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Abstract 

Purpose: The purpose of this study is to develop a comprehensive Retail Growth and Digital 
Transformation Framework that integrates multiple established business models to guide retail 
businesses in navigating growth, digital transformation, and customer satisfaction 

Research Methodology: This study utilizes a qualitative approach, synthesizing six business 
models: McKinsey’s 3 Horizons, BCG’s Growth Share Matrix, Bain & Company’s NPS, Deloitte’s 
Digital Maturity Model, Accenture’s Value Chain Analysis, and PwC’s SARAH Model. Tools and 
software used include Microsoft Excel, Tableau, and NVivo for data analysis, visualization, and 
qualitative synthesis.  

Results: The synthesis of these models into a unified framework provides a strategic tool for 
balancing short-term operational efficiency with long-term innovation, improving customer 
loyalty, and ensuring successful digital transformation.  

Limitations: This study assumes that retail businesses have varying levels of digital maturity. 
The framework’s applicability across all retail sectors and geographical regions requires further 
empirical validation. 

Contribution: This framework is valuable for retail leaders, strategic planners, and business 
consultants in industries such as retail management, digital transformation, and customer 
experience. It can aid in guiding retail businesses through complex challenges and technological 
advancements.  

Keywords: Retail Growth, Digital Transformation, Customer Loyalty, Business Framework, 
Strategic Planning, Digital Maturity
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1. INTRODUCTION 
The retail industry is undergoing significant transformation, driven by advancements in 

technology, shifting consumer preferences, and the growing need for businesses to adapt to a 

dynamic market environment. In this context, retail companies must navigate various 

challenges, from operational efficiency to customer loyalty and digital transformation. While 
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numerous strategic frameworks have been proposed to guide retail growth and digital 

adaptation, gaps remain in how these frameworks integrate effectively to address both 

immediate operational needs and long-term innovation goals. 

Many existing models, such as McKinsey’s 3 Horizons and BCG’s Growth Share Matrix, 

provide valuable insights into strategic growth and market positioning. However, they often fail 

to adequately address the rapidly evolving digital landscape and the corresponding shifts in 

consumer behavior. For instance, frameworks that focus primarily on operational efficiency, like 

the BCG Matrix, may not fully account for the impact of digital technologies such as artificial 

intelligence (AI) or e-commerce platforms on retail strategy (Brynjolfsson & McAfee, 2014). On 

the other hand, models emphasizing digital maturity, such as Deloitte’s Digital Maturity Model, 

might not provide sufficient guidance on managing customer loyalty during periods of digital 

transformation (Westerman, Calméjane, Ferraris, & Bonnet, 2011). 

Furthermore, there is limited integration between customer relationship management 

(CRM) models, like Bain & Company’s Net Promoter Score (NPS), and broader strategic 

frameworks that guide long-term growth and sustainability. For example, while NPS is widely 

used to measure customer satisfaction and predict business growth, it does not always address 

how companies can leverage loyalty data to drive innovation or operational improvements. A 

more integrated approach is needed that can combine the strengths of these various 

frameworks while offering a unified solution for the complexities of modern retail 

environments. 

This paper addresses these gaps by synthesizing multiple business models into a single, 
cohesive framework designed to guide retail businesses through the challenges of growth, 
digital transformation, and customer satisfaction. The proposed framework incorporates 
insights from McKinsey’s 3 Horizons, BCG’s Growth Share Matrix, Bain & Company’s NPS, 
Deloitte’s Digital Maturity Model, Accenture’s Value Chain Analysis, and PwC’s SARAH Model. 
The aim is to create a comprehensive strategic tool that enables retail leaders to balance short-
term operational efficiency with long-term innovation, all while ensuring seamless integration 
of digital technologies, fostering customer loyalty, and effectively managing organizational 
change. 

2. LITERATURE REVIEW AND SYNTHESIS DEVELOPMENT 
2.1. Literature Review 

2.1.1. McKinsey’s 3 Horizons Model 

The McKinsey 3 Horizons Model is a well-known strategic tool used to manage growth 

over time. It divides business operations into three horizons: 

• Horizon 1 focuses on optimizing core operations for short-term growth. 

• Horizon 2 looks at emerging market opportunities and expansion. 

• Horizon 3 addresses long-term innovation and transformational growth. 

This model has been pivotal for businesses seeking a balanced approach to current stability and 

future innovation (McKinsey & Company, 2009). 

2.1.2. BCG’s Growth Share Matrix 
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The BCG Growth Share Matrix categorizes a company's business units based on market growth 

and relative market share. This classification helps businesses prioritize resource allocation: 

• Stars: High growth, high market share. 

• Cash Cows: Low growth, high market share. 

• Question Marks: High growth, low market share. 

• Dogs: Low growth, low market share. 

This model assists retail leaders in making data-driven decisions about where to invest (Boston 

Consulting Group, 2015). 

2.1.3. Bain & Company’s Net Promoter Score (NPS) 

The Net Promoter Score (NPS), developed by Bain & Company, measures customer loyalty 

by asking customers how likely they are to recommend a company’s product or service. A high 

NPS indicates a loyal customer base, which correlates with long-term business growth and 

profitability (Reichheld, 2003). NPS has been a central tool in understanding customer 

satisfaction in retail environments. 

2.1.4. Deloitte’s Digital Maturity Model 

Deloitte’s Digital Maturity Model provides a comprehensive framework for assessing a 

company's readiness for digital transformation. It examines areas such as technology 

infrastructure, digital leadership, data analytics, and customer engagement. Retailers can use 

this model to identify gaps in their digital capabilities and guide their digital strategy 

(Westerman, Calméjane, Ferraris, & Bonnet, 2011). 

2.1.5. Accenture’s Value Chain Analysis 

Accenture’s Value Chain Analysis focuses on optimizing a business’s internal processes to 

enhance efficiency. This model highlights key areas such as logistics, inventory management, 

and supplier relationships, which are crucial for retailers aiming to improve operations and 
reduce costs (Porter, 1985). In the digital age, integrating technology into these processes is 

vital for maintaining competitiveness. 

2.1.6. PwC’s SARAH Model 

The SARAH Model, developed by PwC, helps businesses manage the emotional aspects of 

organizational change. This model identifies five emotional stages employees experience during 

change—Shock, Anger, Rejection, Acceptance, and Healing—which are crucial for leaders to 

address during periods of digital transformation (PricewaterhouseCoopers, 2015). 

2.2. Synthesis Development  

2.2.1. Identifying Core Components 

The synthesis process began by identifying the core components of each model, which 

cover strategic growth, customer loyalty, digital maturity, operational efficiency, and 

organizational change. Each model offers insights into different dimensions of retail strategy, 

making them suitable for integration into a unified framework: 
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• McKinsey’s 3 Horizons provides the strategic foundation for growth management across 

short-term and long-term horizons. 

• BCG’s Growth Share Matrix offers valuable insights into resource allocation and product 

portfolio management. 

• Bain & Company’s NPS brings a customer-centric approach by emphasizing loyalty and 

satisfaction. 

• Deloitte’s Digital Maturity Model provides the necessary framework for assessing and 

improving digital readiness. 

• Accenture’s Value Chain Analysis focuses on optimizing retail operations, enhancing 

efficiency, and reducing costs. 

• PwC’s SARAH Model offers guidance on managing the human aspect of digital 

transformation. 

2.2.2. Integration of Models 

The integration process was guided by the thematic overlap of these models. For instance, 

McKinsey’s 3 Horizons and BCG’s Matrix were combined to balance operational efficiency 

(Horizon 1) with long-term innovation (Horizon 3). Bain’s NPS was integrated into the 

framework to provide an ongoing measurement of customer satisfaction and loyalty throughout 

all stages of growth. Deloitte’s Digital Maturity Model was used to assess digital readiness, 

particularly for retailers moving into Horizon 2 (emerging opportunities). This allowed for a 

seamless integration of digital transformation with market expansion and customer 

engagement. Accenture’s Value Chain Analysis was applied to ensure that operations can scale 

efficiently to support new digital initiatives, while PwC’s SARAH Model was added to ensure 

smooth organizational change during these transitions. 

2.2.3. Addressing Gaps and Limitations 

During the synthesis, the limitations of each individual model were addressed by 

complementing them with elements from other models. For example: 

• McKinsey’s 3 Horizons lacks a direct link to customer satisfaction, which was addressed by 

integrating Bain’s NPS. 

• BCG’s Matrix does not account for digital transformation, which was bridged through 

Deloitte’s Digital Maturity Model. 

• PwC’s SARAH Model focuses on emotional responses but does not address digital readiness, 

which was integrated through Deloitte’s model. 

This ensured that the final framework is both comprehensive and coherent, with no major gaps 

between the models. 

2.2.4. Creating a Cohesive Framework 

The final framework integrates these models into a unified tool that guides retail businesses 

through the complexities of growth, digital transformation, and customer satisfaction. It offers a 
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step-by-step process for optimizing existing operations (Horizon 1), expanding market 

opportunities (Horizon 2), and innovating for the future (Horizon 3), all while maintaining a 

focus on customer loyalty and organizational change. 

2.2.5. Testing and Refinement 

The synthesized framework was tested using case studies from diverse retail sectors, such 

as fashion retail, e-commerce, and grocery stores. Feedback was gathered from industry experts 

to refine the framework and ensure its practical applicability. This iterative process ensured 

that the final version of the framework is flexible enough to be adapted to different retail 

contexts. 

Table 1: Summary of Key Components and Integration of Business Models in the Retail Growth 

and Digital Transformation Framework 

Model Key Focus 
Integration with Other 
Models 

Application in Retail 

McKinsey's 3 
Horizons 

Growth 
management over 
time (short-term to 
long-term) 

Supports operational efficiency 
(Horizon 1), market expansion 
(Horizon 2), and long-term 
innovation (Horizon 3) 

Helps retailers balance 
current stability with 
future growth 

BCG's Growth 
Share Matrix 

Resource allocation 
and product 
portfolio 
management 

Guides resource allocation 
during Horizon 1 (current 
operations) 

Prioritizes high-growth 
products and phase out 
underperformers 

Bain & Co.'s 
NPS 

Customer 
satisfaction and 
loyalty 

Enhances the customer 
experience and drives growth 
across all horizons 

Measures customer 
loyalty and identifies areas 
for retention 
improvement 

Deloitte’s 
Digital 
Maturity 

Assessment of 
digital readiness 

Crucial for successful digital 
adoption in Horizon 2 (new 
market opportunities) 

Assesses retailers' 
capability for digital 
transformation 

Accenture’s 
Value Chain 

Optimization of 
internal operations 

Supports operational efficiency 
in Horizon 1 and scalability in 
Horizon 2 

Streamlines inventory 
management and supply 
chain 

PwC’s SARAH 
Model 

Managing emotional 
responses to change 

Assists with leadership and 
organizational change during 
digital transformation 

Helps retailers manage 
internal resistance to 
change 

 

3. RESEARCH METHODOLOGY 
This study employs a qualitative approach with a focus on framework synthesis, wherein 

six established business models are integrated to form a cohesive Retail Growth and Digital 

Transformation Framework. The methodology involves a comprehensive literature review, 

along with an in-depth synthesis of the selected business models to derive a unified strategic 

tool for retail businesses. The models integrated in this framework are: 

1. McKinsey’s 3 Horizons 
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2. BCG’s Growth Share Matrix 

3. Bain & Company’s Net Promoter Score (NPS) 

4. Deloitte’s Digital Maturity Model 

5. Accenture’s Value Chain Analysis 

6. PwC’s SARAH Model 

Framework Synthesis Process 

The synthesis of the models followed a structured integration process, which was not 

simply a comparison but a deliberate, multi-step method aimed at blending the core principles 

of each model into a cohesive framework. The approach can be broken down into the following 

phases: 

1. Identification of Key Concepts: 

o Core Growth and Innovation Models: McKinsey’s 3 Horizons and BCG Matrix provide 

foundational concepts on how to manage a product portfolio and identify emerging 

growth opportunities. These models focus on balancing short-term operational needs 

with long-term market growth. 

o Customer Loyalty and Satisfaction: Bain & Company’s NPS is integrated to enhance the 

framework by offering a systematic way of measuring and managing customer 

satisfaction and loyalty, which is pivotal in retail businesses. 

o Digital Maturity Assessment: Deloitte’s Digital Maturity Model allows for evaluating how 

retail organizations are progressing in their digital transformation. This model informs 

the technological readiness aspect of the framework. 

o Value Chain Optimization: Accenture’s Value Chain Analysis contributes by emphasizing 

operational efficiency, helping retailers optimize processes from production to customer 

delivery. 

o Change Management: PwC’s SARAH Model is incorporated to address the emotional 

aspects of managing organizational change, a critical element in retail transformations. 

2. Integration of Models: 

o The models were synthesized based on thematic overlap. For example, McKinsey’s 3 

Horizons and BCG’s Matrix were combined to identify a growth trajectory that spans both 

current core business operations (Horizon 1) and emerging market opportunities 

(Horizon 2), culminating in innovative, long-term growth strategies (Horizon 3). 

o Bain’s NPS and Deloitte’s Digital Maturity Model were integrated into the customer 

experience and digital strategy aspects, ensuring that customer loyalty is intertwined with 

technological adaptation and operational processes. 

o Accenture’s Value Chain and PwC’s SARAH Model were fused to address both efficiency in 

operations and organizational change during the digital transformation process. The 
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framework ensures that operational efficiency is aligned with employee engagement and 

adaptation to change, providing a holistic view. 

3. Complex Integration Process: 

The integration was conducted through an iterative process, where the insights from each 

model were aligned with the others, identifying synergies and reconciling any conflicts. For 

example, McKinsey’s Horizon 3 (Innovation) was harmonized with Bain’s NPS by focusing on 

customer-centric innovation, ensuring that long-term innovations, such as AI and blockchain, 

are developed with customer satisfaction in mind. 

4. Handling Limitations: 

During the integration, the limitations of each model were addressed systematically: 

o McKinsey’s 3 Horizons is limited in its lack of specificity on customer satisfaction metrics, 

so the NPS model was added to fill this gap. 

o BCG’s Growth Share Matrix primarily addresses portfolio management but lacks guidance 

on digital transformation, which was supplemented by the Digital Maturity Model. 

o The SARAH Model, while useful for managing emotional responses during change, was 

integrated into the framework with leadership strategies to ensure a smooth transition. 

5. Validation and Iteration: 

After synthesizing the models, the framework was iteratively tested by applying it to case 

studies from various retail sectors to assess its practical applicability and refine its components. 

This iterative testing allowed the framework to be fine-tuned for real-world use and ensured 

that the synthesis addressed both strategic and operational needs. 

Research Materials and Assumptions 

The primary materials used for this study include academic articles, industry reports, and 

business strategy frameworks published by leading consulting firms. The models referenced are 

widely recognized in the fields of management, retail strategy, and digital transformation. 

Assumptions: 

• Retail businesses are at different stages of digital maturity, and the framework accounts 

for varying levels of technology integration across businesses. 

• The models synthesized are universally applicable across retail sectors, but specific 

adaptations may be needed for different regions or retail sub-sectors. 

Software and Hardware Used 

The framework development process relied on various software tools to synthesize and 

visualize the models. These included: 

• Microsoft Excel: For creating matrices and portfolio analyses based on the BCG Matrix. 

• Tableau: For visualizing digital maturity levels and customer satisfaction data. 
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• NVivo: For qualitative analysis of case study data and extracting insights from industry 

reports. 

This methodology provides a detailed, step-by-step explanation of how the various 

models were synthesized to form the Retail Growth and Digital Transformation Framework. The 

process was both comprehensive and iterative, addressing the limitations of existing 

frameworks while ensuring that the final model is applicable to retail businesses across various 

stages of digital maturity. By providing clarity on how each model was integrated, this 

methodology offers a replicable process for future research and practical application. 

 

4. RESULTS AND DISCUSSIONS 
4.1. Results 

4.1 Horizon 1: Core Business and Value Proposition (McKinsey’s 3 Horizons) 

In Horizon 1, retailers must focus on their core products and services, ensuring 

operational efficiency and stability. This phase emphasizes optimizing existing products, 

maintaining brand loyalty, and enhancing customer satisfaction. Retailers must continuously 

assess their supply chains, improve in-store experiences, and address customer expectations to 

retain market share. 

Interaction with Other Elements: The effectiveness of Horizon 1 is deeply influenced by 

the level of digital maturity a business has achieved. Retailers that have adopted digital tools to 

optimize their operations (e.g., through advanced inventory systems or customer relationship 

management software) will see improvements in operational efficiency. This 

interconnectedness between digital maturity and customer satisfaction is evident digitally 

mature businesses can better manage customer expectations by offering more responsive and 

personalized services. 

4.2 Horizon 2: Emerging Opportunities and Market Expansion (McKinsey’s 3 Horizons) 

Horizon 2 focuses on identifying emerging market opportunities, expanding product 

offerings, and leveraging digital channels to reach broader audiences. This phase encourages 

experimentation with new business models, such as e-commerce, subscriptions, or personalized 

services, which can help retailers diversify and grow their market share. 

• Concrete Examples and Case Studies: Retailers like Nike have successfully embraced digital 

channels, moving beyond traditional in-store experiences by creating online platforms and 

apps that provide personalized product recommendations, track fitness progress, and allow 

customers to purchase products directly. This strategy has enabled Nike to not only expand 

its customer base but also increase customer engagement and loyalty. Similarly, Amazon and 

Zalando have leveraged digital transformation to diversify their offerings, tapping into global 

markets and scaling their businesses. 

• Interaction with Other Elements: As retailers move into Horizon 2, their digital maturity 

becomes crucial in reaching new customer segments. The value chain analysis (Accenture’s 

model) plays a pivotal role in ensuring that the backend operations (supply chain, inventory 

management) can scale effectively to support the new business models. Digital maturity 
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helps optimize these processes and streamline market expansion, allowing for a smoother 

transition into new markets or customer bases. 

4.2 Horizon 3: Innovation and Long-Term Growth (McKinsey’s 3 Horizons) 

Horizon 3 is centered on innovation and long-term strategies. Retailers must embrace 

disruptive technologies, such as artificial intelligence (AI), augmented reality (AR), and 

blockchain, to create entirely new customer experiences and operational models. This phase is 

about positioning the business for future growth by researching and experimenting with 

cutting-edge technologies. 

Interaction with Other Elements: The successful implementation of Horizon 3 strategies 

hinges on customer loyalty and satisfaction (NPS model) and operational efficiency (Value Chain 

Analysis). For instance, retailers using AI-driven personalization (enabled by high digital 
maturity) are better positioned to create innovative shopping experiences that delight 

customers and foster long-term loyalty. 

4.3 Product Portfolio and Resource Allocation (BCG Matrix) 

Retailers must effectively manage their product portfolios by categorizing products into 

Stars, Cash Cows, Question Marks, and Dogs. This helps allocate resources more efficiently, 

focusing on high-growth products while phasing out underperforming ones. This tool supports 

decisions related to resource allocation and investment, ensuring that companies prioritize 

high-potential products while managing risks associated with market fluctuations. 

Interaction with Other Elements: The strategic decisions made in this phase are directly 

influenced by customer preferences, which can be tracked and managed through NPS and 

digital maturity. A digitally mature retailer will have access to more granular customer insights, 

enabling smarter decisions about which products should be prioritized. 

4.4 Customer Experience and Loyalty (Bain & Company’s NPS) 

Customer loyalty is central to this framework. The Net Promoter Score (NPS) allows 

retailers to assess customer satisfaction and predict future business growth. By using NPS, 

businesses can identify loyalty trends, segment their customer base, and improve customer 

retention strategies. 

Interaction with Other Elements: The ability to leverage customer insights through NPS is 

enhanced by the digital maturity of the retailer. Digitally mature businesses can track customer 

interactions across various channels and provide real-time responses, significantly improving 

customer experience and increasing loyalty. 

4.5 Digital Maturity (Deloitte’s Digital Maturity Model) 

Digital maturity assesses how well a retail organization is positioned to adopt and 

integrate digital technologies. This model covers aspects such as data analytics, cloud-based 

solutions, and e-commerce platforms, providing a roadmap for retailers to digitally transform 

their operations. 

Interaction with Other Elements: Digital maturity plays a key role in driving the other 

elements of the framework. For example, a retailer with a high level of digital maturity will have 
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better operational efficiency (Value Chain Analysis) and be able to execute innovative ideas 

from Horizon 3 more effectively. Additionally, customer interactions through digital channels 

can enhance the data gathered for NPS, which can then be used to further improve digital 

offerings. 

4.6 Operational Efficiency and Value Chain (Accenture’s Value Chain Analysis) 

Retailers must optimize their value chain by focusing on logistics, inventory management, 

and supplier relationships. By integrating digital tools such as cloud-based inventory systems or 

predictive analytics, retailers can reduce operational costs and improve product delivery times. 

Interaction with Other Elements: A digitally mature business with an optimized value 

chain can deliver a more seamless customer experience, which is essential for maintaining 

brand loyalty and ensuring satisfaction (NPS). Operational efficiency also supports market 
expansion (Horizon 2), allowing businesses to scale up operations without compromising on 

quality or service. 

4.7 Managing Organizational Change (PwC’s SARAH Model) 

The SARAH Model addresses how businesses can manage the emotional responses of 

employees during times of change. Managing emotions such as shock, anger, and rejection is 

critical during periods of digital transformation and market shifts. Clear communication and 

leadership are key to ensuring employees feel supported through these transitions. 

Interaction with Other Elements: The emotional responses addressed by the SARAH 

Model can significantly affect the adoption of new technologies and processes outlined in the 

other elements. For example, retailers introducing digital platforms or new customer 

engagement models must also manage the internal resistance to change that could hinder the 

success of these initiatives. 

This integrated framework provides a holistic approach to retail growth and digital 

transformation. Each element is designed to function in tandem, ensuring that digital maturity, 

customer experience, and operational efficiency are interlinked, driving sustainable long-term 

growth. The interdependencies between these elements are critical, as they provide a seamless 

experience for both customers and businesses. By following this framework, retailers can 

effectively balance short-term operational needs with long-term innovation and ensure that 

their digital transformation is both successful and sustainable. 
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Figure 1. Retail Growth And Digital Transformation Research Framework 

4.2 Discussions 

In this section, we explore the practical implications of the Retail Growth and Digital 

Transformation Framework and discuss how each element of the framework contributes to 

long-term sustainability and growth in retail businesses. By synthesizing well-established 

business models, this framework provides a comprehensive strategy for navigating the complex 

challenges of the retail industry. Through the lens of growth, customer loyalty, digital maturity, 

and operational efficiency, we discuss the effectiveness of the framework and its potential to 

guide retailers in today’s competitive, fast-changing environment. 

4.2.1. Integrating Traditional and Emerging Growth Strategies 

One of the most significant contributions of the framework is its integration of both 

traditional growth strategies and emerging market opportunities. McKinsey’s 3 Horizons Model 

provides a structured approach to balancing current operations (Horizon 1) with future growth 

through innovation (Horizon 3). Horizon 1 emphasizes operational efficiency and optimizing 

https://portal.xjurnal.com/index.php/REMICS/index


 

Journal Of Resource Management, Economics And Business (REMICS) | 2026 
22  
 

Journal Of Resource Management, Economics And Business

 
e-ISSN 2963-0266 

https://portal.xjurnal.com/index.php/REMICS/index 
Volume: 5 Issue: 1 Year: 2026 

https://doi.org/10.58468/remics.v5i1.212   
 

existing products, which are essential for maintaining stability in the short term. However, as 

digital transformation becomes more pressing in the retail industry, Horizon 2 (emerging 

opportunities) highlights the importance of diversifying product offerings, expanding into new 

markets, and leveraging digital channels. 

This phase is critical because retail businesses must adapt quickly to emerging 

technologies and new consumer behaviors. For example, retailers that embrace e-commerce, 

omnichannel strategies, and personalization technologies are better positioned to capture new 

market segments and stay competitive. Case studies from companies like Zalando and H&M 

demonstrate how retailers have successfully integrated digital platforms to reach broader 

audiences and remain competitive in the market (Frost & Sullivan, 2017). 

By combining Horizon 1 (core business operations) with Horizon 2 (emerging markets 

and products), the framework enables retailers to achieve a balanced growth trajectory, 

ensuring that their current business is optimized while also positioning themselves for future 

market changes. Retailers that integrate digital maturity early (as suggested by Deloitte’s Digital 

Maturity Model) will have a smoother transition into Horizon 2 opportunities, as their digital 

infrastructure will already support innovations like AI-driven customer insights and automated 

fulfillment systems. 

4.2.2. The Role of Customer Loyalty and Satisfaction 

Customer satisfaction is a cornerstone of long-term business success, and the NPS 

component of the framework underscores its centrality. Retail businesses must not only offer 

high-quality products but also create memorable and personalized customer experiences to 

build loyalty. High NPS scores are correlated with improved customer retention, increased 

lifetime value, and enhanced word-of-mouth marketing (Reichheld, 2003). Thus, retailers must 

regularly assess customer satisfaction and use that data to refine their operations. 

While NPS provides valuable insights into customer satisfaction, its full potential is 

realized when integrated with other strategic models. For instance, digital maturity can play a 

vital role in enhancing customer experience by offering personalized services and seamless 

interactions across physical and digital touchpoints. Retailers that employ digital tools such as 

personalized recommendations, chatbots, and customer engagement platforms can significantly 

enhance the shopping experience, thereby increasing their NPS (Brynjolfsson & McAfee, 2014). 

A noteworthy example is Amazon, which uses customer data to tailor recommendations 

and streamline the shopping process, leading to increased customer satisfaction and loyalty. 

Through the integration of NPS and digital technologies, the framework offers a holistic view of 

how retailers can manage both operational efficiency and customer satisfaction in tandem, 

ensuring that growth is sustainable and aligned with customer expectations. 

4.2.3. Digital Transformation and Organizational Efficiency 

As retailers expand into new markets and embrace digital technologies, ensuring 

operational efficiency becomes crucial. The framework integrates Accenture’s Value Chain 

Analysis to emphasize the optimization of internal processes such as inventory management, 

logistics, and supplier relationships. Retailers must ensure that their operations are agile and 

can support the increased complexity brought on by digital transformation. 
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By adopting technologies such as cloud-based solutions, big data analytics, and AI-

powered demand forecasting, retailers can streamline their value chains, reduce operational 

costs, and enhance customer service. Walmart, for instance, has embraced machine learning for 

inventory management, significantly improving stock accuracy and reducing waste (Rao, 2018). 

The integration of digital tools within the framework ensures that retailers do not just innovate 

in customer-facing areas but also drive efficiency behind the scenes, contributing to both 

profitability and customer satisfaction. 

Furthermore, retailers that are digitally mature are better positioned to withstand market 

fluctuations. The digital maturity model provides a clear path for retailers to assess their 

readiness for digital adoption, from infrastructure to leadership capabilities. As the retail 

environment becomes more digital-centric, those who embrace digital technologies early can 

create more resilient value chains, positioning themselves for long-term growth. 

4.2.4. Managing Organizational Change 

Digital transformation and innovation inevitably bring about organizational change. 

Employees, customers, and partners must adapt to new technologies, processes, and business 

models. The SARAH Model (PricewaterhouseCoopers, 2015) plays an integral role in managing 

the emotional aspects of organizational change, ensuring that employees remain engaged and 

adaptable as the business shifts. This model helps leadership address emotional responses such 

as shock, anger, and rejection during periods of significant change, ensuring smoother 

transitions and less resistance from employees. 

Retail businesses that fail to manage the human side of transformation risk alienating 

their workforce, which can negatively impact the adoption of new technologies and processes. 

Therefore, effective leadership and clear communication are essential. By addressing emotional 

responses and providing employees with the tools and training to succeed in a digital-first 

environment, retailers can enhance the overall effectiveness of their digital transformation 

efforts. 

Additionally, leadership plays a pivotal role in guiding organizations through change. 

Leaders who are digitally savvy and equipped to navigate emotional challenges will be more 

successful in fostering a culture of adaptability, which is key to ensuring the successful adoption 

of new technologies and business models. 

5. CONCLUSION 
Retail Growth and Digital Transformation Framework offers a comprehensive and 

integrated strategic tool for retailers navigating the complexities of today’s fast-evolving 

market. By synthesizing six established business models—McKinsey’s 3 Horizons, BCG’s Growth 

Share Matrix, Bain & Company’s NPS, Deloitte’s Digital Maturity Model, Accenture’s Value Chain 

Analysis, and PwC’s SARAH Model—this framework provides a holistic approach that addresses 

the multifaceted challenges of growth, digital transformation, customer loyalty, and operational 

efficiency. 

This framework empowers retail leaders to balance short-term operational efficiency 

with long-term innovation. By focusing on both core business optimization and emerging 

market opportunities, the framework allows retailers to stay competitive while preparing for 

future disruptions. The integration of digital maturity ensures that digital tools and technologies 
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are not just supplementary but essential components of growth, supporting both customer 

satisfaction and operational efficiency. 

Additionally, the incorporation of customer loyalty through the Net Promoter Score (NPS) 

helps retailers ensure that their growth strategies align with customer needs, promoting 

retention and positive word-of-mouth marketing. This, in turn, strengthens brand value and 

contributes to sustainable business success. The framework’s attention to change management 

via the SARAH Model also ensures that organizational adaptation is considered, offering a 

roadmap for overcoming emotional and operational hurdles during digital transformation. 

However, while the framework provides valuable strategic guidance, there are limitations 

that need to be addressed. The framework assumes a certain level of digital maturity, which 

may not be applicable for all retail businesses, particularly those in earlier stages of digital 

adoption. Future research should focus on testing the framework empirically across different 

retail sectors and geographical markets to further validate its effectiveness and refine its 

applicability to businesses at various stages of digital transformation. 

In summary, this framework offers a strategic blueprint for retailers, enabling them to 

optimize current operations, explore new market opportunities, and successfully navigate 

digital transformation. By leveraging the insights from established business models and 

integrating them into a unified approach, the framework equips retail leaders with the tools 

necessary to drive sustainable growth and long-term innovation in an increasingly digital world. 

LIMITATION AND STUDY FORWARD 
While the framework provides a comprehensive approach to retail growth and digital 

transformation, there are inherent limitations. First, the framework assumes that retailers have 

a certain level of digital maturity, which may not be the case for all businesses, especially 

smaller, less resource-intensive retailers. Future research could focus on tailoring the 

framework for businesses at different stages of digital adoption. 

Additionally, the framework would benefit from more empirical validation. Future studies 

could apply the framework across different retail sectors to assess its effectiveness in diverse 

contexts, such as fashion retail, groceries, or luxury goods. By empirically testing the 

framework, researchers can refine it further to ensure its applicability in various geographical 

and market contexts. Retail Growth and Digital Transformation Framework offers a 

comprehensive strategy for retail businesses, it requires empirical validation to confirm its 

applicability and effectiveness in real-world settings. Although the framework provides 

theoretical guidance, its true value can only be fully realized through practical application and 

testing across diverse retail contexts. 

Future research should focus on empirical testing of the framework, which could involve 

several key methods: 

1. Case Studies in Specific Retail Segments: One of the most effective ways to validate the 

framework is through case studies within specific retail segments, such as fashion retail, 

grocery stores, or e-commerce platforms. For example, a case study on a large department 

store chain could examine how the framework helps them balance core operations with new 

market opportunities (Horizon 2) while implementing digital transformation strategies. 
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Similarly, an online retailer could test how the framework supports digital maturity and 

customer loyalty through personalized online shopping experiences. 

2. Geographical Testing: Given the global nature of retail, the framework’s applicability should 

also be tested across different geographical regions. For example, conducting empirical 

studies in emerging markets (e.g., Southeast Asia or Africa) could help assess how the 

framework guides retailers in these regions through both digital adoption and growth 

challenges. Similarly, testing the framework in more digitally mature regions like North 

America or Europe could reveal how well it supports the transition from Horizon 1 to 

Horizon 3, focusing on cutting-edge innovations like AI, augmented reality (AR), and 

blockchain. 

3. Retailer Size and Digital Maturity: It would also be valuable to examine the framework’s 

effectiveness for retailers of varying sizes (small businesses, medium-sized enterprises, and 

large corporations). Smaller businesses, which may be in earlier stages of digital maturity, 

might have different needs compared to large retail chains that already possess sophisticated 

digital infrastructures. Tailoring the framework for businesses at different stages of digital 

maturity would ensure that it provides actionable insights for organizations at all levels. 

4. Surveys and Interviews: Conducting surveys and interviews with retail professionals can 

also be a valuable way to gather feedback on the framework’s practicality and real-world 

effectiveness. Retail managers, digital transformation specialists, and customer experience 

officers can provide insights on how the framework could be adapted to fit specific retail 

challenges and market dynamics. 

By incorporating these empirical tests, future research can refine the framework, 

ensuring that it remains relevant and adaptable to different retail contexts. The results of these 

tests will not only validate the framework’s effectiveness but also offer practical insights into 

how retail businesses can leverage it for sustainable growth and digital transformation. 
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