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Abstract 

Brick-and-mortar (B&M) firms are increasingly required to provide a seamless 
omnichannel experience for customers across channels. However, when integrating 
online and offline channels to provide seamless omni-experiences, B&M firms often face 
challenges in effectively orchestrating their scarce assets between these competing 
channels. Therefore, we ask, "How to manage channel conflicts to achieve a consistent 
omnichannel experience." We adopted a resource orchestration perspective as a 
theoretical sense-making lens to address our question, based on a case study of successful 
omnichannel integration at a leading B&M firm in Asia. We found that B&M firms can 
achieve omnichannel consistency by structuring centralized leadership resource and 
centralized IT resource; bundling these resources to create sustainable competitive 
collaboration capability; and leveraging this capability to achieve omnichannel 
consistency. Our study contributes to omnichannel integration literature and provides 
practical guidelines to B&M managers for a successful omnichannel implementation. 

Keywords:  Omnichannel Implementation, Resource Orchestration, Case Study 

Introduction 

The proliferation of ongoing digital transformation has changed the retail landscape enormously in recent 
years (Verhoef et al., 2015). The ever-growing technological innovations, such as e-commerce and the 
internet, are factors that contributed to revolutionizing customer behavior (Pantano et al., 2020), thereby 
altering the retail landscape. To counter these developments, many brick-and-mortar (B&M) firms have 
expanded their businesses to online channels (Hansen & Sia, 2015) as an approach to digital 
transformation. In its simplest form,  B&M firms have adopted a multichannel approach, where they sell 
merchandise to customers through online and offline channels but cultivate two channels in separated silos 
(Zhang et al., 2010). The multichannel approach, thus, allows B&M firms to compete with their pure online 
counterparts without affecting existing business operations.  
 
However, lately, B&M firms have observed further digitalization with more special challenges, motivating 
them to move from multichannel to a more advanced digital transformation approach:  omnichannel 
(Rigby, 2011). Advances in mobile technology and social media have blurred the boundaries between offline 
and online retailing, enabling customers to interact with firms through multiple touchpoints. Thus, 
customers are no longer satisfied with the multichannel approach, where business channels are operated 
in an isolated manner (Immonen & Sintonen, 2015). Instead, they expect an integrated omnichannel 
experience across all business channels (Rigby, 2011). For instance, customers often expect consistent 
information or the same service level when moving across online and offline channels (Neslin, 2022). By 
providing an omnichannel experience, firms could significantly boost customer loyalty and business 
revenue (Accenture, 2017).  
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Despite being promising to B&M firms, building an omnichannel experience is challenging (Hansen & Sia 
2015). It requires considerable omnichannel integration (OI) efforts to effectively coordinate the objectives, 
the design, and the deployment across business channels  (Neslin, 2022; Timoumi et al., 2022). It becomes 
even more challenging if there exists a high level of intrafirm competition between online and offline 
channels, especially when these channels serve the same customer group and/or offer the same product 
categories (Neslin, 2022). Specifically, when integrating online and offline channels to provide seamless 
omni-experiences to customers, B&M firms often face challenges in effectively orchestrating their scarce 
assets, such as product inventory or capital, between these competing channels (Xu & Cao, 2019). For 
instance, firms may desire to allocate part of store inventory to fulfill orders coming from the online channel 
so that customers can Buy Online and Pick Up In-Store (BOPIS). However, if both channels serve the same 
customer groups and offer the same product categories, they often compete for such limited product 
inventory. Thus, firms may have difficulty resolving conflicts regarding optimal inventory allocation 
between channels (Xu & Cao, 2019). Therefore, achieving an omnichannel experience requires an 
omnichannel integration approach that involves not only technology integration but also a business 
transformation (Westerman et al., 2014) that can resolve the inherent competition between channels. While 
existing omnichannel integration literature has shown the challenges and the potentially positive effects 
when integrating across channels (Neslin, 2022; Timoumi et al., 2022); there is limited research about how 
to effectively integrate across channels to achieve consistent omnichannel experience – especially in the 
context of tense competition between channels for the firm's scarce assets. We, thus, aim to investigate the 
research question: "How to manage channel conflicts to achieve consistent omnichannel experience." 
 
A resource orchestration perspective is adopted (Sirmon et al., 2011) as a theoretical sense-making lens to 
analyze how omnichannel integration can be achieved, based on a successful case study of a leading B&M 
firm in Asia. Theoretically, our study contributes to the incremental literature development of omnichannel 
integration as an approach to digital transformation. Practically, our findings might provide managerial 
implications for B&M managers, with practical guidelines for successful omnichannel integration.  

Theoretical Foundations: Resource Orchestration Perspective 

Omnichannel integration (OI), as an approach to digital transformation, aims to provide customers with an 
omnichannel experience that melds the advantages of offline and online shopping (Neslin, 2022; Rigby, 
2011). In the existing omnichannel integration literature, resource is recognized as a key factor supporting 
the OI implementation (Neslin, 2022; Timoumi et al., 2022), and the resource-based view (RBV) (Barney, 
1991) is a widely accepted theoretical foundation in these studies. For instance, cultural resource imbues 
online and offline channels with a more cooperative mindset rather than a silo orientation (Lewis et al., 
2014). IT resources, such as a powerful IT infrastructure, can produce consistent information across online 
and offline channels, thus allowing customers to easily switch between channels throughout their buying 
journey (Lewis et al., 2014). Physical resources, like store networks, provide essential infrastructure support 
during the omnichannel integration process (Govindarajan et al., 2017). 

 
Although resources play a critical role in OI literature, RBV is criticized for overlooking resource 
management actions. Specifically, RBV only posits the static possession of resources; however, recent 
studies show that managing resources effectively is more important than simply owning them, given that 
firms often exhibit different performance levels even if they possess similar resources (Cui & Pan, 2015). 
Thus, some literature has highlighted the need to pay attention to resource-focused actions. Specifically, 
(Sirmon et al., 2011) propose a resource orchestration perspective that describes how to achieve competitive 
advantage through three resource-focused management actions: structuring, bundling, and leveraging. 
Structuring involves structuring a resource portfolio that is crucial for achieving a particular corporate 
strategy. Bundling refers to integrating that resource portfolio to construct or alter capabilities. Leveraging 
means exploiting such capabilities to achieve the firm's strategy (Sirmon et al., 2011).  
 
In recent digital transformation studies, the resource orchestration perspective has attracted increasing 
attention (Cui & Pan, 2015; Du et al., 2018). For example, Cui and Pan 2015, in a study of successful digital 
transformation processes of manufacturers, revealed the evolution of resource-focused management 
actions in the call center implementation phase, then the online channel implementation phase, and finally, 
the integration phase of the online and offline channels. Similarly, Du et al., 2018, in a study of channel 
conflict management, found the relationship between resource base, capabilities, and resource 
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orchestration actions. However, these studies mainly focus on solving the channel conflict but not on 
delivering omnichannel consistency. Specifically, both studies propose differentiated resource-focused 
actions, e.g., differentiating product categories sold in online and offline channels, to reduce the conflict 
between two competing channels. However, differentiating product categories across channels would lead 
to an inconsistent omnichannel experience, as customers can only purchase a certain product category via 
a particular channel but cannot do so via another channel. Hence, there is limited knowledge of how firms 
can orchestrate their resources to both resolve the channel conflict and deliver omnichannel consistency. 
We, thus, adopt the resource orchestration perspective to address the research question: "How to manage 
channel conflicts to achieve consistent omnichannel experience?" 

Research Methodology 

We adopted a case study approach for this study as it allows us to investigate a contemporary phenomenon 
in an in-depth and comprehensive way (Eisenhardt, 1989; Yin, 2012). This approach is also known to be 
appropriate for examining the ''How" question since it allows researchers to understand the complexity and 
the nature of the processes taking place (Yin 2012). Thus, it is suitable for answering our research question: 
“How to manage channel conflicts to achieve consistent omnichannel experience?”  We sought a case study 
where the firm successfully managed the channel conflict to deliver omnichannel consistency. The case 
selected is a leading B&M firm in Asia, specializing in baby and mother care products. The firm has recently 
pursued the omnichannel strategy because the global consumers' preference for integrated service of 
experience and technology in baby-care products makes the omnichannel approach particularly 
appropriate for this industry. Its success has been widely featured in national and regional media. 
 
We collected both primary and secondary data for this study (Eisenhardt, 1989; Gibbert et al., 2008). 
Primary data was conducted in a semi-structured manner where interview questions could be adapted 
depending on the context – so that more interesting insights could be explored in further depth. It was 
carried out in English and collected for four months in 2021 through 17 interviews with all key individuals 
involved in the firm's omnichannel implementation. They include Group Managing Director, CFO, 
Department Heads, IT Project Managers, and staff members from different teams. The interview duration 
ranged from 45 to 120 mins. All interviews were recorded and transcribed to preserve data quality (Gibbert 
et al., 2008). We also collected secondary data before and after the primary data collection period. We 
obtained it from various sources, including internal documents (e.g., reports) and external documents (e.g., 
industry reports or news articles). By triangulating the collected information from primary and secondary 
resources, such as cross-checking facts and dates, potential interpretation biases might be avoided.  

We performed data analysis using the narrative strategy (Eisenhardt, 1989). Specifically, the primary and 
secondary data were classified into literature-generated emerging themes. To craft our analysis, we 
continued collecting data through informal and conversational interviews. Meanwhile, we processed data 
in line with grounded theory, containing open coding, selective coding, and theoretical coding (Gregory et 
al. 2013). We stopped the analysis when saturation was achieved, i.e., no more data could be added, and the 
model was no longer being improved (Eisenhardt, 1989). Regarding the validation of the approach, we plan 
to conduct further formal interviews with the C-suite members to access the representativeness of our 
findings and with the firm’s customers to gain their evaluation of the firm’s omnichannel integration efforts. 

Case Background 

TenderBaby (a pseudonym) is a leading B&M firm in baby and maternal products in Asia. It was established 
in Singapore about 40 years ago with over 150 employees and numerous stores nationwide. For a long time, 
the firm has focused on serving high-touch customers, who often value the "touch and feel" experience. Its 
strength lies in an outstanding in-store experience where customers can interact with empathetic, 
knowledgeable, and helpful salespeople. Recently, the firm has been experiencing a crisis. The Group 
Managing Director (GMD) described baby and mother as a fast-paced industry where it is catering to more 
high-tech customers – parents in their 20s - 30s, who often value technology-enabled convenience.  
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Multichannel Strategy as the Initial Approach to Digital Transformation 
In 2005, to adapt to the changing behaviors brought by high-tech customers, the firm initiated a 
multichannel approach where a new web store (i.e., online channel) was added to the existing physical store 
network (i.e., offline channel), but the two channels operated independently. Specifically, the online 
channel had a siloed corporate structure where it owned a marketing team, warehousing team, etc., – which 
all functioned separately from the offline channel's operations. Also, the online channel had a siloed IT 
structure where its systems were totally disconnected from the offline channel's legacy systems. By doing 
so, the online channel operations would not affect existing offline operations, and would have more freedom 
to freely experiment with new digital services in order to grow into a self-sustained business.  

"We were in a silo department; we have our own team in marketing, we have our own team on 
everything, on even warehousing.… It [online channel's system] was completely disconnected to 
our core ERP [i.e., offline channel's system]" (Manager of Online Operations) 

Recently, the firm has observed further digitalization in retailing with more special challenges. Technology 
advances in mobile and social media have blurred the boundaries between offline and online retailing, 
enabling customers to interact with the firm through multiple touchpoints in order to take advantage of 
each channel. The firm, thus, decided to pursue an omnichannel strategy – where it aims to provide a 
seamless omnichannel experience that could allow customers to effortlessly switch across channels.  

"Our top priority is to ensure our customers have great shopping experiences. The experience we 
are giving you in stores, we should provide the same when you shop online so that customers 
would not challenge us: "Why is it different? I want to exchange, refund" (Head of Buying) 

The Challenges of Achieving Seamless Omnichannel Experience  
However, achieving a seamless omnichannel experience was challenging when two channels still operated 
independently from the others. The online channel took advantage of its siloed structure to compete with 
the offline channel for the firm's scarce stock, leading to an inconsistent omni-experience of stock 
distribution across channels. Specifically, omnichannel customers often expect that they can buy any 
product category regardless of the channels used. However, in practice, they could only purchase a certain 
product through the online channel while hardly being able to find that product when visiting a store. It is 
because stock distribution for such product categories differed across channels – due to channel 
competition for the firm's scarce stock. Indeed, the siloed IT structures, as a consequence of the 
multichannel approach, allowed the online channel to effectively compete with the offline channel for scarce 
stock. In detail, the purchasing department (hereafter, buyer) traditionally does stock-demand planning 
before allocating new stocks to both channels. However, since the buyer was using the firm's IT legacy 
system – which was disconnected from the online channel's IT system, the buyer could not check the online 
channel's current inventory, thereby not being able to do stock demand planning for the online channel. 
Hence, the firm decided to let the online channel do demand planning itself - a task traditionally conducted 
by the buyer. However, the online channel exercised its privilege of self-demand-planning to constantly 
over-estimate its needed stocks:   

"Before, our role was similar to purchasing department; we need to calculate how much stocks 
should be replenished in our inventory, and then request to replenish… And sometimes this 
particular product is very saleable, but the buffer that we actually have is, let's say, only four, so 
we would increase more in order to have enough stocks" (Manager of Online Operations) 

This hoarding behavior became troubling – when the online channel could not sell all of its previously 
requested stock, whereas the offline channel did not have enough stock to sell. The firm tried to resolve this 
issue by encouraging excess stock to be transferred from the online to the offline channel. However, before 
being able to request a stock transfer – the offline channel had to check the online channel's current 
inventory information. Again, due to the siloed IT systems between the two channels, the offline channel 
could not check the online channel's current inventory information on a shared IT system. Instead, the 
offline channel had to directly call the online channel to reveal that information, which was challenging – 
as it depended on the goodwill of some online channel members who might have little interest in 
transmitting such information – so as to prevent the offline channel from asking for a stock transfer: 

"To check stock availability – all that required other departments to support: we either need to 
write an email to their department or call them to do a check, say, "Hey, do you have this stock? 
Hey, do you have that stock?" and do a lot of manual checks." (Manager of Offline Operations) 

Hence, the hoarding and concealing behavior of the online channel created unoptimized stock distribution 
across channels. It led to an inconsistent omnichannel experience for customers when they could only 
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access some product categories via the online channel but could not do so via the offline channel. Thus, the 
firm decided to integrate two channels to achieve a more seamless omnichannel experience: 

"That's when I realized that there was a disjointed process… That’s when I started to integrate e-
commerce" (GMD) 

Initial Findings  

This short paper aimed to generate initial insights to contribute to the research and practice of omnichannel 
implementation. Resource orchestration was employed as a theoretical sense-making lens to analyze how 
the firm could achieve consistent omni-experience of asset distribution across channels when channels 
compete for such scarce assets (i.e., stock). The analysis revealed that achieving omnichannel consistency 
required resource-focused management actions, which involved structuring centralized leadership 
resource and centralized IT resource; bundling these resources to create sustainable competitive 
collaboration capability; and leveraging this capability to achieve omnichannel consistency (Figure 1). 

 

 

Figure 1. Resource Orchestration to Achieve Omnichannel Consistency 

Structuring Centralized Resource Portfolio 
The firm structured the centralized leadership and centralized IT resources to help tightly control its scarce 
stock, thus potentially contributing to achieving omnichannel consistency of stock distribution.  

Structuring Centralized Leadership Resource  
Previously, the stock demand planning activity was conducted separately by different teams where the 
buyer did demand planning for the offline channel while the online channel did it themselves. The online 
channel exercised its privilege of self-demand planning to hoard more stock – where it constantly asked for 
the excess stock even if the offline channel did not have enough stock to sell, leading to an unbalanced stock 
distribution across channels. In order to resolve this issue, the firm structured a centralized leadership 
resource, in which the demand planning activity would be centrally controlled by this single committee, 
instead of being distributedly controlled by various teams like before.  
 
The firm structured the centralized leadership resource through an expertise-based centralizing process. 
Specifically, the centralized leadership resource was operationalized in the form of a trilateral committee, 
consisting of a leader representing the firm and two members representing the online and offline channels. 
The leader (e.g., the buyer from purchasing team) had the centralized authority (due to being the firm's 
representative) and the relevant expertise to execute effective joint-demand planning across channels. The 
two channel representatives had the responsibility to provide necessary information to support the leader 
in doing such joint-demand planning activity across channels.  

"So when we migrated to a new ERP system, the ballgame of our e-commerce is a 360-degree 
change…. So now if it's purchasing related, it's being spearheaded by the buying team… so we 
need that department to lead both online and offline execution" (Manager of Online Operations) 

Structuring the centralized leadership resource could potentially reduce the online channel's hoarding 
behavior. That is because, as explained later, the firm also structured a centralized IT resource where the 
two channel representatives had to share their current inventory information on the centralized IT resource. 
The leader, then, could take advantage of their centralized authority to access those confidential stock 
information from both channels, and leverage their expertise in joint demand planning – to decide the 
optimized stock distribution across channels. Thus, the leader could circumvent the channels' short-term 
proclivity of hoarding more of the firm's scarce stock, thereby potentially achieving omnichannel 
consistency of stock distribution across channels.   
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Structuring Centralized IT Resource  
By structuring the centralized leadership resource, the leader had the authority and expertise to create 
consistent stock distribution across channels through the execution of joint demand planning; however, the 
leader had to access each channel's current inventory information before being able to exercise his 
authority. Previously, the leader could not access the online channel's inventory information because the 
buyer's IT system was disconnected from the online channel's IT system. To solve this, the firm structured 
a centralized IT resource, where the leader and the channels' siloed IT systems were merged into a 
centralized IT resource – in the form of a unified Enterprise Resource Planning (ERP) platform. The 
centralized IT resource could potentially foster a sharing of inventory information between channel 
representatives and the leader, thereby improving the leader's ability to do effective joint demand planning. 
 
However, structuring a centralized IT resource was challenging as it required process alignments among 
trilateral committee members. Previously, the demand planning processes were conducted separately – 
where the buyer did demand planning for the offline channel, and the online channel did it itself. Thus, 
each trilateral committee member might be less aware of how other team members had conducted the 
demand planning process for their own channels. A limited understanding of the cross-channel process 
created many issues when trilateral committee members tried to execute a joint demand planning process 
across channels. Specifically, some members were unaware that their own inefficient process could affect 
subsequent parties and eventually affect them, thus reducing the effectiveness of joint demand planning 
activity. For instance, when the buyer did demand planning for the online channel, the online channel was 
unaware that if they incorrectly updated their current stock inventory, it would make the buyer delay 
replenishing new stocks for them, which eventually affected their sales. As described by the buyer: 

"It can be very challenging in terms of understanding each other; so the thing is like, "I know all 
my processes, but I don't know all your processes." So then we all have to come together to talk 
about our processes because we are all interlinked – what I do is going to affect the next party, so 
we need to voice out: “You [i.e., online channel] cannot do this because it's going to affect me [i.e., 
the buyer], I need to do this so that I [i.e., the buyer] can help you [i.e., help the online channel in 
replenishing new stocks on time]" (Head of Buying) 

Thus, to build a smooth joint demand planning process across channels, the firm implemented a process 
alignment. Specifically, all trilateral committee members had to make explicit efforts to learn others' 
processes regarding the possible constraints that each member might face if implementing the new joint 
demand planning process. Then they had to modify their own processes based on that learning so that they 
could accommodate those constraints when designing the joint demand planning process. Finally, they had 
to sit together to test the newly-formed joint demand planning process to ensure that the process really 
works for every member of the trilateral committee – so as to successfully build the centralized IT resource. 

"Previously, everyone was doing User Acceptance Testing (UAT) within their own department, 
so they just tested their own features, but nobody actually did a combined UAT whereby we really 
start from the purchasing, all the way to shipment. So we started doing combined UAT so that all 
the departments know that "moving forward, you must do this in order for the rest of the 
departments to proceed with their work. " (IT manager) 

Bundling Centralized Resources to create Sustainable Competitive Collaboration 
Capability across Online and Offline Channels 
The firm expected that structuring a centralized leadership resource and centralized IT system could help 
coordinate the firm's scarce assets across channels more effectively, thus potentially achieving omnichannel 
consistency. However, despite the potential benefits of such centralized resources, the firm found it 
challenging to sustain the adoption of the centralized IT resource among the trilateral committee's channel 
representatives – which, in essence, stemmed from the fear of stock shortage. Specifically, when both 
channels need the firm’s scarce and valuable stock, it made them less willing to share their true stock 
inventory with the leader on the centralized IT resource. It is because, by revealing the true stock inventory 
with the leader, the online channel would lose its ability to ask for the excess stock (like what they could do 
previously). This, thus, potentially made them lose the sales to the offline channel – in case they sold out 
all their stock before the buyer could make the next stock allocation. Thus, in order to develop sustainable 
competitive collaboration capability – referring to the capability to sustain the collaboration on the 
centralized IT resource even though there exists competition between two channel representatives, the firm 
had to resolve the fear of stock shortage through a proactive planning process.  
 



  Achieving Omnichannel Implementation: A Resource Orchestration Analysis
  

 
  

 Forty-Third International Conference on Information Systems, Copenhagen 2022
 7 

The proactive planning process refers to planning the required stock for both competing channels in a 
given period in a proactive manner. By ensuring the stock would be replenished before the channel is out 
of stock, the channels might have less fear of stock shortage, thus motivating them to sustain their 
competitive collaboration capability on the centralized IT resource. By bundling the centralized IT resource 
(e.g., channels' historical sales data) and the centralized leadership resource (e.g., authority and the 
expertise of the trilateral committee leader), the firm operationalized the proactive planning process in two 
ways. First, the buyer leveraged their authority to retrieve the channels' historical sales data on the 
centralized IT resource, then made use of their demand forecast expertise to estimate the required stock for 
each channel based on such historical data, and finally purchased new stocks using their estimated forecasts 
to ensure sufficient stocks for both channels in a given period. 

"We are able to pull the sale data and know how much inventory we have across various channels 
[i.e., the authority to pull the data across competing channels comes from the centralized leadership 
resource]. With the data of the availability of stocks [i.e., the stock availability data comes from the 
centralized IT resource], we will be able to forecast what our demand is actually like based on last 
year or current trending, like how we are doing for the past few weeks –  that ensure we buy 
properly and effectively [i.e., the proactive planning process helps ensure sufficient stocks across 
channels, motivating them to maintain the competitive collaboration capability]" (Head of Buying) 

Second, as long as the two channels updated their stock inventory status in real-time on the centralized IT 
resource – like whether the stock is under the picking-packing-shipping stage, the buyers could leverage 
this information and their demand planning expertise (i.e., from the centralized leadership resource) to 
proactively change their replenishment strategy. Specifically, they would either increase or decrease their 
stock replenishment speed depending on whether the inventory level in each channel fell above or under a 
certain threshold. 

"Right now, we do have steps whereby first we pick, then we pack, then we ship…With this status, 
the buyer is able to see, "okay, it's the number of percentages [i.e., product] that actually is still 
with it [i.e., online channel]"…So moving forward, "this is a problem, I [i.e., buyer] may need to 
change my strategy in terms of replenishment" (Head of Online Operations) 

By doing so, on the one hand, proactive demand planning allowed the buyer not to replenish excess stocks 
for both channels, helping the firm not waste stocks. On the other hand, it still allowed the buyer to ensure 
sufficient stock for both channels, motivating them to sustain their competitive collaboration capability. 

Leveraging Sustainable Competitive Collaboration Capability to Achieve 
Omnichannel Consistency Across Online and Offline Channels 
Usually, the firm could only realize the proactive planning process if the firm had sufficient channels' 
historical sales or inventory data to accurately forecast the required stocks for each channel in a certain 
period. However, in the event where channels' historical stock data might not be available or unpredictable 
(e.g., during COVID), it might be challenging for the trilateral committee leader to precisely estimate the 
required stock for both channels. This might eventually make both channels stop adopting the centralized 
IT system and start hoarding the stock again, leading to an inconsistent omnichannel experience. To solve 
this issue, the firm implemented the real-time cross-sharing process. Specifically, once the buyer had 
finished replenishing stocks for both channels in a given period by deploying the proactive planning, the 
firm then coordinated such newly replenished stocks to be real-time cross-shared across channels. In detail, 
if a channel was out of stock, they could freely order the stock from another channel to sell to their own 
customers at any time.  

"Once they [customers] click on payment… it will auto-generate a picking list for our [online 
channel's] warehouse to pick. If a particular item is not in the warehouse, generally, it will say, 
"Oh, this item is in [Name of a physical store]," then we [online channel] will do a [stock] transfer 
to the [online channel's] warehouse, and we'll do delivery [to customers] from there" (A staff) 

Thus, this real-time cross-sharing process could serve as a "precaution" measure in which each channel 
could borrow stock from another channel at any time if there were a sudden increase in demand while 
waiting for the buyer to change their replenishment strategy. The cross-sharing process could only be well 
executed if the firm had already successfully developed its sustainable collaborative capability through the 
proactive planning process. Specifically, the channel would only be willing to temporarily share their 
valuable stocks with the rival channel if they knew that the buyer would replenish new stocks to them soon. 
In detail, when the buyer proactively changed their stock replenishment strategy to ensure sufficient stocks 
for both channels, there was, thus, less probability of missed sales opportunities even though the channel 
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had shared their stock with the rival channel, thereby sustaining both channels' motivation to adopt the 
cross-sharing process.  
 
As a result, adopting a real-time cross-sharing process between channels could help the firm achieve 
omnichannel consistency in stock distribution. Once both channels have agreed to cross-share their 
allocated stock with others, the channel's stock would not be an asset of a particular channel anymore – it 
now became the asset of every channel, even if it might be physically stored in different channel's 
warehouses. Therefore, customers could access any product stock at any channel at any time, thereby 
helping achieve omnichannel consistency. As a consequence of achieving omnichannel consistency in stock 
distribution, the firm could exponentially scale its business through the omnichannel (BOPIS) service: 

"In June, I will be spending ten times more on digital marketing than I did in April. I'm able to 
scale right now because of my new system and our workflow. For example, one thing that we can 
do today that we couldn't do in the past is one-hour click and collect [i.e., BOPIS]. And the reason 
is that now my online website's inventory is integrated into each [offline] store [for cross-sharing]. 
So if you want to pick up something, you can go online, you can see, "oh, it's available at [offline 
store's name]" You can purchase it immediately [then] you can head your way down to [offline 
store] because the item is currently being picked for you" (GMD) 

Conclusion  
B&M retailing is vital to the global economy in boosting economic growth and creating employment (Sheth, 
2021). Recently B&M retailing has been going through an enormous digital transformation, being disrupted 
by technological advancements in mobile and social media (Pantano et al., 2020). Such advancements have 
blurred the distinction between offline and online channels, allowing customers to interact with firms 
across multiple touchpoints in order to take advantage of each channel. They, thus, increasingly require 
B&Ms to provide a consistent omnichannel experience across channels. Building omnichannel experience 
requires considerable omnichannel integration (OI) efforts in effectively coordinating across channels. It 
becomes even more challenging if a high level of intrafirm competition exists between channels (Neslin, 
2022). Existing omnichannel integration literature has discussed the challenges and potential positive 
outcomes of omnichannel implementation (Neslin, 2022; Timoumi et al., 2022); however, there is a lack of 
understanding of how omnichannel consistency can be implemented, especially when channels compete 
for the firm's scarce assets. A better understanding of how to manage channel conflicts to achieve 
omnichannel consistency is needed – in order to provide better guidance to B&M retailers. These insights 
would enable B&Ms to better fulfill their role in creating employment and boosting global economic growth.  
 
This paper presented a case study of TenderBaby as it exemplified a traditional B&M retailer that achieved 
omnichannel consistency to respond to the changing customer behaviors in the digital age. From the case 
analysis and through the lens of resource orchestration perspective, it is conceptualized that B&M retailers 
are able to achieve omnichannel consistency of stock distribution through structuring centralized 
leadership resource and centralized IT resource; bundling these resources to create sustainable 
competitive collaboration capability; and leveraging this capability to achieve omnichannel consistency. 

Our study contributes to the omnichannel integration literature by providing a framework that 
conceptualizes how B&M firm could achieve omnichannel consistency in the face of channel competition 
for the firm's scarce assets. Generally, existing omnichannel integration literature has typically explored the 
crucial resources that could support the omnichannel implementation, such as IT, culture, or physical 
networks (Govindarajan et al., 2017; Lewis et al., 2014; Neslin, 2022). However, they did not elaborate on 
the mechanisms by which B&M retailers can harness those resources to achieve omnichannel consistency 
across competing channels. We argue that B&Ms' management actions towards resources are at least as 
important as the resource per se in achieving a seamless omnichannel experience. We propose that it is 
crucial to take the perspective of resource-focused actions seriously in our theorizing, including expertise-
based centralizing and process aligning in the structuring stage, proactive planning in the bundling stage, 
and real-time cross-sharing in leveraging stage. As our study has shown, these management actions could 
significantly reduce channel competition for the firm's scarce assets, leading to the successful 
implementation of omnichannel consistency, and contributing to the firm's exponential business growth.  

While our case study mainly involves the omnichannel consistency of stock distribution, our findings can 
be generalized to other contexts – where firm desires to manage the channel competition for its limited 
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assets to deliver a consistent omnichannel experience. For instance, firm might desire to provide the same 
service level across channels so that omnichannel customers can effortlessly switch between channels. 
However, this can lead to competition between channels for the firm’s limited capital assets so as to 
maintain such service level requirements. Thus, the firm might leverage our framework by structuring a 
centralized leadership resource and a centralized IT resource, through the expertise-based centralizing and 
process alignment processes - to control the capital flow allocated across competing channels. The firm, 
then, could implement proactive planning and cross-sharing processes to ensure that the firm’s capital is 
distributed across channels in a proactive manner. By doing so, the firm might effectively reduce channel 
conflict, thus maintaining the omnichannel consistency of service levels across competing channels.  

In terms of practice, the conceptualization of how B&M firm implements omnichannel consistency can 
serve as a reference for B&M firms in strategizing and transforming their operations to adapt to customers' 
increasing requirement for a seamless omnichannel experience. By referring to our detailed resource 
orchestration processes, including how to structure resources, bundle capability, and leverage them to 
achieve omnichannel integration – B&M managers have a comprehensive framework that could help them 
lead their organization to gain a competitive advantage in a digital world.  

In conclusion, our study can be seen as an initial attempt to make sense of and help B&M firms implement 
an omnichannel strategy. Information system researchers are encouraged to direct research into this area 
– considering the rampant proliferation of e-commerce and technological advancements in recent years as 
well as the significance of B&M retailing in boosting economic growth and creating employment – so as to, 
together, we can create a more sustainable economy.  
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