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1. Introduction and scope

Retail fashion has become a useful setting for observing how Information
Systems reshape strategy, because growth targets, customer expectations, and
operational constraints collide in real time across stores, apps, and logistics
networks. The case selected for this report is Inditex’s Zara, focusing on the
strategic shift toward an integrated omnichannel model during the last decade,
where the organisation increasingly treats stores and digital channels as one
coordinated commercial system rather than parallel businesses. Bharadwaj et
al. (2013) stated that digital business strategy should be treated as business
strategy itself when digital resources function as connective tissue across

functions and processes (cf. Bharadwaj et al., 2013, p. 473).

The report frames Zara’s strategic change as an information problem before it is
a channel problem: reliable, near-real-time visibility of inventory, demand
signals, and fulfilment capacity across logations and touchpoints. Beck and Rygl
(2015) linked integrated multiple-channel retailing to the underlying integration
of data and processes, explicitly pointing to integrated information systems that
share customer and inventory data aeréss-channels (cf. Beck & Rygl, 2015, p.
171). The analysis also treats strategy as contingent on competitive pressure
and organisational posture, because realised digital strategy varies with

environment and managerial choices (cf. Mithas et al., 2013, p. 511).
2. Company and sector context

2.1 Sector overview

Fashion retailing has become a high-frequency, data-intensive sector in which
assortment decisions, replenishment and customer interaction are tightly
coupled. What used to be a relatively linear journey from marketing to store
purchase now unfolds across websites, apps, social platforms and physical
stores, often within the same decision episode. Verhoef et al. (2015) noted that,
in omni-channel settings, consumers move through channels interchangeably
and judge retailers on the coherence of the whole experience rather than on a

single channel performance (cf. Verhoef et al., 2015, p. 176). Beck and Ryqgl|



(2015) similarly stated that the core difference between multi-channel and omni-
channel retailing lies in the degree of integration, because full omni-channel
propositions require coordinated data, inventory and service promises across
touchpoints (cf. Beck & Rygl, 2015, p. 174).

2.2 Inditex/Zara background

Inditex is a Spanish fashion retail group whose portfolio includes Zara and
several other concepts, operating at global scale with a business model
designed to keep market feedback and production decisions close in time. In its
non-financial information statement, the group describes itself as present in
more than 200 markets, and frames people and the supply chain as central
resources in that integrated model (cf. Inditex, 2021, p. 44). Zara functions as
the flagship concept, and the firm increasingly treats stores as both sales and

fulfilment nodes rather than as standalone endpoints.

2.3 Strategy shift to omnichannel “

The strategic shift to omnichannel at Inditéx can be read as a move from speed
alone to speed plus reach, achieved by 'redesigning the customer journey
around a single, integrated commercial system. Verhoef et al. (2015) argued
that omni-channel management is not simply “more channels”, but the
synergetic coordination of channels and touchpoints to optimise the overall
experience and performance (cf. Verhoef et al., 2015, p. 177). Inditex’s FY2017
results presentation makes this repositioning explicit, reporting that the group
was rolling out a global, fully integrated store and online platform, while online
sales grew 41% and reached 10% of group net sales in that year (cf. Inditex,
2018, p. 2).

3. Information system as strategic enabler

3.1 System landscape

Inditex’s omnichannel shift is anchored in an information system landscape that
treats stores, distribution centres, and the web shop as one operational space.
The backbone is an enterprise inventory layer that consolidates stock

movements from store point-of-sale, warehouse execution, and high-frequency



store updates into a single view. Inditex describes this as an integrated stock
management system supported by RFID technology, with store stock and online
stock merged in a single environment (cf. Inditex, 2022, p. 3). This inventory
layer feeds an order management capability that routes demand to stores or
DCs, while synchronising with store applications and warehouse systems for
picking, packing, and dispatch confirmation. Hibner et al. (2016) argue that
exploiting store inventory for distance fulfilment requires an adequate IT system
to enable store-based picking and allocation decisions (cf. Hibner et al., 2016,
p. 282).

3.2 Key processes

3.2.1 Inventory capture and reconciliation

Inventory capture is a continuous accounting problem: receipts, transfers, sales,
and adjustments are posted as time-stamped movements against a stock
ledger per SKU and location. Cycle “counts reconcile recorded and physical
stock and document variances for follow-up. Variances are classified, for
instance as shrinkage, misplacement, orltransaction error, and can trigger
master data corrections. Inditex links this logic to an RFID-supported integrated
stock management system, which increases the frequency and reliability of

store stock updates (cf. Inditex, 2022, p. 3).

3.2.2 Availability and promise

Availability matters strategically when it is operationalised as a promise that can
be computed, reserved, and monitored. The system calculates available-to-
promise by netting on-hand stock against reservations and buffers, then
adjusting for expected receipts and operational constraints such as picking
capacity and carrier cut-off times. Gao and Su (2017) show that buy-online-and-
pick-up-in-store hinges on accurate inventory availability information, because
the pickup option draws directly on store inventory (cf. Gao & Su, 2017, p.
2479).



3.2.3 Order orchestration

Order orchestration turns demand into executable tasks across stores and
distribution centres. The order management system decomposes orders into
lines, selects fulfilment nodes, and issues instructions for picking, packing,
labelling, and shipping, while handling exceptions such as split shipments and
failed picks. It also reallocates reservations when a node cannot confirm stock,
so that the promise is updated rather than silently broken. Wollenburg et al.
(2019) frame fulfilment-related options and delivery choices as interdependent
process decisions across the journey, which makes orchestration logic a

strategic capability rather than a back-office routine (cf. Wollenburg et al., 2019,
p. 1).

3.2.4 Click-and-collect

Click-and-collect operationalises “one stock” as a controlled status workflow.
The system reserves stock against a«target store, creates a pick task, and
notifies the customer once the parcel is staged and marked ready. Hubner et al.
(2016) describe click-and-collect as a stor:e pickup concept that can leverage
integrated DC deliveries to stores, reducing” incremental shipment effort (cf.
Huibner et al., 2016, p. 281).

3.2.5 Returns and reverse logistics

Returns combine reverse physical flows with refunds that must remain
consistent across channels. The information system matches returned items to
original order lines, applies refund rules, records disposition outcomes, and
posts inventory and financial updates. Hubner et al. (2016) note that in-store
returns for online purchases require cross-channel communication in ERP
infrastructure and therefore create additional IT requirements (cf. Hibner et al.,
2016, p. 284). Bernon et al. argue that omnichannel returns demand alignment
between return processes, information systems, inventories, and performance

measurement (cf. Bernon et al., 2016, p. 2).



3.2.6 Replenishment and allocation

Replenishment and allocation distribute inventory across competing demand
streams while keeping service and working capital stable. Rules draw on
forecasts, local velocity, and lead times, then translate them into receipts,
transfers, and buffers by node. The system maintains reservation states and
transfer orders so decisions remain consistent with what has already been
promised. Hubner et al. (2016) observe that pooling inventory across channels
can reduce total stock and logistics cost when allocation is transparent across
nodes (cf. Hubner et al., 2016, p. 271).

3.3 Core data entities

The strategy depends on a shared data model that allows cross-channel
decisions to be made consistently. At the product level, the SKU is the primary
key linking pricing, assortment, replenishment, and valuation. Item-level
identifiers, such as RFID tags, carry.state transitions as units move through
DCs and stores, strengthening the link' between physical counts and system
records (cf. Inditex, 2022, p. 3). Location :entities represent stores, DCs, and
carrier nodes, with attributes such as“service hours, picking capability, and
delivery catchment. Hubner et al. (2016) conceptualise omni-channel
distribution through source and destination nodes that must be linked through
information flows, which makes these entities analytically central (cf. Hubner et
al., 2016, p. 259).

3.4 Data governance and performance metrics

Omnichannel execution depends on shared definitions, so governance
becomes part of the operating model. Abraham, Schneider and vom Brocke
(2019) define data governance as authority and control over data management
to increase value while reducing cost and risk (cf. Abraham et al., 2019, p. 1).
Practically, that implies ownership for product, inventory, order, and customer
domains, plus stewardship routines for quality rules such as SKU uniqueness,
location hierarchies, and return reason taxonomies. Cao et al. (2021) highlight

that features such as identity and access management help implement data



governance at scale by controlling internal data access and accountability (cf.
Cao et al., 2021, p. 14).

4. Implementation and organisational change

4.1 Rollout approach

Inditex’s omnichannel shift required a rollout logic that prioritised interoperability
and repeatability across brands, geographies, and partners. A pragmatic way to
do this is to standardise the “backbone” first, then expand channel-facing
services once data flows are stable. Inditex reports that it implemented its
Warehouse Management System across external logistics operators and rolled
out RFID and the integrated stock (SINT) programmes across all retail
concepts, which signals an architecture-first rollout built around a shared
operational data layer rather than isolated channel projects (cf. Inditex, 2022, p.
9).

4.2 Role and workflow changes .

Operational roles shift when the store becorlnes both a selling point and a micro-
fulfilment node. Hubner et al. (2016) found that eross-channel returns and store-
based handling create new routines in which store teams receive, inspect, and
route items onward, meaning that inventory accuracy and process discipline
become everyday responsibilities rather than back-office concerns (cf. Hibner
et al., 2016, p. 282). In parallel, order fulfilment work becomes distributed: the
same online order can be routed via multiple distribution points, which forces
clearer handovers between stores, warehouses, and carriers, and typically adds
workflow steps such as picking, packing, and exception handling to front-line

operations (cf. Wollenburg et al., 2019, p. 10).

4.3 Change management challenges

The hardest barriers are rarely technical interfaces alone; they are
organisational interfaces. Wollenburg et al. (2019) describe how “basic
multichannel” set-ups often reflect segregated organisational units with
standalone IT systems, a legacy that makes integrated execution and shared
accountability difficult (cf. Wollenburg et al., 2019, p. 2). Hosseini et al. (2017)



found that moving toward omnichannel capabilities requires dissolving siloed
structures and aligning channel operations with shared customer and inventory
information, which typically triggers conflicts over decision rights, incentives,

and service priorities (cf. Hosseini et al., 2017, p. 12).

4.4 Data quality and compliance

Omnichannel execution is only as credible as its data. A defensible
implementation therefore treats data governance as a control system that
assigns ownership, defines validation rules, and makes quality visible through
metrics. Bernardo et al. (2024) outline how data quality models can guide
continuous improvement while explicitly linking quality controls to legal and
regulatory requirements, with dimensions such as accuracy, consistency,
timeliness, and completeness (cf. Bernardo et al.,, 2024, p. 20). On the
compliance side, Inditex frames privacy and data protection as a formal
compliance model anchored in a dedic_ated policy, implying that governance
must extend from operational data to p-ersonal data handling across channels
(cf. Inditex, 2022, p. 10). i

4.5 Risk, privacy, and security

Omnichannel increases the attack surface because more partners, endpoints,
and integrations touch the same data. Oriot et al. (2021) argue that the highest-
return security investments are often those that enable coordination and
improve system-wide resilience rather than isolated point controls (cf. Oriot et
al.,, 2021, p. 1). In parallel, formal privacy governance is needed to keep

customer data processing lawful across channels (cf. Inditex, 2022, p. 10).
5. Outcomes: costs and benefits

5.1 Cost structure

The cost base behind Inditex's omnichannel pivot can be read as a mix of
recurring execution costs and a sustained investment programme. Inditex
reports capital expenditure of €1.4 billion for FY2022, including €192 million of
extraordinary capex linked to multiyear projects (cf. Inditex, 2022, p. 81). Within

an omnichannel design, this spending typically maps onto store upgrades that



support ship-from-store and pick-up, logistics capacity and automation, and the

in-store infrastructure required to sustain a “single inventory” view at item level.

5.2 Benefits and KPlIs

Benefits are visible at two levels, commercial growth and promise reliability. In
FY2020, Inditex reports online sales of €6.6 billion and 77% growth in constant
currencies, while stating that RFID and the SINT single-inventory programme
were fully rolled out and that SINT contributed €1.2bn to online sales (cf.
Inditex, 2020, p. 519). At process level, Wollenburg et al. (2019) find that
customer dissatisfaction rises when availability checks are weak, which makes
inventory transparency and promise accuracy central omnichannel KPIs (cf.
Wollenburg et al., 2019, p. 5). A realistic scorecard also tracks cost per order
and picking productivity, because operational prioritisation can increase picking
costs through smaller batches and extra routes (cf. Wollenburg et al., 2019, p.
6).

5.3 Trade-offs and limits :

The core trade-off is service level versus cost-to-serve when fulfilment is
distributed across nodes. Wollenburg et al. (2019) find that operational
prioritisation often requires smaller picking batches and extra routes, which
increases processing costs even when customers benefit from faster delivery

and fewer wasted trips (cf. Wollenburg et al., 2019, p. 6).
6. Critical evaluation and lessons

6.1 Why this is strategic IS

This case fits strategic IS because the system is not a channel add-on, it
becomes the operating logic of the strategy. Inditex frames FY2020 as a
landmark year in its transformation into a fully integrated, digital business
model, explicitly tying “total integration of stores and online” to RFID and SINT
and describing the firm as becoming more responsive and agile (cf. Inditex,
2020, p. 519).



6.2 Transferable insights

Two transferable insights follow. First, omnichannel performance is bounded by
data integrity, so “single inventory” has to be treated as an enterprise data
discipline, not merely as an interface feature. That implies clear ownership of
master data, disciplined reconciliation routines, and metrics that surface
exceptions early. Second, reverse flows must be engineered as carefully as
forward fulfilment, because returns expose fragmentation fast and can destroy
unit economics if policies, authorisations, and refund triggers differ across
channels. Karlsson et al. describe omni-channel returns management as a
patchwork of solutions that requires cross-functional and cross-organisational

cooperation (cf. Karlsson et al., 2023, p. 8).

6.3 Typical failure modes

Failure modes cluster around truth and organisational incentives. If inventory
data are stale or overly optimistic, .availability displays erode trust, a risk
highlighted for fashion where exact store gquantities are hard to guarantee (cf.
Wollenburg et al.,, 2019, p. 5). |If funcflions optimise locally, returns and
reimbursements become incompatible™ workarounds, which mirrors the

“patchwork” pattern described in omni-channel returns (cf. Karlsson et al., 2023,
p. 8).

7. Conclusion

Inditex’s Zara illustrates how a strategic shift becomes feasible only when
information systems stabilise the organisation’s operational “truth” across
channels. The move toward omnichannel was not a simple expansion of online
sales, but a redesign of how availability is defined, promised, and delivered
through shared inventory visibility and coordinated fulfilment decisions. Once
inventory, orders, and returns are treated as one connected system, stores can
function as service and fulfilment nodes without undermining customer
experience or financial control. The case also shows that implementation
success depends on organisational redesign: roles broaden, routines become
more data-disciplined, and governance moves closer to frontline execution.

Benefits emerge in stronger service reliability, better conversion, and higher
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responsiveness, yet the model raises cost-to-serve and increases managerial

complexity if incentives and data quality are not aligned.
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