outcome from their investments in digital tools as do digital-centric companies. In addition, it may be difficult for traditional retailers to achieve full coherence across digital and traditional practices, as traditional retailers must operate with both digital and legacy processes. This is in line with existing research that has shown that companies investing in digital tools will experience an uneven impact on organisational performance due to inadequate integration or fragmentation (Usai et al., 2021). 
[bookmark: _Toc220940965]5.3.2 Theme 2: Data and analytics as internal organisational resources
The results highlight the critical role of Data & Analytics in coordinating operations and decision-making in retail. All studied retailers utilised data for planning and operational visibility, though approaches varied. Amazon UK linked data collection to real-time operations, enhancing inventory visibility and managing high-volume order processing. ASOS leveraged customer behaviour data for product assortment and promotions. Overall, the findings emphasize that data-driven operations enhance responsive decision-making and alignment among online retail functions (Grewal et al., 2020).
Large-scale retailers like Tesco are using data in relation to the complexity of their channel types. Tesco exemplifies data-driven coordination among stores, online orders, and supply chain planning, requiring integrated systems or adjustments due to store closures and logistical issues. Marks & Spencer employs systematic strategies to enhance stock visibility and channel coordination. The value of data is linked to its intended use and integration into firm routines. Technology-centric companies have an edge in data flow due to their inherent data systems, while traditional retailers face limitations from their operational scale and channel reconciliation needs. These observations reaffirm earlier research on the importance of a robust data infrastructure and IT alignment with organizational processes (Ferreira et al., 2020; Usai et al., 2021).
Another important point brought forth by our research was the difference between how organizations use data to connect with customers and how they use data to plan operations. ASOS was able to show significant customer analytic use in the form of personalization and targeted promotions, while Tesco and Marks & Spencer were able to leverage data primarily for operational purposes, such as for coordination of inventory and fulfilment operations. Amazon appears to utilize customer and operational analytics simultaneously, suggesting that they are able to extract more value from the same dataset. Thus, the difference between digital resources is based on two factors, availability of digital resources, and the types of organizational functions digital resources serve.
[bookmark: _Toc220940966]5.3.3 Theme 3: Automation and operational systems embedded in fulfilment activity
The benefits of automation distinguish technology-driven retailers like Amazon from those guided by tradition. Amazon UK utilizes automated fulfilment systems to streamline operations such as picking, packing, and sorting, enhancing efficiency and volume delivery. In contrast, ASOS prioritizes demand responsiveness and inventory visibility over warehouse automation. Traditional retailers like Tesco and Marks & Spencer have implemented digital order management systems to facilitate online purchasing and integrate automation with their existing store networks. Tesco focuses on a physical pick-up method for groceries, while Marks & Spencer’s systems support its distribution capabilities.
The findings from this study correspond with the retail literature's claims about how automation can provide retailers operational advantages; however, that is contingent on the type and structure of a retailer's organisation and fulfilment architecture (Hagberg et al., 2020). Under RBV, while automation can potentially lead to the creation of unique and/or rare resources, simply having the tools available does not equate to an advantage unless the tool is integrated into a completed and coherent system. In regard to Amazon, it could be argued that based on this research, there is an integrated and scalable system for fulfilling needs in which automation can operate in a coordinated fashion, as opposed to traditional retailers in which there is an inclusion of technology within existing store models of retail operations and distribution systems highlighting the nature of the RBV in regard to outcomes based on configurations or routings rather than those of possession of particular technologies.
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The results of this research indicate that organisational constraints heavily influence the way digital technologies are adopted. In the case of Tesco and Marks & Spencer (both of whom have a history of being shopkeepers), their reliance on store infrastructure and operational processes results in digital technology having to be integrated into their current setup instead of having to redesign their entire operating structure. The research also supports previously established academic literature on how many established companies experience difficulties when it comes to integrating digital technologies into their business due to fragmentation of data systems, operating 'in silos, and the existence of legacy IT platforms (Usai et al., 2023). These barriers do not totally preclude the possibility of adopting new digital technology; however, they will shape how quickly and to what extent an organisation can start using digital technology.
The findings highlight the challenges traditional retailers face in integrating systems due to dispersed internal resources, which are often tied to legacy systems. In contrast, technology-driven companies like Amazon and ASOS are more agile, leveraging their 'digitally native' status to operate efficiently despite facing operational complexities. This illustrates the resource-based view (RBV), indicating that resource constraints can hinder value creation even when valuable resources exist. Digitally-centric organizations can centralise systems to mitigate some constraints, though they also face new risks. Ultimately, internal resource structures can enhance value through digital implementation while simultaneously limiting digital capacity.
[bookmark: _Toc220940968]5.3.5 Theme 5: Resource configuration differences between firm types
The wider distinctions in resource configuration between traditional and technology-driven retailers are the subject of the final synthesis theme. Technology-driven businesses seem to depend on a digital-centric resource foundation in which online platforms, data systems, and digital infrastructure are integrated as the main organizational resources. Digital tools serve as integrative support resources rather than foundational ones, and traditional retailers rely more on physical assets and established routines. Because RBV emphasizes the significance of resource configurations rather than individual resources, this distinction is crucial. Depending on how it is paired with other resources, the same digital tool may have a different value. Amazon's digitally engineered operating model is in line with automated fulfilment and integrated platforms. Digital systems at Tesco need to communicate with staff workflows, physical inventory distribution, and store operations. These distinctions account for the fact that while digital tools may result in noticeable coordination gains, they still yield different organizational outcomes. This also relates to the gap found in the literature review: many studies describe digital change without methodically looking at how resource configurations vary across firm types, and comparative understanding is still limited. Therefore, the cross-case results of this study make a contribution by demonstrating the function of internal resource architecture as a fundamental explanation for variation in technology use.
[bookmark: _Toc220940969]5.4 Linking Findings to the Conceptual Lens (RBV)
The study's conclusions are in line with RBV's main thesis, which holds that different firms have different resources and organise them differently, leading to different organisational outcomes. Digital infrastructure, data systems, and automation tools served as internal resources in each case, facilitating operational delivery and coordination. However, how they were integrated into organisational structures determined their worth. 
Technology-driven businesses showed how digital resources were integrated throughout their operations, indicating a better fit between organisational procedures and digital infrastructure. Conventional retailers showcased digital tools used in more intricate settings influenced by legacy procedures and physical infrastructure. These distinctions lend credence to the idea that organizational fit and integration create value rather than resources' intrinsic worth. The results also demonstrate the multifaceted nature of retail digital resource configurations. Digital systems communicate with operational procedures, human resources, and physical assets. As a result, the RBV lens offers a methodical approach to understanding how internal resource configurations influence how businesses deploy and use digital tools. This validates the study's emphasis on resource utilization as opposed to just technology adoption. This provides further support to the argument presented in Chapter 2, which proposed that RBV presented an appropriate framework to consider the use of different digital technologies in the organisation context, especially in industries that often have to deal with several pieces of legacy infrastructure and varied resource bases, such as the retail industry.
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Although the results provide a cogent cross-case understanding, it is important to recognize a number of limitations. First, the analysis is based solely on secondary data, which means that it is not based on direct observation or internal interviews but rather on reports from organizations and outside sources. This could lead to reporting bias, particularly in sources that emphasize successful projects over failures. The study used consistent case structures and triangulation across various source types to lessen this.  Second, factors other than internal resource configurations may have an impact on variations between firms. The use of digital tools may also be influenced by customer segments, market positioning, and firm size. For instance, different fulfilment models are needed for grocery retail than for fashion retail.
Though these disparities were not statistically managed, comparing cases across still gives useful patterns on how organisational resources influence digital use. Lastly, a case study method helps to generalise analytically rather than statistically. The results are not a claim of universal applicability to all retailers but offer an understanding that could help in grasping resource utilisation in a similar environment.
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Even though this paper does not judge companies in a normative way, there are some useful practical ideas that can be derived from the synthesis of the cases. Firstly, retailers have an advantage if they treat digital infrastructure as a resource of the organisation that needs to be integrated across different departments rather than just implementing isolated tools. The data reveal that sharing data platforms among various operational units leads to better coordination. Secondly, the data resources are more powerful when they are a part of the decision, making processes. Retailers who link their analytics systems straight to inventory, delivery, and customer service functions achieve higher coordination results.
Thirdly, traditional retailers need to look at the legacy systems as being, to a great extent, the internal constraining factors that determine how the implementation can be effective. Gradual integration might have to be done, but it should always be under the guidance of a main resource alignment strategy to avoid excessive fragmentation. Lastly, the way digital resources are used is largely dependent on the fulfilment architecture. Store, based retail models might need a different digital integration strategy from online-first models, thus underscoring the necessity of harmonising digital tools with the operational context.
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This chapter drew on cross-case synthesis to interpret the findings, utilising the Resource, Based View (RBV) as the only theoretical framework. The examination led to the identification of main themes related to digital infrastructure, data resources, automation, organizational constraints, and variations in resource configuration between traditional and technology-driven retailers.
It was pointed out that the performance of organisations in harnessing digital technologies is not merely determined by the availability of digital tools, but rather, it is also a matter of embedding these tools in the surrounding resource structures and existing operational routines. Technology-driven retailers were seen to have digitally integrated infrastructures that facilitated coordination at scale, whereas the traditional retailers adopted the digital tools in the context of more complex environments that are influenced by physical operations and legacy systems. These two scenarios offer explanations for the differences in the ways retailers capitalise on internal resources for the implementation of digital technologies.
The chapter also highlighted the drawback of relying on secondary data and the analytical generalisation that is typical of case study research. The forthcoming chapter integrates the main conclusions of the research, outlines the major contributions, and presents the final recommendations as well as the avenues for future research.
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This chapter discusses the research with a summary of the main findings and goes on to discourse the theoretical and managerial implications of the research. It also considers the limitations of the study and gives suggestions for further research. The study explored the extent to which UK traditional and tech-savvy retail firms leverage their internal organisational resources in digital technology adoption. A qualitative, inductive multiple-case study approach was used, involving secondary data from four retail cases: Amazon UK, ASOS, Tesco, and Marks & Spencer. The Resource, Based View (RBV) theory was the only theoretical framework utilised to interpret the patterns that emerged from the case studies. This final chapter offers a brief synthesis of the findings and shows how the research helps to illuminate the role of internal resources in determining organisational performance outcomes linked to digital technology adoption in retail environments.
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The results showed that all four retailers depend on their internal digital resources to help them coordinate the organisation and run their operations; however, the way these resources are organised and used differs between the types of firms. Technology-oriented retailers (Amazon UK and ASOS) revealed their operating models as being digitally connected infrastructures and data systems deeply ingrained in their core organisational functions, thus enabling integrated coordination between customer interaction processes and fulfilment operations. For these companies, internal platforms and analytics resources seem to be the basic assets that help them scale and carry out their operations smoothly. On the other hand, traditional retailers (Tesco and Marks & Spencer) have integrated digital tools into their existing physical and organisational structures. The deployment of internal digital resources has been mainly perceived as facilitating coordination and alignment of services across different channels (online and offline). This is an area where these companies leveraged their existing operational routines and infrastructures the most, while at the same time implementing digital systems to aid in planning, obtaining inventory visibility, and managing orders.
Evidence from various cases emphasises the significance of data integration and shared systems for internal coordination. Notable variations in automation levels and the incorporation of operational technologies in fulfilment and inventory processes were identified. The study also concludes that internal constraints, notably legacy systems, complexity, and organisational structure, influence the effective use of digital technologies by retailers. Ultimately, the study reinforces that the organizational outcomes of digital technology usage hinge on the organization, integration, and application of internal resources within each firm's operational context.
[bookmark: _Toc220940976]6.3 Theoretical Implications 
This paper extends the knowledge of academia, among other things, by using Resource, Based View (RBV) theory exclusively to shed light on how retailers leverage internal resources for adopting digital technologies. RBV is a theory that elaborates on the fact that firms' results vary because of different resources and the ability of a firm to coordinate those resources for creating value (Barney, 1991). Although digital technologies are now commonly available in all industries, the results show that retailers still differ significantly in their capabilities to integrate and make the most of digital systems, thereby upholding the RBV's pertinence to today's digital environment.
One of the implications for theory is the recognition of digital infrastructure and data systems as internal organisational resources. The study reveals that digital tools go beyond just being efficiency improvements and can actually be considered as core resources that determine the makeup of organisational routines. In the technology, driven cases, digital infrastructure was seen as something that is so tightly intertwined with various functions such as customer interaction, inventory visibility, and fulfilment coordination that these firms are practically resource architectures with a digital centre. From an RBV perspective, the worth of such resources is shown when they are merged with routines and decision-making, which backs up the idea that the value of resources is not so much dependent on the possession of an asset, but on the capability of the organisation to exploit it properly.
A second implication relates to differences in resource configuration between traditional and technology-driven retailers. The findings reveal that traditional retailers have a great deal of physical and organisational assets that were developed over long periods, for example, store networks, established supply chains, and structured processes, and at the same time, they try to integrate digital resources into these environments. On the other hand, technology, driven retailers seem to be creating their operational routines with digital assets at their core from the very start. This is in line with the RBV principle that the value and use of resources depend on the context, and, therefore, a resource in one organisation can bring one set of results but in another organisation, it can bring a completely different set of results. Even the organisational outcomes differ when similar types of digital tools are implemented because the resources interact with different operational structures and legacy constraints.
The third theoretical implication is that digital technologies show their value through their integration in organisational routines and not through their innovative features. The RBV literature has been criticised for perpetuating the idea that resources are durable and relatively stable sources of competitive advantage. Meanwhile, as digital technologies become widespread very quickly, they may not remain strictly rare. The study's findings indicate that the differentiating factor is not the possession of digital technologies but the internal organisation of these assets into integrated systems.
This is basically the support of the argument that it can be combinations of resources and the organisational capability to organise the resources that are even more important than the resource itself (Peteraf and Barney, 2003). To put it more simply, the cases are confirming "resource orchestration" thought within the RBV tradition, where the integration and alignment have more impact on results than the mere technology acquisition.
A fourth implication is about constraints' role as part of the resource environment. The RBV, to a large extent, regards resources as factors driving positive organisational outcomes, however, the results of this study indicate that internal constraints, for example, legacy systems, structural complexity, and channel fragmentation, are crucial to understanding the deployment of resources. So, for the case of a traditional retailer, integrating digital systems into a multi, channel operation is making the demand for coordination and data sharing even more. The constraints affect the way internal resources are utilized and the speed with which they can be made part of the routines. Hence, this expands the RBV application by demonstrating that resource environments are not only made up of assets that can be creating the resources' usability and integration, but also by limiting factors. This also corroborates the literature that suggests that the alignment between IT and organisational structures is an essential ingredient for achieving meaningful outcomes (Usai et al., 2021).
One of the five theoretical implications refers to the suitability of inductive case study designs to RBV research. Most of the previous research on digital technologies is based on survey data or broad digital maturity indexes. This work of the research shows that an inductive, case, based approach can reveal more about the interaction of internal digital resources with the existing organisational assets and routines. By looking at several retailers and comparing different types of firms, the study gives a contextual understanding that goes well with the generalised accounts of digital change in retail (Hagberg, Sundstrm and Egels, Zandn, 2020). 
[bookmark: _Toc220940977]6.4 Managerial Implications 
This study offers various managerial implications for retail companies that use digital technologies. Managers in the operations, data and analytics, and strategic management areas will find these implications particularly relevant, especially in companies that operate in environments where legacy systems and multiple channels shape the way they do business. First, the results of this research present important managerial implications for operations managers of retail companies who manage fulfillment, inventory management, and service delivery. The data analysis shows that when the digital infrastructure is perceived as a shared internal resource to help facilitate cross-functional coordination among operational areas, organisations achieve better performance than if it is perceived as separate tools independently used to accomplish distinct operational tasks. Retail operations managers should focus on the cross-functional integration of their order management, inventory visibility, and logistics systems. In traditional retail venues where digital technology must coexist with store-based near-real-time processes, special attention should be given to aligning digital systems with the operational routines of front-line personnel to provide consistency and efficiency in fulfilling customers’ needs.
Secondly, this research offers insights to help inform those who lead data/analytical professionals including information systems, reporting, and decision support platforms. This finding indicates the value of data resources is higher when they’re integrated into everyday decision making, rather than just performing analytical/reporting tasks. Therefore, managers who oversee the organisation’s data/information technology infrastructure should ensure that analytics outputs are available for use by operational business units such as inventory planning, fulfilment coordination, and customer service. This means there must be sufficient collaboration between the analytics function and operational units to enable data systems to influence the decisions made by those units, rather than being seen as separate technical assets.
Thirdly, this research will have implications for senior retail executives and other managers who are responsible for planning their organisations and integrating their systems. The results show that the legacy system infrastructure and established routine do limit how new digital technology can be implemented within an organisation. Therefore, senior retail executives should consider the implementation of digital technology to be an organisational integration challenge, rather than just the implementation of a new technology. Instead of using fast replacement systems strategy, phased implementation strategies would likely lead to more successful implementation of digital technologies, especially with traditional retailers, because their value creation continues to be realised through their physical assets and current processes.
Fourth, findings will be beneficial to IT managers/digital system managers that have the job of executing/managing internal platforms. In general, the evidence indicates that designing digital systems for the purpose of enabling interoperability among different departments/channels maximizes the overall performance of the systems they manage. Therefore, IT managers should make compatibility, shared data standards and scalability the priority for their internal platforms. Additionally, this is particularly true in multi-channel retail environments; fragmentation of the online and store-based systems can lead to poor coordination, increased operational complexity and ultimately, inefficient operations.

Finally, leaders of cross-functional teams will find implications from the study to help them align their organisations' resources to its strategic imperatives. Findings indicate that the overall value an organisation derives from using digital technologies is a function of how well the organisation’s digital tools, human resources and operational routines are aligned. As a result, leaders of cross-functional teams should ensure that digital initiatives are implemented in conjunction with the creation of supporting changes to business processes, job responsibilities and internal communications. Failure to do so, even with well-resourced digital systems, will likely result in minimal organisational value being derived from using the digital systems.
The overall managerial implications highlight the fact that the successful application of digital technologies in retail requires more than just acquiring technology. It will require an organization and coordination of internal resources within an organization. The authors clarify what role different managers have in this process, providing managers with useful information that reflects the reality faced by the manager; therefore, it will provide actionable insights for managers from both traditional and non-traditional retail organisations.
[bookmark: _Toc220940978]6.5 Limitations and Future Research 
This research identifies several limitations affecting the interpretation of its findings. Firstly, it relied exclusively on secondary data, leading to potential reporting bias where successful initiatives are emphasized over failures. The absence of primary data collection through interviews or observations further limits insights into internal processes. Secondly, the study's scope was confined to four retailers, which restricts the statistical generalization of results to all UK retailers. Although the cases provide understanding of resource use, they may not represent the experiences of smaller firms or those with different structural contexts. Thirdly, the chosen retailers vary sectorally, specifically between grocery and fashion, influencing how digital tools are applied and complicating direct comparisons. Additionally, the research did not account for external macro-level factors such as regulatory changes and economic forces that can shape company decisions and resource allocations. Future research could address these limitations by employing primary research methods like interviews to explore managerial decision-making and implementation challenges, as well as by conducting longitudinal studies to track internal resource evolution and digital integration stages. Expanding the number of cases or focusing on a specific retail segment could yield more precise industry insights.
[bookmark: _Toc220940979]6.6 Closing Statement 
This research looked at how retail businesses in the UK use their internal resources to implement digital technologies. The research adopted an inductive multi, case approach and used the resource, based view (RBV) exclusively as the theoretical framework. It revealed that variations in the integration of digital infrastructures, utilization of data resources, level of automation, and constraints due to existing systems determine the outcomes of the organisations across different firm types. The results underscore the significance of matching the digital tools to the internal resource structures and work routines. In general, the work of this research provides academic knowledge and practical tips for the understanding of digital resource use in modern retail.     
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Organisational capabilities
• Sensing consumer/market trend
• Seizing digital opportunities   
   • Reconfiguring processes         
 • Learning & innovation culture 


 Digital transformation processes
• Integration of digital and physical channels             
 • Process automation & data-driven decision-making        
 • Redesign of value propositions and business models       
  • Organisational restructuring and cultural alignment


Competitiveness outcomes 
• Operational efficiency (cost, speed, accuracy)                       
 • Enhanced customer experience & personalisation                       
 • nnovation capability & strategic renewal                             • Scalability and market expansion 


Differences between traditional and tech-driven retailers 
Traditional: Strong physical assets, weak dynamic capabilities     
 Tech-driven: Strong digital resources, high agility, scalable      
   Both require alignment of resorces + capabilities to compete      


Digital resources (RBV)
Data analytics capabilities      AI/atomation technologies      
Digital platforms &  algorithms  
IT infrastructure 
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