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Introduction



Taking an omnichannel approach to your business is probably one of the 
hottest topics in our industry today. It’s an easy term to throw around. 
Some might describe it as a trending buzz word. And while that might all 
be the case, focusing on an omnichannel approach for your business can 
absolutely lead to further success. 

Omnichannel is the ability for your business to fulfill your customers’ 
demands from any location, at any time. It is providing a seamless 
experience for your customer, regardless of platform. 

An omnichannel method goes beyond, and shouldn’t be confused with, 
multi-channel. With a definition of “all” and “universal,” this concept 
shouldn’t be implemented incrementally or with additions here or there. 
For greatest success, this business model should be all-encompassing, 
and should view the customer experience from end-to-end, assuring all 
the business’s channels are integrated and delivering a seamless 
experience. In working toward your omnichannel operation, it will always 
come back to three pillars: people, process, and technology.

Introduction



Business, particularly retail, has been heading in this direction for some 
time now. Certainly, the era of COVID-19 has contributed to how 
organizations interact with customers. It’s not that omnichannel wasn’t a 
consideration prior to COVID-19, but businesses were thrown into new, 
less reliable territory very quickly. Companies weren’t ready for that 
acceleration, and processes began to break down, or costs became 
unsustainable. 

Omnichannel can be a difficult concept for some companies, especially 
those with well-defined processes, channels, and roles and 
responsibilities. In moving toward an omnichannel approach, companies 
can truly struggle when attempting to adapt processes they already have 
in place.

How do you get started? How do you go after e-commerce in this new 
world?

Take a step back, and think about your operation strategically and 
holistically, starting with the following five considerations. 

Begin Strategically



Interestingly, for something called “omni,” or “universal,” defining a 
company’s market does not take a one-size-fits-all approach. You must be 
extremely deliberate when defining your business’s target market. 

When you define your target market, you know what your customer’s 
expectations are, and you can work to align for those expectations across 
all sectors of your value chain. But with this analysis, you may also need 
to redefine your value chain. This way you can be sure everything is 
absolutely integrated. The key is to take the knowledge of your defined 
market and their service level expectations and consider these 
expectations along all aspects of your business – retail, wholesale, 
e-commerce. This way you can ensure all aspects of your business are 
adaptable enough for potentially volatile market demands and supply 
chain flow – from the distribution center to deliverables. 
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Historically, a lot of companies have had separate forecasts for different 
operations – retail versus wholesale, or business to business versus 
e-commerce. It’s really crucial to consolidate your business’s forecasts at 
the market level. For example, a well-known shoe company might begin 
by considering how many shoes it might sell in Paris – and instead of 
thinking about how many pairs might sell in stores separately from 
e-commerce, let’s look at how many pairs of shoes may sell across all 
channels, and then address the fulfillment. This ultimately allows you to 
look at the entire value chain and be deliberate about buying and 
anticipating supply chain issues. 

Ultimately, you may need to also re-examine your buying practices. 
Perhaps your business needs more bulk purchases and forward buys in 
order to accommodate for volatile vendor performance. Post-COVID-19, 
supply chain operations are seeing more breakpack, more space allocated 
to e-commerce, and of course, the need for more flexibility in operations. 

It all starts with an assessment. There are three states that Connors 
Group recommends considering: 
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Expected State | What do you expect your company 
to look like based on:
 
 �Current policies, standard operating procedures, regulations, etc. 
 �Validate the Expected State through interviews with executives,  
 stakeholders and all levels of front-line supervisory staff.

Current State | What is actually occurring? 

 �This is what is actually happening on the front lines. 
 �This analysis should be quantified through observation, sampling,  
 interviews and engineering.

Before moving ahead, compare these two states. Identify the gaps. A lot 
of companies tend to skip this step, and if the gaps aren’t addressed early 
on, whatever you may design for the future won’t be set up for success. 

Execution

Expectation
s

Current StateExpected State

Desired Future State



Desired Future State | Incorporate your Change 
Management Plan

 �This is the strategic objective of the company, expressed in   
 operational terms.
 �The Desired Future State is driven through corporate strategy   
 direction, coupled with engineering to ensure optimal productivity  
 and systems design.

With the strategic plan and Desired Future State, take your stakeholder 
analysis and the understanding of who will be affected. What has to 
change in order to execute and determine how to engage and enroll your 
team up front. It sounds obvious, but these are the items that have to 
occur early in the process. If you don’t have engagement in the plan from 
the top down, you won’t be set up for success.



Now, taking the market research and adjusted planning with that more 
global view of your value chain allows you to create a plan for fulfillment 
that is more informed and helps you meet your customers’ expectations 
while adjusting for the demand and expenses for your business. It’s time 
to evaluate your systems and evaluate your network design.

First, companies need better visibility of all inventory throughout the 
network: What’s available, where is it, and how do you store it? A 
struggle for a lot of companies arrives once product hits the store. 
Whether the product is on the shelf or in the back room, it becomes 
problematic when you lose track. Some companies have begun utilizing 
tools like RFID, radio-frequency identification, which uses electromagnetic 
fields to track products. This resource is becoming more affordable, and 
you can pair this technology with renewed effort in a distributed order 
management system (DOM system). As the desire for omnichannel 
operations has grown, the need for more complex systems to manage 
orders has come into play. A DOM system uses arranged logic to reduce 
fulfillment lead times and helps streamline the entire fulfillment process. 
This is extremely important. If your company’s DOM system logic isn’t 
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 set up well, you are potentially losing money and not meeting your 
customers’ expectations. 

Really analyze your system: For example, is your DOM system connecting 
well with your warehouse management system? 

And, don’t forget that last mile. We often see companies take the 
adjustments and analysis just short of being able to actually deliver and 
execute. Whether your business utilizes BOPIS, where shoppers can 
choose to order online but pick up at a local store, SFS (ship from store), 
or otherwise, choosing the most efficient way to complete that last mile 
is mission critical.

Fulfillment Considerations

With the acceleration toward e-commerce thanks to COVID-19, 
businesses have had to address a change in the mix and have distribution 
centers (DC) reflect this. For example, let’s say we are working in a 
multi-channel, omnichannel DC that was built about 15 years prior. It’s a 
1.5 million-square-foot facility built under certain assumptions: 25% of 
the volume dedicated to e-commerce, 25% dedicated to wholesale, with 
the remainder dedicated to retail. Now, this business is likely looking at a 
completely different mix, with 60 to 70% dedicated to e-commerce. 
With this change, and in looking at an omnichannel operation, the space 
and technology has to acclimate as well. And, perhaps, the need to look 
outside those four walls has arisen. The concept of pop-up nodes or DCs 
is an option and helps companies remain more fluid. A pop-up node may 
prove helpful in anticipating a rush during the holiday season, for 
example. 



So how does a company get all of this operationalized? For your 
omnichannel operation, it will always come down to flexibility and 
adaptability. Keeping that in mind, performance management is also an 
extremely important component when it comes to bringing your 
business’s strategy to life, and sustaining it. 

Incentives, Metrics & Accountability

Make sure incentives for your employees are arranged to drive the right 
behaviors based on your omnichannel operation. Don’t penalize your 
employees, financially or otherwise, if they are actually performing ideally. 
For example, if your retail employees are now fulfilling SFS from store 
inventory, and these sales are reported through an e-commerce channel, 
this may be seen as a disincentive for the store manager and employees 
to executive fulfillment.  Or, consider: If your business’s DCs are 
incentivized to move product quickly, but your stores can’t handle the 
inventory due to capacity issues or lack of labor, you easily move into a 
situation where one aspect of your business is successful only at the 
expense of another. 
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Identify Your Stakeholders

Understand your business’s stakeholders and the change that will need to 
occur to develop this successful omnichannel operation. Be sure that 
everyone’s vision and incentives are aligned cross-functionally. It can’t be 
overstressed that this is a transformational effort.



It can always seem to be easier said than done, of course. A lot of what 
goes into a movement toward an omnichannel operation comes down to 
having a good change management plan. It all starts and ends with the 
ability to enable your team members and the associates that work on all 
parts of your business to be successful. Setting up your employees for 
success is the only way this will have a chance at progressing and 
profiting. 

Setting Up Employees for Success

 Have a standard operating procedure (SOP) and have an    
 understanding of your company’s typical or average pace. 

 What are the standards and expectations, and do you have the   
 materials and labor in place to execute this?

 Be sure the physical layout of your business is set up for success in  
 reference to the SOP. 
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 Be sure your business has an average trained operator, someone  
 trained on the actual process from start to finish.

 Have capable supervision, someone that can offer direction on top of  
 the guidance received on a daily basis. 

With systems such as the above in place, your company can execute in a 
consistent and repeatable manner. It comes down to the basics of setting 
up your employees for success and enabling them, and arranging for 
leaders to be great coaches and supervisors within the facility or store. 



The trend to have a seamless experience for the customer regardless of 
purchase path is not going away, and the stores and companies that can 
adapt more quickly will be the businesses that can stand the test of time. 

Final Thoughts


