
Digital Commerce: A Golden Opportunity for Jewelry Retailers to Reinvent 

 

Introduction 

Jewelry retailers in India are reeling under 

tremendous industry pressure. The jewelry retail 

market has become highly competitive, making it 

difficult for any jewelry retailer to survive the 

onslaught, unless the CEO decides to differentiate 

its organization. A careful analysis of India’s 

Jewelry retailing industry reveals some of the 

prime reasons why it’s not easy to survive, sustain 

and grow in this environment. It is human nature 

and almost impulse for anybody in this industry to 

ask this question, ‘What needs to be done to 

overcome the enormous pressure within this 

industry and still stay competitive’, which we too 

curiously asked and we could get the solution by 

applying Michael Porter’s industry analysis 

framework: improve the organization’s strategic 

posture by finding suppliers or buyers who 

possess the least power to influence it adversely. 

Although the framework helps us understand only 

’what needs to be done, it doesn’t tell us ‘how to 

accomplish a favorable ‘sweet spot’ in the 

industry’. This further intrigued us to dig a little 

deeper to find a solution to the ‘how’ part of the 

question.  

Over the last few years, mobile and web 

technologies have been playing a critical role in 

the lives of millions and have been considered as 

a part and parcel of our daily lives, be it at a 

professional level or at a personal front. The 

impact of adopting these digital technologies has 

seen a crucial positive effect on both consumers 

and also across the business value chain in 

various organizations – product development, 

sourcing/procurement, operations, distribution, 

sales and marketing. The world of jewelry retail is 

not different from the stand point of digital 

technologies adoption. If strategically 

implemented, these digital technologies will help 

position your organization in a ‘sweet spot’ where 

the competitive forces possess least power to 

influence your organization adversely. Some of 

the current issues pertaining to the jewelry 

retailing industry are mentioned below: 

1. Large number of big and mid-size branded 
retail players 

2. Longer procurement lead times 
3. High rental costs of the retail outlets 

4. Highly volatile fluctuating prices 
5. Highly inventory lead – Longer inventory turn 

around ratio 

6. Cut-throat competitive price-led ‘discounting’ 
model 

7. Enormous competitive forces from new players 
(Online jewelry retailers) entering the market 

rapidly, who are equipped with latest digital 

technologies 
8. Large number of inefficient front line sales 

staff (Who lack in-depth understanding of the 
product) 

9. Lack of trust and transparency among 
consumers with respect to the final price of the 

product, due to wastage and making charges 

 
Clearly, this situation will result in 2 possible 

outcomes – Let things be as-is and wait for the 
business to slowly bleed to its natural extinction 

or transform the existing business from a loss 
making to profit generating business venture. It is 
in these situations, the CEO of any jewelry retail 

organization should delve deep inside and outside 
of the organization to assess what new 

technologies would enable the business to 
perform more efficiently and effectively. In this 

era of digital revolution, offline jewelry retailers 

should look for innovative ways to stay abreast, 
compete fearlessly, sustainably grow their top and 

bottom lines, nurture and retain loyal set of 
customer base. With the advent of e-Commerce 

technologies, many pure play online ‘Jewelry’ 

retailers have lured online customers with large 
merchandize of gold, silver and platinum 

ornaments. In addition, these online retailers 
have also adopted mobile based technologies 

which will help them easily engage with 

customers. For the (offline) Jewelry retailer to be 
positioned in the ‘sweet’ spot of their industry, 

they should completely revamp their 
organizations’ existing business model by 



changing the organizations perspective from 

‘discounting’ led model to a completely ‘value’ 
based retailer.  

With an easy access to social media, it’s really 
easy for customers to post their opinions of the 

product or service, feedback about the products 

purchased or the service consumed. These 
opinions and feedback in the social media can be 

used to fine-tune existing product or service 
offering, develop innovate products that will fulfill 

the needs of the customers, gather market 
insights and analyze opinions about other 

competitors’ products/service offerings. It not 

only becomes important, but critical to adopt 
digital technologies since the balance of power is 

swiftly shifting in the favor of customers who are 
digitally equipped with the help of mobile phones, 

tablet and desktop devices to purchase products. 

This adoption of digital technologies by the 
customers has another unstated and often highly 

neglected advantage to it - Customers being able 
to provide serve themselves, ‘Self-service’. It is 

these mutually beneficial ‘value’ additions that 
need to be carefully thought over in the 

customer’s journey on both web and mobile store 

fronts, such that they help the offline jewelry 
retailers to gain these kinds of strategic 

advantages when compared to their existing 
offline competitors. While online retailers have 

already adopted digital technologies, what really 

can’t be ignored is the fact that those online 
retailers do not have an advantage which 

traditional jewelry retailers have – a strong offline 
presence. Customers in general have a tendency 

to touch, feel and try ornaments before they 

make the purchase and that’s where having an 
strong offline presence comes into play. 

Psychologically it offers a guarantee in the minds 
of the consumers for mitigating risk while 

purchasing products, since they have a physical 
retail stores where they can inform or register a 

complaint or get a refund, in case if there is any 

deficiency about the products or the service 
delivered.  

 

Based on the strategic functional consulting 

workshops that we do for traditional (offline) 
jewelry retailers, we believe that jewelry retailers 

who proactively adopt digital technologies to 
cohesively empower 3 different stakeholders 

(customers, vendors and employees) will enhance 

customer experience, create a collaborative 
environment with highly differentiated products, 

innovate by introducing additional products (Ex: 
Theft insurance for jewelry) and services (Ex: 

Free annual maintenance and polishing) to gain 
competitive strategic positioning in this Industry, 

when compared to both existing offline and online 

jewelry retailers.   
 

Digital Roadmap for Jewelry retailers 

Before any digital program can be implemented, 
some of the key questions that need to be 

answered by the CEO of that organization are:  

  
1. What value will the digital enablement 

program yield to each of the identified 
stakeholders involved in the organization? 

2. What are the objectives of this digital 
enablement program?  

3. How do the goals for digital enablement align 

with the overall organizational strategy? 
4. How are the digital technologies affecting this 

industry’s business? 
5. Are there any business processes that need to 

be changed? What will be the impact of this 

change? 
6. Should digital technologies be enabled for 

business model, products and services, business 
processes, customer segments and/or channels? 

7. Do we have the right resources for 

implementing digital commerce technologies? 
8. Which areas do target stakeholder’s value the 

most and therefore deserve investment? 
9. What are the challenges with respect to the 

existing legacy systems? 
 

 

 

 
 

 
 

 
 



 

 
 

 
 

 

 
 

 
 

 
 

 

 
 

 
 

 

 
By capturing this information in digital format 

and using this information whenever required will 
help jewelry retailers to lay a strong foundation 

to the digital enablement program to yield long 
standing benefits. 

 

Key benefits of the ‘Digital’ enablement 

program 

» Cater to new customer segments by reaching 

out to global audience 

» Empower front line sales staff with more 
information about the products and customer’s 

preference 
» Empower vendors with insights and 

competitive intelligence to create mutual win-
wins 

» Improve customer satisfaction through better 

service 
» Effective inventory utilization 

» Increase customer’s involvement 
» Increase in the number of leads for the 

physical, web and mobile store fronts 

» Increase brand awareness 
» Increase revenue  

» Reduce operational costs 
» Improve profit margins 

» Enhance product design, service quality and 
customer experience by incorporating 

customer’s feedback 

» Increase repeat purchase 
» Build loyal customer base 

 
 

» Instant reporting for management to respond 

quickly to customers’ needs 
» Analyze large amounts of customer data to 

provide ‘personalized’ offerings to customers 
 

An ideal ‘Digital’ Commerce Eco-System for 

Jewelry retailers 

The following diagram illustrates Embitel’s view 

of a completely integrated digital platform that 

effectively caters to all business requirements of 

jewelry retailers which will enable them to 

fearlessly compete with other jewelry retailers 

and online only jewelry retailers in this digital 

world. 

In the era of Omni-channel retailing capabilities, 

customers have increasingly and conveniently 

started using mobile and tablet devices 

considering the ease of use, speed and comfort. 

Although customers prefer using multiple 

channels which includes retail outlet, web store, 

mobile store, customer support and social media 

to search, discover, evaluate, compare, validate, 

try (either through visiting the nearest retail 

outlet or through booking a ‘trial request at 

home’ online) and place orders for products 

through online (web or mobile) or offline retail 

stores, the trend of using mobile devices and 

mobile apps is increasing rapidly among 

customers.  

Digital Roadmap for Jewelry Retailers 

 
 Educate the need for digital 

enablement program 
 Digitize product catalog 
 Digitize various forms of content 

that are useful from organization 
and consumer perspectives 

 Digitize all the forms of 
communications among all the 
stakeholders 

 Integrate robust analytics tool to 

help analyze consumer behavior 

 
 

 Identify and prioritize critical 
business areas which needs to 
be digitally enabled 

 Define the goals that needs  to 
be met post implementation 

 Define the various stakeholders 
who will gain maximum value 
from this implementation 

 Identify all the key features and 
functionalities that will help the 
identified stakeholders achieve 
their objectives 

 Define workflows to streamline 
and improve operational 

efficiency 

 
 

 Utilize existing multiple 
independent 3rd party systems 
to offer an holistic experience 
for improved operational 
efficiency 

 Shift all the transactional 
activities to enterprise class 
digital platform 

 Collaborate with customers, 
employees and vendors by 
empowering them with digital 
technologies 

 Provide an seamless Omni-
Channel experience 

 Impart necessary digital skills  

 
 
 

 Gather analytical (Big) data to 
analyze customer behavior  

 Based on the analysis, design 
personalized campaigns, 
design ornaments to 
mesmerize and engage 
customers resulting in higher 
revenue and increase in 
customer loyalty 

 On social media and digital 
media platforms, promote all 
the ornaments that were 
collaboratively created based 
on customer’s involvement  
(Ex: Ornaments created as per 

customers’ requirements) 

Build Foundation 
Define objectives and key 

requirements 
Operationalize Optimize and Market 
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Marketing 

Collaboration 

Reports 

Relationship 

Management 

Self Service 

Support 

Operations 

Digital 
Commerce 

enabled Jewelry 
retailer 

Marketing 

 
 Display of products and services 
 Up-Sell, Cross-Sell, Related Products, ‘People Who Brought X 

Also Brought Y’ 
 Newsletters 
 Personalized landing pages and promotions 
 Social media 
 Personalized content rich blogs 
 Deep customer involvement through ‘My-Style’ section 

Collaboration 

 
 Customer friendly user interface to 

customize orders as per customers 
requirement 

 Employee dashboard to analyze the 
requirements shared by the 
customers 

 Vendor dashboard to accept orders 
placed by the customers for 
customization of products 

 Improved mutual relationship 
between organization and vendors 

 In-depth multiple parameter wise 

reports for all the transactions can 

be carried out  on this digital 

commerce platform 

Reports downloadable in multiple 

formats (xls and pdf) for 

management reporting 

 Availability of reports for each of the 

stakeholder using this platform – 

Vendor/Employee/Management 

 educe the # of iterations from order 
placement to delivery due to clarity 
in customers’ requirements 

 Better sales planning and forecasting 
capabilities through robust analytical 
data 

Reports 

 
 In-depth multiple parameter wise reports for all the 

transactions can be carried out  on this digital commerce 
platform 

 Reports downloadable in multiple formats  (xls and pdf) 
for management reporting 

 Availability of reports for each of the stakeholder using 
this platform – Vendor/Employee/Management 

Relationship Management 

 
 Digital Channels – Web, mobile, 

social and tablet devices  

 Vendor specific dashboard for 

accessing relevant transactional 

information (Ex: # of products 

sold)  

 Employee specific dashboard 

for accessing relevant 

transactional information (Ex: # 

of order received) 

Self Service 

 
 History of ornament customization request 

placed 
 Previous reference documents related to 

customization (Tickets raised/ documents 
exchanged between sales rep and 
customer/skype call video and audio 
recordings) 

 Real time status update of the order placed 
for customization 

 Transactions history  
 Ornament warranty certificates 
 Annual Maintenance Contracts (Polishing, 

repair, etc) 
 Insurance for ornaments 
 Appointment scheduling 
 Option of uploading multiple reference 

materials (Pdf/jpg/gif/png) for ornament to 
be customized 

 Event based notifications/alerts 
 Set preferences 
 Request for quotation 
 Sign-up for gold schemes 
 Make payment for gold schemes 
 Rewards & loyalty management 

Support 

 
 Skype Call 
 Live Chat 
 CRM – Lead generation and 

management 
 Phone 
 IVR 
 Cloud Telephony 
 WhatsApp 
 Email 
 ‘Contact us’ form 
 In-Store 
 

Operations 

 
 Empower front line sales staff with in-depth product 

information 
 Well informed front line sales staff who have access to 

details about the customers previous orders/history 
 Analyzed analytics data to help front line  sales staff offer 

completely personalized products, services and promotions 
 Front line sales staff is instantly notified about the 

commission amount received after making a sale 
 Respective sales manager is informed about the sales targets 

achieved by their respective sales executive 
 Effective utilization of inventory by spreading them across 

multiple offline retail outlets , online and mobile store front 
 Highly optimized online store and mobile apps for better 

performance, leading to better sales conversions 



Gone are those days when customers had one 

retail brand name in their mind and would go 

with their family to purchase jewelry from that 

particular retail store itself. The customer’s 

journey has changed tremendously. Right from 

the time the need for jewelry arises, the 

customer’s journey would be something like this 

– Search on google using the mobile device, 

search results are displayed based on the 

customer’s current locations, he/she chooses a 

web stores or walks into a nearest jewelry 

retailer’s store, browses through the product 

catalog, takes some snaps (If allowed, in case of 

retailer’s store visit), shortlists some of the 

designs, on the way sees some ornaments’ 

designs of a movie poster, shares those jewelry 

designs snaps among their social networks and 

asks feedback. Based on the feedback received 

and upon invoking his/her own creative side, the 

customer then wants to place orders for 

products that are a mix of multiple designs seen 

so far (including designs displayed in the product 

catalog, snaps of designs from competing 

retailers, feedback received in social media and 

their own creative side) or in case of a 

standardized product, the customer wants to 

make sure they get those products from the 

lowest priced retailer (Online or offline). In 

today’s world of Omni-channel capabilities, 

customers will be able to do each of these 

mentioned activities either through web only, 

mobile device only, mobile app only or through 

web and/or mobile app. That’s how complex the 

customer’s journey is becoming.  

However, what really needs to be admired is that 

customers are offering ample business 
opportunities for jewelry retailers. It is these kind 

of opportunities that need to be served instead 

of competing in the ‘discount’ led model. To 
cater to these kind of opportunities, with the 

help of digital technologies, a host of features 
need to be made available to customers, such 

as:  

- Ability to schedule a meeting with the sales 
representative of the jewelry retailer  

- An option to interact with the retailer’s design 
team to help them understand his/her 

requirements through a skype 

call/gtalk/GoToMeeting 
- Customers should be able to upload photos, 

some sketches of the ornament to be made, and 
access to all the reference materials that were 

exchanged between customers and design staff, 

employees of the jewelry retailer  
- Customers should be able to approve the 

finalized ornament to be made and make a part 
of the payment as an advance amount for the 

work to be started 
- Frequent alerts and notifications on the 

progress of the custom-made ornament which is 

being manufactured as per the finalized designs  
- Order completion notification along with all the 

details of the pending amount to be paid, and an 
option to be able to use previously available 

‘store credits’ towards the pending payment 

amount 
- An option to get the customized order delivered 

either to their address or an in-store pick up  
- Upon delivery, the customer should be able to 

login to their account to see the rewards and 
loyalty points added and view the complete 

history of their customized order  

- Customer should be able to socially share 
(including on WhatsApp) the customized 

ornament among their social networks, upload 
photos in the ‘My Jewelry, My Style’ section of 

the web/mobile store (Only the ‘Approved’ 

photos in ‘My Jewelry, My Style’ section are 
displayed to all the customers on the store 

front), refer this jewelry retailer in their network 
(Either through social media or email)  

 

At this point, the customer should be able to 
purchase jewelry insurance, displayed with the 

warranty certificate along with an option to take 
a print-out whenever required and sign up for 3 

or 5 years of maintenance and polishing service.  
On the other hand, for the sales order placed by 

the customers, the vendors on their mobile app 

should be able to receive notification about all 

the reference documents for the customizations 

required, so that the product to be finished as 

per the customer’s requirement. Based on the 

vendor’s understanding of the work to be carried 

out, the vendor should be able to provide an 

estimate of the delivery date (which should be 

approved by the jewelry retailer) and generate a 

quotation for the order to be placed from the 

jewelry retailer. In the meantime, based on the 



mutually agreed terms, the jewelry retailer 

should be able to raise a purchase order against 

the vendor’s quotation. Within the agreed time 

frame, vendor should be able to upload work-in-

progress photos, based on which a notification is 

sent to the customer (Email and/or SMS). Later, 

the vendor using the mobile app should be able 

to change the status of order and the customer 

is notified about the ‘finished’ product. 

Customers, who will opt for in-store pick up will 

be able to schedule an appointment with the 

sales executive, so that the assigned sales 

executive is prepared for the customer’s 

presence at the retail stores. The sales 

executive, with his iPad/tablet/mobile devices, is 

completely aware about the customer’s 

requirements and will be able to compare the 

customer’s requirements to the completed 

product before the final delivery of the 

ornament. In addition, employees through their 

iPad/tablet/mobile devices will be able to display 

to customers a completely personalized ‘Up-Sell’, 

‘Cross-sell’ products, all this based on the 

analytical data. In the process, due to constant 

interaction and association with the employees 

of the jewelry retailer, the customer along with 

the employee would have co-created products 

together. In fact, based on the products that are 

co-created it will be much easier for the jewelry 

retailers to fine tune their product development 

and product assortment strategy, based on the 

insights gained from such customization of 

products. 

Conclusion 

Jewelry retailers should view digital technologies 
from an altogether different perspective, as to 

how it could help them conduct specific tasks, 
activities and processes, so that can be 

accomplish the expected outcomes in a much 

faster fashion compared to the existing ones, 
rather than viewing digital technology as a 

standalone entity away from business entity.  
 

Despite the trend of customers buying jewelry 
ornaments from pure play ‘online’ retailers, a 

strong offline retail presence coupled with 

digitally empowered stakeholders (Customers, 

Vendors and Employees) will predominantly play 
a crucial role in helping jewelry retailers increase 

revenues by accepting orders for ‘customization’ 
of ornaments, displaying personalized ‘Up-Sell, 

‘Cross-Sell’ products (both at physical retail 

outlets and online stores), providing additional 
bouquet of products/services like insurance for 

ornaments’ theft, annual maintenance contracts 
(Once in every 3 years polishing of the 

purchased ornaments at 30% cheaper price than 
the regular price, polishing services), etc and 

lowers the costs drastically by improving the 

efficiency of business operations and 
effectiveness of employees and vendor, thereby 

improving margins to a great extent, which is the 
key component for survival and sustenance in 

any industry. Branded jewelry retailers should 

invest in digital commerce technologies that will 
help build direct-to-manufacturer and direct-to-

consumer relationships which will deliver ‘value’ 
across the path to procurement and path to 

purchase thereby effectively closing the loop 
between procurement, customer engagement 

and sales. Through the jewelry retailer’s digital 

presence (web and mobile), offline retail store’s 
front line sales executives will be able to target 

larger superset of customers and prospects; 
mutual win-win outcomes can be achieved if the 

digital technologies are enabled to all the 3 

stakeholders (customers, vendors and 
employees) for them to collaborate with each 

other to form a vicious ‘value’ based chain from 
an organizational perspective to completely reap 

the benefits of enabling digital technology, as 

described in this whitepaper. 
Clearly, the future of jewelry retailing in India 

lies with those retailers who will embrace digital 

commerce technologies to the people and 

processes. Sooner or later, digitally empowered 

customers will be performing tasks that would 

include uploading multiple photos of the jewelry 

ornaments as a reference for designs, customers 

will be able to mix and match multiple designs 

(From the photos that were uploaded by them), 

see how an ornament will look in real time (even 

much before an order is placed) with all of their 

chosen possible ‘mix and match’ combinations, 

upload their own photo or visit a retail outlet 

where they will be requested to enter their 

online credentials, stand in front of a mirror for 



the customers to be completely surprised with all 

the products that are completely personalized 

based on the analytics data and customer’s 

preference. In addition, they will be able to 

visualize how each of the displayed ornament 

will look on them without even wearing them. 

What is expected by customers today may be 

seen by the retailers as a ‘luxurious’ need, but 

those are the same needs which retailers will see 

as ‘essentials’ tomorrow. That’s how complex 

customer’s needs and expectation could become 

in this digital world. The rules of the jewelry 

retailing game are going to get toucher and 

toucher, each single day. The rules of the game 

in this industry seem to be very clear; embrace 

digital technologies or perish. 
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Start Today 

 

For more information on how Embitel Technologies can help you drive your business objectives using 
ecommerce technologies, contact us at sales@embitel.com or visit us at www.embitel.com 
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