
 

Online Retailers Grabbing a Share of Consumer’s Mind and 

Wallet – Key Strategies Adopted

 
Executive Summary 
 
The early few years of online retailing in India 

received a usual round of criticism from some of 

the retail experts, who neglected the impact that 

the online retail would possibly have on the 

offline retail industry and lost focus on what 

could be the next big thing. Common reasons 

including the touch and feel factor, delivery 

issues, payment issues and concern around 

credibility and trust, were cited for the online 

retail to fail early. It is common to see these 

issues and concerns rise during the evolution of 

any business, be it online or offline business – 

except that the factors under consideration 

changes based on the industry sector, segment 

and scale of business operations.  

For a rock solid business model to rise and stay 

firm, it is but imperative to focus and address all 

the issues and concerns raised by the retail 

experts. Further, the need is to develop a 

business model that will not just be equivalent to 

the traditional business model, but instead 

evolve into an all new innovative business model 

that would address the ever changing needs of a 

young breed of consumers who are educated, 

technologically driven, have high disposable 

income, are exposed to different cultures, and 

are short of time.  

In the last few years, the ecommerce industry 

has witnessed an incredible growth of 150 

percent, increasing from USD 3.8 billion (INR 

19,249 crores) in 2009 to USD 9.5 billion (INR 

47,349 crores) in 2012[1]. India has one of the 

youngest online populations and its smart phone 

adoption is growing faster than China’s [2].In 

India, e-tailing has the potential to grow more 

than hundredfold in the next 9 years to reach a 

value of USD76 billion by 2021[3]. 

Indian ecommerce industry is seeing an 

exponential billion dollar investment from several 

private equity investors, notable among them is 

the recent investment that Flipkart.com raised - 

a $1 billion (roughly Rs. 6,000 crores) fund for 

aggressively trying to scale up operations and 

rapidly expand its offering to Indian consumers. 

With the increase of several large international 

ecommerce companies entering the Indian 

ecommerce market, there seems to be increased 

competition. The effects were evident 

immediately - Amazon pumped in $ 2 billion 
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investment to fuel its rapid growth and continues 

to enhance the customer and seller experience in 

India. The fight for supremacy has already 

started and this is just a glimpse of the growing 

ecommerce market in India. However, what is 

really interesting to note is that, currently, online 

retail is just about 2% of the offline retail market 

size. There is substantial scope for online 

retailers to serve the needs of the consumers, 

who are currently purchasing products from 

offline retailers. While there is real advantage for 

the first movers, it is definitely not a deterrent 

for other retailers to start their online operations 

and serve the burgeoning Indian consumer base, 

of those who are shopping and buying products 

online. It is just a matter of some smart strategic 

moves backed by the right resources. It will be 

easier for the offline retailers to first understand 

how some of the home grown online retailers 

have managed to dominate and aggressively 

compete today with the likes of Amazon and 

EBay. In addition, what is interesting to note 

here is that in the year 2012-13, one of the 

home grown ecommerce companies in India 

(Flipkart.com)generated a surge of 478% in 

revenue growth when compared to 65% for a 

very large offline retailer(Future Retail)and all 

this was achieved with the number of employees 

being close to 30% lesser, 2% of number of 

warehouses, commanding 10 times more 

valuation and 10 years lesser time to deliver the 

business results when compared to that of a very 

well established traditional offline retailer[4].So, 

clearly there seems to be an interesting case for 

us to dissect and understand the strategies 

adopted by some of the online retailers. 

 
Some of the media reports about Indian online retailing industry 
 
 

 



Strategies Adopted by Online Retailers 
 
 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Strategy Adopted by  

Online Retailers 

 

Ease of providing same 

offering in Offline Stores 

 

Key Consumer Benefits for 

Buying Online 

 

 
 Quick and easy reach for 

customer care 
 Able to opt for multiple 

delivery options 
 Details about delivery 

information to help make 
better buying decision 

 Book ‘now’ and get today – 
Shorter delivery time 
comparing to offline 
ordering 

 Ease of booking the products 

 
 Quick and easy reach for 

customer care 
 Able to opt for multiple 

delivery options 
 Details about delivery 

information to help make 
better buying decision 

 Book ‘now’ and get today – 
Shorter delivery time 
comparing to offline 
ordering 

 Ease of booking the products 

 
 Specialty store to get their 

needs fulfilled 
 Large variety to choose from 
 Value for money 
 Assurance of genuine 

products 
 Availability of branded 

products in Tier 2/3 cities 
too 

 Buy products based on 
others experience on the 

product to be purchased 

 
 Support multiple local 

languages 
 Multiple payment options 
 Multiple mobile devices 

accessibility 
 Gather analytical insights 
 Constant communication 

with customers 
 Orders accepted irrespective 

of time of the day 

 
 Prompt customer care to 

address the concerns 
 Customer friendly policies 
 Free-shipping 
 Same day, scheduled delivery 
 Clear delivery information 
 Feature rich ecommerce 

websites 
 Prompt timely notifications 

on the product dispatch, 

delivery and returns 

 
 Large merchandize 
 Cheaper prices 
 Detailed product information 
 High quality product images 
 Warranty related information 
 Product reviews and ratings 

from other consumers who 
have bought the product 

 Try at home 

 

Product 

Related 

Service 

Related 

Customer 

Related 

Nil Low Medium High 



To cater to this target audience, some of the 

online retailers came up with clear cut business 

strategies irrespective of whether they sold 

standard or a differentiated product, single 

category or  multiple category and their strategy 

canvas looked like this: offer products at a 

cheaper price than the traditional retail outlets, 

build strong consumer base, understand 

consumer online shopping behavior, reach target 

consumers from tier 2, tier 3 cities and towns 

(where there is dearth of branded retail stores), 

build better consumer experience, strengthen 

and establish leadership position around their 

offering. Being strategic and adaptable in their 

approach to the ever changing needs of the 

consumers and after testing the market for 

consumers acceptance, few of the online 

retailers transformed themselves from being 

single category online retailers to multi-category 

online retailers and then transformed their 

ecommerce web site into a full-fledged market 

place.  

Some of the retailers who wanted to be niche 

online retail players, started new private label 

brands with direct to consumer model, thereby 

cutting down cost drastically by eliminating 

middlemen (wholesalers, distributors and 

retailers)and passing on those cost saving 

benefits to the consumers directly by offering 

them with top notch quality at reasonable prices. 

On the merchandizing front, they offered huge 

collections, displayed latest designs, quickly 

replenished stocks, replicated celebrity designs 

(in case of apparels) and kept limited stock 

quantity, for quick turnaround. 

While the strategy of these online retailers seem 

to have a small or minimal impact on the retail 

industry during the initial formative days of 

online retailing, over a period of time and during 

the course of evolution, the impact of online 

retail seems to have a fairly large impact on the 

offline retailers share of market and mind share 

of the consumers. While on the pricing front, 

well funded ecommerce companies offered   

prices, so as to woo price sensitive consumers to 

experience shopping online for products that 

they usually purchase offline. The online retail 

market which currently accounts for nearly 2% 

of the Indian retail pie is estimated to contribute 

about 10% of the market size by 2020.  

Right from the beginning, the objective of the 

online retailers was to finely balance consumer 

needs with best-in-class customer friendly 

service. There are 3 prime areas in their business 

model that they focused their strategies around 

– Products, Service and Customer (which 

covered the consumers need and their journey 

while buying the products). The strategies 

adopted to meet the objectives in these 3 prime 

areas included providing an option to ‘try at 

home’ (thereby nullifying the effect of touch and 

feel aspect, especially for products that require 

consumers to touch and feel before making a 

buy decision) and providing multiple high quality 

product images including an option to zoom on 

the product image to get the closest possible 

look of the product. Other strategies include 

providing detailed product information, warranty 

related information, easy returns, free shipping, 

option for tracking order related details, cheaper 

price compared to offline retailers, instant 

notification on the order confirmation, short list 

products (Wish lists), quick view, free reverse 

pick-up, one day delivery, exclusive offers for 

new registrations, toll-free consumer care 

number and store accessibility across multiple 

mobile devices along with several other 

consumer friendly policies. It is no surprise now 

that the online retailers are seeking for 

continuous differentiation and want to get a leg 

up on pure-play brick-and-mortar shops. This 

strongly signals significant change in the way 

how consumer behavior is changing towards 

different purchase, payment and post purchase 

processes including the delivery of goods in case 

of online retail. As there is no physical outlet, the 

transaction model is tweaked to this model:  

place the order, pay online or pay later (if pay by 

cash/card on delivery option is chosen), get the 

order delivered at the door step and then, in 

case of product exchange/returns, request the 



products to be returned (either through an 

online request or by calling the customer support 

number displayed on the website). 

Over a period of years, what is not explicitly 

visible is the fact that the online retailers are 

trying to bridge the gap that existed between the 

traditional offline and online retailers, with 

respect to product assortment, consumers 

experience and other delivery related 

transactions. With the world’s ecommerce 

biggies entering the market, what seems to be 

one of the latest moves in fine-tuning the gap 

between offline and online consumer experience 

is on the delivery front – a solution that has been 

tried, tested and adopted by the likes of 

international ecommerce companies like Amazon, 

EBay, Wal-Mart, Canada post, Google express 

shopping and Office depot. Indian ecommerce 

companies like Flipkart.com, Amazon.in, EBay.in, 

Snapdeal.com andTradus.com among several 

others have been trying to toy with the idea of 

reducing the delivery time frame.  

With online retailers being bent upon innovating 

with several new ‘value’ focused business models 

for competing aggressively to win over the mind 

and market share of consumers, online retailers 

are constantly looking out for improvements that 

can be made in terms of product display, 

intelligent product recommendations, creating 

personalized shopping experiences, product 

collections, styles, web only size options, combo 

offers, gift registry, persistent shopping cart and 

order fulfillment. One such improvement area 

that seems to be the focus of majority of the 

online retailers is the ‘same day’ and ‘scheduled’ 

delivery. The promise seems to be enticing many 

of the Indian consumers, who are time starved 

and prefer personalized delivery time, even at a 

slightly higher cost. In today’s hyper-competitive 

retail environment, consumer demands have 

always been on a higher side and it is the 

general tendency of consumers to expect higher 

value or at least, the same value as that of their 

monetary spend.  

Consumer’s perspective 
 
While these strategies are being adopted by the 

online retailers to woo consumers, it becomes 

easy for several offline consumers to try and opt 

for shopping for products online. Consumers 

prefer buying products online because of the 

comfort, convenience and instant gratification it 

provides (which is almost close to that of the 

offline retail stores because of same day 

delivery), at a much cheaper cost. The 

differentiation lies with respect to the 

delivery/pick up of the product, where the 

consumers used to purchase products and after 

the purchase is made, take that product home 

for use. This is an area where online retailers are 

slowly trying to bridge the gap by offering ‘same 

day’ delivery. What this really translates into, is 

that the price conscious and value seeking 

consumers will make their initial online shopping 

transaction and over a period of time, make a 

shift to buying products from online stores, 

because of the transaction experience and 

convenience offered. Consumers, who are early 

adopters of online shopping will have the 

advantage of experiencing ‘same day’ delivery at 

a nominal cost or free of cost along with other 

multiple value-added benefits such as free 

insurance, etc. 

Some pitfalls to consider 

While some of the offline retailers are trying to 

come to terms with this ‘new’ reality and are 

evaluating ways and means of protecting their 

market share, few other offline retailers are still 

in the process of evaluating options and trying to 

make sense of future advancements. It is also 

true that the harsh reality often lies in the 

execution and sometimes, it hurts so much, 

especially to online retailing companies when 

they over promise and under deliver. When that 

happens, the results can be totally devastating. 

For example: Scaling up the ‘same day’ delivery 

for all the products across all the categories 

listed on the website and extending this service 

offering to  almost all of the cities where they 



provide regular delivery of the order will be a 

logistical nightmare unless the best practices are 

strictly adhered to and logistics and fulfillment 

process are refined. 

Conclusions 
 
In this white paper, we have identified various 

strategies that have been adopted by online 

retailers to cater to the growing demands of the 

online consumers. However, during the course of 

online retail business model evolution and going 

forward, based on market conditions there may 

be many such strategies that will be aggressively 

implemented to gain market share and increase 

market penetration - this may include mergers 

and acquisitions of smaller ecommerce enabler 

companies that will help online retailers fuel their 

business growth. Customer acquisition cost and 

product return rates can be reduced by utilizing 

innovative tools, techniques and technologies. 

For any retailer, either online or offline, it is all 

about understanding the business fundamentals 

thoroughly well -understanding consumers real 

needs and letting them know (through 

advertisements)that what they need is available 

in-store or online at the e-store. 

Products need to be accessible to consumers at 

the right point in time and through the 

customer’s preferred channel. The core 

fundamental business principle of ‘commerce’ 

does not change - consumers are interested in 

buying products and experiencing best-in-class 

service from companies that fulfill their ‘need’. 

Darwin’s theory holds a striking relevance even 

today and much more for any business: ‘It is not 

the strongest or the most intelligent of the 

species that survive, but those who can 

successfully adapt themselves to the 

environment and conditions around them’. In 

essence, business owners who can adapt 

themselves to changes in the business 

environment as per consumers preferences - be 

it in terms of latest ecommerce technologies, 

product innovation, design, delivery or post sale 

consumer service, will be the ones who will stay 

ahead in the emerging business ecosystem.
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