Identification of Drivers Affecting the Performance of
Different Format of Retailers

Vinayak A. Drave
vinayak @iitk .ac.in
Department of Industrial and Management Engineering,
Indian Institute of Technology, Kanpur
Prof. R.R.K.Sharma
rrk s@iitk .ac.in
Chair Professor (Sanjay Mittal Chair),
Department of Industrial and Management Engineering,
Indian Institute of Technology, Kanpur

Abstract
The aim of this paper is to identify the key drivers, i.e., enablers and disablers, which affect the functionality of and
working of different format of retailers (physical stores and e-tailers). They are further classified with respect to the kind
of retailers in order to have a deep understanding of the effect (positive / negative) in their presence and absence. The
challenge also lies in understanding of these drivers and to control them. For that purpose dynamic SCOR Model is
used as a key tool which ensures the sustainable performance for different kind of retailers.
Literature review is used to identify various retail formats. Also, secondary data is used to cover the large range of
retailers who cater in the vast array of Indian market. Different drivers are identified after exhaustive literature survey.
Based on the theoretical analysis this study developed interesting hypothesis relating to e-tailers, drivers, flexibility,
organizational structure, outsourcing and supply chain evaluation. This paper undertakes an empirical investigation to
verify the framework presented.
Keywords: Enablers, Disablers, Brick and Click, Brick and Mortar, Multi-commodity retailers, Single-commodity
retailers, Organizational Structure, Supply Chain evaluation, SCOR Model, dynamic SCOR Model, Balance Score
Card, Retail formats

Introduction
In modern retail environment retailers are continuously
trying to restructure their supply chain to compete
domestically and globally by leveraging their traditional
channels along with looking for new and non-traditional
alternatives. Just introducing new technologies is not
sufficient as it cannot guarantee the improvement of supply
chain. Retailers need to identify the enablers of supply chain
from a list of variety which can be matched with the
segmented structure of operations and also can be tuned with
the economies of scale. Enablers of supp ly chain and
dimensions to measure supply chain have also changed,
buyer-seller relationship depends more on service and
trustworthiness than price. Inter and intra firm alliances go
upwards to bring the flexibility on high side and to use the

synergy of alliances in expanding and capturing market
share. Big players understand the need of supply chain
alignment and agility which can be seen in their methods as
they are well differentiating their core and non-core
activities. M oreover, big retailers are going back to
centralization to manage their in-house processes and small
retailers are outsourcing or including third party to manage
their processes due to lack of physical and technological
capabilities.
By critically identifying the enablers and limiters, the
retailers can use disablers in a positive way to convert them
into enablers which can help the retailers to have competitive
advantage over the others. Right match of technology,
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thinking, trend, trait of enablers and trustworthiness can help
to increase the overall efficiency of supply chain.
Performance governance, control and measurement is a
critical issue with respect to time and financial aspect. Also,
these are the deciding factor for the long term sustainability
of supply chain efficiency and the growth of retailer, product
and industry as well as market share.
Performance measurement can be defined as the process of
quantifying the efficiency and effectiveness of action. It is
“the periodic measurement of progress toward explicit shortrun and long-run objectives and the reporting of the results
to decision makers in an attempt to improve program
performance” (Neely et al., 1995).
There is always a need for measurement of performance at
different levels of decision processing in different kind of
organization (service or industry) (Bititici, Cavalieri, &
Cieminski, 2005). Kaplan and Norton (1992) proposed the
Balanced Score Card (BSC) for performance evaluation
which help in capturing following four perspectives: the
financial, the internal business process, the customer, and the
learning and growth. Balance Score Card is designed to
capture financial performance measures of past performance
while keeping the drivers of future performance (Bhagwat
and Sharma, 2007).
SCOR (Supply Chain Operations Reference) M odel was
developed in 1996 endorsed by Supply Chain Council (SCC)
now part of APICS (Bolstorff and Rosenbaum, 2012). SCOR
M odel is currently used to monitor and check the
performance of supply chain but with the need of
segmentation of supply chain according to product and
demand the SCOR model also needs to be extended for
vendors and suppliers which creates need for having
dynamic SCOR model in structure. Dynamic SCOR model
will help in monitoring and improving the retailer-vendor
relationship and trust which will bring more flexibility in the
structure which is a favorable condition for segmentation.

tool to promote integration of the chain and empower
higher levels of performance. This performance benefit
incites the power holders to take a second look at their
positioning of power within supply chain strategy and
urges a more conscious, considerate use of power.
Supply chain strategies comprise a focal firm’s behavioral
orientation towards collaborative partners in the chain or
network and include process configurations across the key
supply chain processes (e.g. Green et al., 2006; Tokman et
al., 2007). As emphasized recently by M entzer et al. (2008),
supply chain strategies are concerned with optimising crossorganizational activities. The fact that inter-functional
coordination has a positive effect on customer servicerelated performance (e.g. Ellinger et al., 2000).
Trust building in supply chain partners’ relationship
(S upplier – Retailer)
“A feeling of equity with the supply chain relationship no
matter what power imbalances exists between the buyer–
seller dyad.”(Benton and M aloni, 2004)
Trust is often referred as an essential element as the
relationship between supplier and retailer works as a
lubricant which helps in smooth functioning of supply chain.
Spekman and Davis (2004) argued that trust is at the heart of
managing risk and a prerequisite (Kasperson et al., 2003) in
supply chain. Agarwal and Shankar (2003) argued that one
of the issue is that e-commerce system works as a
complimentary system for existing supply chain as it needs
to create dynamic and flexible structure for both buyer and
supplier. Online trust can synergize the efficiency of both the
parties and they can create strategic partnership which leads
to exhaustive hold on the business.
Enablers and Disablers of E-Retailing
The exponential updating of Internet technologies have
dramatically transformed many features of commerce and
daily life. These Internet technologies enable consumers to
search for information and purchase goods and services
through direct interaction with the online store. Businesses
have taken advantage of the great potential to extend their
presence in the cyber-market beyond geographical
boundaries and time restrictions (Park and Kim, 2003; AlSomali et al., 2009; Ranganathan and Ganapathy, 2002).
Grewal et al (2004) have discussed the list of enablers and
disablers.
Some of the Enablers and Disablers from the existing
literature are listed below:
Brick and
Enablers
Brick and Click
Mortar
Investors’ options
-

Review of Literature
Integration in supply chain
Integration is not happening in practical. The degree of
integration is still low. (Steinfield, 2004).
M aloni and Benton (2000) studied and stated the importance
of power within the supply chain. Their findings are
summarized by Benton and M aloni (2005) below:
 Power plays a significant role in the supply chain, and
the different sources of power have contrasting effects
on inter-firm relationships in the chain. Thus, both the
power source and the power target must be able to
recognize the presence of power, and then reconcile
supply chain strategy for power influences.
 A stronger buyer–supplier relationship will enhance
performance throughout the chain. This finding offers
validation for the pursuit of supply chain integration as a
key driver of corporate strategy and promotes the need
for a better understanding of the integration process.
 Exploitation of the supply chain by the power partner
may lead to dissension and under performance, thus
hurting the power holder. Likewise, a judicious use of
power may serve to benefit the power holder.
 Influences of power on the buyer–supplier relationship
and subsequent effects of this relationship upon supply
chain performance expose the potential of power as a

IT boom

-

Logistics

-

Advertisements
Transaction
Flexibility
Exclusivity
(Product, process,
tie-ups)
Product variety
Information
explosion
Novelty
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Convenience

simply minimize costs. However, over the past 10 years,
successful industrial firms have begun to refocus on
operations as a profit center. The repositioning of the
operations function has become a new and effective
competitive weapon. The critical elements of attitude,
process improvement, waste elimination, and technology are
necessary in allowing operations to provide a competitive
advantage within the typical industrial firm (qtd. in Benton
and M aloni, 2005).
Balanced Score Card (BSC)
In modern business time, the organizations are no longer
competing on their product or services but competing each
other on their value supply chain. (Lambert and Cooper,
2000). SCM is being heralded as a value driver because it
has such wide ranging effect on business success or failure
(Farris II and Hutchison, 2002).
M easurement system works as a hygiene factor for the
performance of supply chain but in reality it is underdetermined which leads to the poor performance of supply
chain. (M orphy, 1999). The main motive between control of
supply chain is to give management set if actions which can
help in planning and enhance the performance to get a
competitive edge. (Hoek, 1998). Today, organizations focus
on not only evaluating the final output but they are keeping
eye and calculating the performance at each level of
operations.
The balanced scorecard (BSC) suggested by Kaplan and
Norton (1996) can provide a comprehensive measurement
system for supply chains by including four different
perspectives while measuring performance, viz, the
financial, the internal business process, the customer, and the
learning and growth. Their BSC is of items that maintain a
balance ‘‘between short term and long term objectives,
between financial and non-financial measures, between
lagging and leading indicators, and between internal and
external performance perspectives. (Bhagwat and Sharma,
2007).
The four perspectives in a balanced scorecard proposed by
Kaplan & Norton (1992) are given in Table 2 below

-

Physical facility

-

Trustworthy-ship

-

Brand loyalty
Images of
impulse products
Disablers
Lack of online
trust
Lack of instant
gratification
High shipping
and handling cost
Customer service
issue
Loss of privacy
and security
Lack of stable
customer base
Logistics facility
Lack of in store
shopping
experience
Lack of trial
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-

-

-

Time of delivery
Interaction
channel barrier
Regions not
equipped with
technological
facilities
Table 1: Enablers and Disablers of B&M and B&C.

Core and non-core activities
In the past, corporate strategy was usually developed without
involving operations strategy, leaving the operational
functions (procurement, manufacturing and distribution) to

Perspective
Customer Perspective (value-adding view)
Internal perspective (process-based view)
Financial perspective (shareholders’ view)
Learning and growth perspective (future view)

Mission
to achieve our vision by delivering value to our customer
to promote efficiency and effectiveness in business process
to succeed financially, by delivering value to our shareholders
to achieve our vision, by sustaining innovation and change
capabilities, through continuous improvement and preparation
for future challenges “
Table 2. Four perspectives and their mission in a Balanced Score Card p roposed by Kaplan and Norton (1992)

The BSC suggests that the balance is obtained by adopting
performance measures from four different perspectives. The
determination of SCM metrics can be a challenge and is
important to explore which should be used. (Duarte et al,
2011). (Hsu and Liu, 2009) used a specific environmental
BSC. In short, it seems that BSC is being compatible with
lean paradigm. According to (Stenzel, 2007) “companies
already using the BSC prior to embarking on lean
transformation should find the BSC a useful tool for
promoting lean”. Those who understand the interrelationship
between the BSC and SCM will have a greater likelihood of

leveraging their supply chains into a source of competitive
advantage.

SCOR Model
The Supply Chain Operations Reference model was
introduced by the Supply Chain Council (SCC) in 1996.
According to SCC, the SCOR-model integrates many
processes at same time like Business Process Reengineering
(BPR), Benchmarking, and Process M easurement into cross
functional framework.
The SCOR-model version 9 has five components: Plan,
Source, M ake, Deliver and Return. Each of these
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components is considered both an important intraorganizational function and a critical inter-organization
process. This framework can be viewed as a strategic tool
for describing, communicating, implementing, controlling,
and measuring complex supply chain processes to achieve
good performance. Li et al. (2011)

Hypothesis
Kuan and Bock (2007) argue that as more young population
is growing they prefer window shopping which motivates
the large as well as the small retailers to go for brick and
click model.
Just click is not enough it must be accompanied by
differentiation to improve bottom line (Ofek et al, 2011). For
various level of structured relationship between core
company and supplier whole-seller, culture harnessed by
management can play a significant role in improved
competitiveness, innovation, profitability, information
sharing and inventory by partening firms (Prior, 2012). A
network-based business model has evolved over the past few
decades as companies have transitioned from an
hierarchical, vertically integrated format to a much looser,
even virtual, network of partnerships with key suppliers
(Christopher and Juttner, 2000). With a dual responsibility
of giving high quality service in a competitive cost, the
companies are evolving new, customized, differentiated
supply chain for different categories of product with respect
to the product demand with the offering of flexible ordering
and payment fullfillment system. In the age where the
technology becomes obsolete very frequently and the span
of loyalty relationship between supplier and buyer is
becoming shorter, e-commerce is penetrating more and more
population and these kind of flexibility in different mode of
operations help the buyer-seller to built trustworthiship
relation. Grammans et al. (2001) discuss the shift from
Brand Loyalty to e-loyalty. Inter and intra firm alliances go
upwards to bring the flexibility on high side and to use the
synergy of alliances in expanding and capturing market
share.
H1 : Brick and Click retailers have high de gree of
flexibility due to the infusion of Information Technology,
multiple vendor assignments.
In Sears Case by Frayer (1989) it is suggested to outsource
non-core activities (logistics) to get more cost saving. On the
contrary, big players are coming back to centralize processes
because they can integrate and leverage their physical and
technological capabilities. On the other hand, small retailers
outsource due to the lack of these capabilities. Alvarado and
Kotzab (2001) study the importance of integration in
logistics for better performance of online retailers. Logistic
Service is categorized as a non-core activity but in india
logistic service providers have a key role in the success of
online retail supply chain. (David et. al, 2011). It is a major
concern to whom and how much information can be shared,
the degree of centralization in supply chain depends on the
level of information sharing and the decision taken on that
information. Centralization follows a pattern of
concentration of power or decision making power on a single
point. The repositioning of the operations function has
become a new and effective competitive weapon. The
critical elements of attitude, process improvement, waste
elimination, and technology are necessary in allowing
operations to provide a competitive advantage within the
typical industrial firm (qtd. in Benton and M aloni, 2005).
That’s why, big brick and click retailers as well as brick and
mortar retailers are focussing and managing some of the
non-core activities including logistics and reverse logistics
which can help to improve and make the supply chain more
efficient and effective.

Figure 1. Supply chain decision categories mapped to the
SCOR-model version 9. (source: Supply Chain Council
2009)
Huang, Sheoran and Keskar (2005) have proposed a
structural framework of the SCOR model comp osing of the
following elements:
 Standard descriptions of the individual elements that
make up the supply chain processes.
 Standard definitions of key performance measures.
 Descriptions of best practices associated with each of
the process elements.
 Identification of software functionality that enables best
practices.
The SCOR model works as a tool to companies which allows
company to evaluate their whole supply chain process and
determine the weak links in the process. The steps of
improvement can be designed in a manner which helps in
making supply chain more efficient and value for
organization (Harelstad et al., 2004). Huang et al. (2004)
analyzed the strengths and weaknesses of the SCOR model
and discussed how it could be used to assist managers for
strategic decision-making. The SCOR provides companies
with a picture of how the processes from start to finish will
be improved. (Kevan, 2005). The SCOR can also be applied
in developing action-oriented metrics that effectively
measure the progress of supply chain projects (Bolstorff,
2004). Lambert et al. (2005) give a comparison of SCOR
model with the global supply chain forum framework in four
criteria—scope, intra-company connectedness, intercompany connectedness and drivers of value generation —
and identified their relative strengths and weaknesses.
Hwang et al. (2008) have investigated sourcing processes
and their accompanied performance metrics in the SCOR
model version 7.0 keeping the supply chain of thin film
transistor-liquid crystal display (TFT-LCD) industry in
Taiwan as the subject.
SCOR is a static tool that does not include any dynamic
elements. (Persson and Nilsson, 2012). SCOR is basically
used to study the static operations of a supply chain.
However, there is also a need to study the dynamic effects
e.g. of changes in production rate, poor quality in raw
materials, and other effects related to the ‘‘bullwhip’’
behavior of a supply chain. (Persson and Araldi, 2007). Real
supply chain or networks are complex and often contains
special features that are difficult to model with a simulation
tool that is based on SCOR. However, that criticism comes
back to the SCC and the fact that the SCOR model is highly
standardised and difficult to use in all instances (Persson,
2011).
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H2 : Multi-commodity brick n click retailers are moving
towards centralized process and managing core as well
as non-core activities (enablers and disablers) to achieve
supply chain flexibility where as small and medium brick
and click retailers outsource or pool their non-core
activities.
The objectives of performance measurement are to improve
the efficiency and effectiveness of a supply chain (Beamon
1999; Gunasekaran et al. 2001). In addition, Keeber (2000)
also stated that the purpose of performance measurement is
to reduce operating costs and customer service in logistics
activities, improve firm’s revenue growth, and enhance
shareholder value. Currently, the SCOR model is applied on
the whole supply chain and is restricted only for the focal
retailers but as the variety of product increases segmented
supply chain evolves which demands to incorporate the other
stakeholders (vendors – suppliers) to be a part of
performance measurement. SCOR M odel is used to monitor
and check the performance of supply chain but with the need
of segmentation of supply chain according to product and
demand the SCOR model also needs to be extended for
vendors and suppliers which creates need for having
dynamic SCOR model in structure. Dynamic SCOR model
will help in monitoring and improving the retailer-vendor
relationship and trust which will bring more flexibility in the
structure which is a favorable condition for segmentation.
Thus, dynamic SCOR M odel is the need of hour for
evaluating and improving the performance of organizations.
As uncertainity is very high in the business environment and
the level of uncertainity is different for different forms of
retail formats, so it leads to choose a proper selection of
evaluation method which can predict and control the effect
of uncertainity .Whenever there is high centralization in
decision processing the organization need to go for SCOR
model
H3: S COR Model is effective in evaluating supply chain
of Brick and Click retailers and Dynamic S COR Model
is effective in evaluating supply chain of Pure -play
retailers (e-tailers) due to uncertainity in the nature of
business.
A Balanced Score Card could be used for measuring supply
chain performance because it takes care of financial and nonfinancial measures (Brewer and Speh, 2000). The BSC
enables management reports to focus on measures
specifically selected to represent the organizations strategy
(Kaplan, 2005). M any organizations have found the BSC to
be a useful technique in performance and strategic
management (M aisel, 1992; Hoffecker and Goldenberg,
1994). There is little evidence that firms have incorporated
the BSC approach into their SCM practices. (Sharma and
Bhagwat, 2007) developed a BSC for the SCM evaluation
using an analytical hierarchy process approach. (Xiaoping
and Chen, 2008) create a supply chain performance
evaluation system based on the BSC and benchmarking
approach. (Si- diropoulos et al. 2004) add a fifth
environmental perspective to its BSC.
Where the degree of centralization is low in managing and
processing decision and the physical interaction is high then
the organization will opt for Balanced Score Card M ethod
which captures all the parameters which help to evaluate
those kind of organization. Also, this method is more useful

in the environment where the uncertainity is predicted or
controlled by making policies for calculated risk.
H4 : Balanced S core Card is effective in evaluating
supply chain of Brick and Mortar retailers.
Retailing emerged from the dark ages in the last two
centuries. Despite tremendous and enthusiastic reception for
internet retailing in last few years this new channel has not
performed as anticipated. There are many inherent structural
and functional weaknesses of internet retailing called
enablers and disablers (Grewal et. al., 2004). The retailers
need to identify the enablers and disablers and classify and
differentiate them as per the movement of product in its life
cycle. There are multiple combinations of product and
customized supply chain is available, the need of hour is to
identify the enablers and link them with the product and
customized supply chain. Parvinen et al (2014) identify the
drivers of online engagement and redesign the supply chain
structure accordingly.
Businesses have taken advantage of the great potential to
extend their presence in the cyber-market beyond
geographical boundaries and time restrictions (Park and
Kim, 2003; Al-Somali et al., 2009; Ranganathan and
Ganapathy, 2002). Grewal et al (2004) have discussed the
list of enablers and disablers. Enablers and Disablers used in
this study are mentioned in Table 1.

Conclusion
By taking into critical consideration of drivers (enablers,
disablers) will help in reducing redundancy in the process.
Also, it enhances the efficiency of the process by reducing
lead-time and other constraints which create barrier in the
operational structure. SCOR model is suitable for the kind of
structure where the organization follows top down approach
and the level of protocols is very high as compared to other
organization structure. Dynamic SCOR M odel helps in
evaluating the structure more accurately as it considers the
different stake-holders on micro level of supply-chain and
where degree of centralization is high. Balanced score card
is more suitable for those retails formats where the degree of
centralization is low and the decision making and processing
is segmented in the system Also the suitability of these
models are dependent on the physical and environmental
orientation of the business and the format of the business.
The limitation of this study is the area where the retailers are
operating is different and the scale on which retailers doing
their business are different, so the results can’t be
generalized they can be referred and further investigated for
future studies
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