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Abstract 

This article examines marketing, retail innovation, and digital commerce as an integrated strategic field 
rather than as separate managerial functions. Digital technologies have reconfigured the customer 
journey, blurred online and offline boundaries, enabled platform-based business models, and 
increased the importance of data, artificial intelligence, logistics, privacy, and trust. The article argues 
that sustainable competitive advantage depends on value orchestration: the coordinated design of 
customer experience, assortment, channels, operations, partnerships, and governance. It 
distinguishes digitization from retail innovation, explains the transition from multichannel to 
omnichannel and unified commerce, and evaluates direct-to-consumer, marketplace, subscription, 
recommerce, social, mobile, live, and conversational models. Particular attention is given to 
personalization, retail media, algorithmic accountability, cybersecurity, last-mile delivery, 
sustainability, inclusion, and the participation of micro, small, and medium enterprises. The discussion 
highlights implications for Indonesia and other Global South contexts, where geography, infrastructure, 
trust, language, payment practices, and local institutions shape the outcomes of digital commerce. The 
concluding framework calls for human-centered, evidence-based, and responsible commerce in which 
technology improves relevance and efficiency while preserving autonomy, fairness, resilience, and 
social legitimacy. 
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Glossary 

Artificial intelligence (AI): Computational systems that perform tasks associated with learning, 
prediction, language, perception, or decision support. 

Business model: The configuration through which an organization creates, delivers, and captures 
value. 

Conversational commerce: Commerce conducted through messaging interfaces, chatbots, voice 
assistants, or other dialogue-based interactions. 

Customer experience: The customer’s cognitive, emotional, social, sensory, and behavioral 
response across the entire relationship and journey. 

Customer journey: The sequence of tasks, touchpoints, expectations, and experiences through 
which a customer addresses a need. 

Digital commerce: The digitally enabled discovery, interaction, transaction, payment, fulfillment, 
service, and feedback involved in exchange. 

Digital transformation: Organizational change in strategy, capabilities, processes, and culture 
enabled by digital technologies. 

Dynamic capabilities: The organizational abilities to sense change, seize opportunities, and 
reconfigure resources. 
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First-party data: Data collected directly by an organization through its own customer relationships 
and authorized interactions. 

Generative AI: AI that produces new text, images, audio, code, or other content from learned 
patterns and prompts. 

Omnichannel retailing: A coordinated retail model in which customers can move across channels 
with continuity of information and service. 

Platform ecosystem: A network in which a platform connects multiple participant groups and 
enables complementary value creation. 

Personalization: The adaptation of content, assortment, service, or offers to an individual or 
segment using relevant information. 

Retail media: Advertising and sponsored discovery offered through a retailer’s audience, digital 
properties, physical spaces, or transaction data. 

Recommerce: The resale, rental, refurbishment, repair, or reuse of products through organized 
commercial channels. 

Retail innovation: A new or significantly improved product, process, experience, organization, or 
business model in retailing. 

Service-dominant logic: A perspective that views value as co-created through service, use, and 
interaction rather than embedded solely in goods. 

Unified commerce: An integrated commerce architecture using shared data, inventory, customer 
records, and processes across touchpoints. 

Value ecosystem: A network of actors, resources, institutions, and interactions through which value 
is jointly created and distributed. 

Zero-party data: Information that customers intentionally and proactively provide, such as 
preferences or stated needs. 

1. Introduction: Marketing in a Reconfigured Marketplace 

Marketing, retailing, and commerce are often discussed as if they were separate managerial 
domains. Marketing is associated with understanding customers and shaping demand; retailing with 
the distribution and presentation of goods; and commerce with the transaction through which value is 
exchanged. Digitalization has made that separation increasingly artificial. A customer may discover a 
product through a short video, compare it through a marketplace, ask an artificial intelligence assistant 
for advice, visit a physical store to assess quality, place an order through a mobile application, and 
receive the parcel from a neighborhood fulfillment point. The transaction is distributed across a 
sequence of encounters, data exchanges, and operational decisions. The contemporary problem is 
therefore not merely how to sell online. It is how to design a coherent value system in which market 
insight, retail experience, technology, operations, and institutional trust reinforce one another. 

The central argument of this article is that marketing, retail innovation, and digital commerce 
should be understood as one strategic field of value orchestration. Marketing provides the interpretive 
capability: it identifies needs, meanings, problems, aspirations, and segments. Retail innovation 
provides the design capability: it converts those insights into new formats, services, experiences, 
assortments, and relationships. Digital commerce provides the connective infrastructure: it enables 
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discovery, interaction, payment, fulfillment, feedback, and learning across time and place. None of 
these capabilities is sufficient on its own. Sophisticated advertising cannot compensate for unreliable 
delivery. A technologically impressive store cannot create enduring value if the merchandise is 
irrelevant. A low-friction digital checkout cannot build loyalty when customers fear misuse of their 
personal data. 

This integrated view is particularly important because competition now takes place between 
systems rather than isolated products. A brand competes not only through quality or price but also 
through search visibility, recommendation relevance, interface clarity, delivery reliability, returns, 
customer service, community participation, and the credibility of its claims. Platforms intensify this 
condition by bringing many sellers, consumers, logistics providers, payment institutions, software 
developers, advertisers, and customers into shared environments. The platform may own little 
inventory while exerting substantial influence over how value is discovered, ranked, financed, and 
delivered. Gawer and Cusumano (2014) describe platforms as foundations upon which complementary 
innovations are built; in commerce, this means that the rules governing access, data, visibility, and 
interoperability become strategic assets. 

The transformation is not purely technological. It changes the social meaning of shopping and the 
managerial meaning of the customer. In a conventional retail model, the customer is encountered at a 
store, catalog, or sales interaction. In digital commerce, the customer is also represented by behavioral 
traces: searches, clicks, dwell time, location signals, purchase histories, reviews, device 
characteristics, and patterns of abandonment. These traces can improve relevance, but they can also 
create surveillance, exclusion, manipulation, or discriminatory pricing. The more intensely a firm learns 
from customers, the greater its responsibility to explain its data practices and protect the dignity and 
autonomy of the people from whom the data originate. 

The article develops a conceptual and practical framework for this changing field. It first examines 
the evolution from the marketing mix toward value ecosystems and customer journeys. It then 
distinguishes retail innovation from simple digitization, explains the strategic importance of 
omnichannel integration, and analyzes major digital commerce models. Subsequent sections address 
artificial intelligence, personalization, social and mobile commerce, logistics, sustainability, trust, 
inclusion, organizational change, measurement, and the implications for Indonesia and other Global 
South economies. The discussion is deliberately managerial but retains an academic orientation: 
established theories are connected to concrete decisions concerning positioning, platform design, 
operations, governance, and capability development. 

The intended conclusion is neither technological optimism nor nostalgia for an earlier retail order. 
Digital commerce creates opportunities for access, entrepreneurship, and more responsive services, 
yet it also concentrates power, generates new forms of dependency, and increases the speed at which 
errors can propagate. The most resilient organizations will be those that combine analytical 
sophistication with human judgment, experimentation with accountability, and efficiency with social 
legitimacy. Marketing must become more evidence-based without becoming less humane; retail must 
become more innovative without becoming less accessible; and digital commerce must become more 
convenient without treating convenience as a substitute for trust. 
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2. From the Marketing Mix to Value Ecosystems 

The classical marketing mix remains useful as a language for managerial coordination. Product, 
price, place, and promotion provide a simple way to ask whether an offering is desirable, affordable, 
available, and communicated effectively. Yet the digital environment exposes the limits of treating 
these elements as independent decisions. Product information is continuously updated by user 
reviews and recommendation systems. Price may vary by time, inventory, demand, subscription status, 
or promotional algorithm. Place is no longer a single channel but a network of stores, platforms, 
applications, pickup points, and delivery routes. Promotion is no longer a one-way message; it is an 
interactive stream in which customers respond, reinterpret, remix, and publicly evaluate the brand. 

The shift from a mix toward an ecosystem is consistent with the service-dominant logic proposed 
by Vargo and Lusch (2004). Value is not simply embedded in a product and transferred to a passive 
buyer. It emerges through use, experience, problem solving, and interaction among multiple actors. A 
retailer sells more than an object when it provides assurance, convenience, advice, financing, 
installation, maintenance, or a sense of belonging. A digital platform creates value not only through its 
interface but also through the participation of sellers, reviewers, couriers, payment providers, and 
customers. This makes the boundary of the marketing organization porous. The firm must manage 
relationships that it does not fully own and standards that it cannot enforce through hierarchy alone. 

An ecosystem perspective changes the question of competitive advantage. Instead of asking, “How 
can this product win?” managers ask, “What configuration of actors, capabilities, data, and 
experiences enables customers to solve an important problem better than alternatives?” The answer 
may involve a product, a subscription, a service network, and a community rather than a single SKU. 
For example, a small Indonesian food producer can compete through a combination of distinctive 
recipes, trustworthy certification, short-form storytelling, digital ordering, reliable cold-chain partners, 
and a customer community that shares preparation ideas. The product remains important, but the 
advantage lies in the integrated system that reduces uncertainty and increases perceived value. 

This system view also clarifies why digital transformation projects frequently underperform. A firm 
may purchase a customer relationship management system, redesign its website, or open a 
marketplace account while leaving the underlying organization divided by product, channel, and 
budget. Customers experience one firm, but the firm behaves as several disconnected units. Marketing 
promises same-day delivery while inventory data are incomplete. The online team discounts products 
that stores cannot replenish. Customer service cannot see whether an order was placed through social 
commerce or a physical branch. The problem is not a missing application; it is the absence of a shared 
operating model. 

Kannan and Li (2017) propose that digital marketing should be understood through processes 
linking firm resources, customer touchpoints, and outcomes. This perspective is valuable because it 
places technology inside a causal chain. Data can improve targeting, but targeting influences attention 
only when the message is credible. Attention can generate visits, but visits create value only when the 
interface and assortment reduce effort. A completed purchase is not the final outcome if returns, 
complaints, or privacy concerns destroy the relationship. The appropriate managerial unit is therefore 
the end-to-end value process rather than the campaign or channel. 

Ecosystems also introduce questions of power and fairness. Platforms can lower market-entry 
barriers for small sellers while charging fees, controlling rankings, and accessing data that sellers 
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cannot see. A marketplace may increase consumer choice while making comparison difficult through 
sponsored placement or opaque search results. Network effects can create efficiency, yet they can 
also produce dependence on a dominant intermediary. Managers and policymakers must therefore 
distinguish value creation from value capture. A system can grow rapidly while distributing benefits 
unevenly. Ethical marketing requires attention to who gains visibility, who bears risk, whose data are 
extracted, and who has a meaningful route to appeal. 

The ecosystem perspective recommends four design principles. First, begin with a customer 
problem rather than a technology label. Second, map the actors whose cooperation is necessary for 
the promised experience. Third, make data flows and accountability visible to those who depend on the 
system. Fourth, design for learning: every interaction should improve understanding without turning the 
customer into an involuntary research subject. These principles provide a bridge between strategic 
marketing and responsible digital commerce. 

3. The Customer Journey and the Architecture of Experience 

Customer behavior is often summarized by a funnel: awareness, consideration, purchase, and 
loyalty. The funnel is useful for organizing campaigns, but it is too linear for contemporary commerce. 
Customers move back and forth between inspiration, search, comparison, trial, purchase, use, 
complaint, advocacy, and renewed need. A review may create awareness. A delivery failure may send 
a loyal customer back into search mode. A helpful service interaction may recover a relationship after 
a product defect. Lemon and Verhoef (2016) emphasize that customer experience develops across the 
entire journey, including touchpoints that the firm controls, influences, or merely encounters. 

The journey should be mapped at three levels. The first is the customer’s task: what is the person 
trying to accomplish? Buying a drill may be a product task, but the deeper task is to repair a shelf safely. 
Choosing a school service may involve a search task, yet the underlying concern is the child’s future 
and the family’s confidence. The second level is the interaction: what does the customer see, do, feel, 
and expect at each stage? The third level is the backstage system: what data, processes, people, and 
partners make the interaction possible? A useful journey map connects these three levels rather than 
merely listing communication channels. 

Experience quality is multidimensional. Functional quality concerns accuracy, availability, 
usability, and performance. Emotional quality involves reassurance, enjoyment, pride, relief, or 
belonging. Social quality concerns recognition, identity, and participation. Economic quality includes 
price, time, effort, and perceived fairness. Ethical quality asks whether the interaction respects privacy, 
accessibility, labor, and environmental responsibilities. A customer may forgive a higher price when the 
firm is transparent and dependable, but may reject a cheaper offer that creates anxiety or hidden costs. 
This is why experience cannot be reduced to interface aesthetics or conversion rate. 

Digital touchpoints amplify both positive and negative experiences. A well-designed search 
function helps a customer find an appropriate product among thousands. A poorly designed ranking 
system buries local sellers or displays irrelevant items. A conversational assistant can answer 
questions at midnight, yet a confident but inaccurate answer can cause financial or health-related 
harm. Reviews provide social evidence, but fake reviews and coordinated manipulation weaken their 
value. The managerial challenge is to build systems that support informed choice rather than merely 
accelerate action. 
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Personalization illustrates the tension between relevance and intrusion. If a retailer remembers a 
preferred size or delivery location, the customer may experience convenience. If it infers sensitive 
conditions, follows behavior across unrelated contexts, or makes a price decision that cannot be 
explained, the same data practice may feel invasive. Bleier, Harmeling, and Palmatier (2019) show that 
online experiences depend on content, interface, and social design; personalization works best when 
customers understand its benefit and retain control over the interaction. Consent should therefore be 
meaningful, not a ritual click hidden behind confusing language. 

Experience management requires coordination among marketing, merchandising, technology, 
operations, and frontline employees. Consider a customer who orders a household appliance online. 
The marketing team creates an attractive promise; the product team supplies specifications; the 
inventory system reports availability; the payment provider authorizes the purchase; the warehouse 
picks and packs it; the courier delivers it; the installation partner completes the service; and customer 
care handles follow-up. The customer does not distinguish these units. A single weak link can define 
the experience. Firms should assign an experience owner for critical journeys and use cross-functional 
reviews to resolve failures that no department can solve alone. 

The strongest experience strategies do not attempt to eliminate all friction. Some friction protects 
customers: identity verification, product education, return conditions, or a pause before a high-value 
purchase. The objective is not maximum speed but appropriate effort. A digital commerce system 
should make routine decisions easy while making consequential decisions clear. This distinction is 
especially important as artificial intelligence increasingly shapes recommendations, pricing, and 
customer service. 

4. Retail Innovation: More Than Digitization 

Digitization converts an existing activity into digital form. Retail innovation is broader: it introduces 
a new or significantly improved way of creating, delivering, or capturing value. Uploading a paper 
catalog to a website is digitization. Designing an interactive product configurator linked to inventory, 
financing, service, and peer advice may be retail innovation. The difference matters because 
organizations can invest heavily in digital tools without changing the customer problem they solve or 
the economics of their operations. 

Retail innovation can be classified by the object that changes. Product innovation changes what is 
offered, including modular goods, digital complements, or service bundles. Process innovation 
changes how goods are sourced, priced, stocked, paid for, or delivered. Experience innovation changes 
how customers discover, evaluate, use, and share an offering. Business-model innovation changes 
how revenue and responsibility are distributed, as in subscriptions, marketplaces, recommerce, rental, 
or direct-to-consumer models. Organizational innovation changes roles, incentives, capabilities, and 
relationships with partners. A single initiative may involve all five, but distinguishing them helps 
managers diagnose where value and risk are located. 

Retail innovation is also a capability rather than a single project. It requires sensing changes in 
technology and customer behavior, seizing opportunities through experiments and investments, and 
reconfiguring resources when evidence changes. These capabilities resemble the dynamic-capabilities 
perspective associated with Teece (2007). A retailer with a large technology budget may be less 
innovative than a modest enterprise that learns quickly, tests responsibly, and scales what works. 
Innovation is visible in new interfaces, but its deeper foundation is disciplined learning. 
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Physical stores remain important within this picture. Their role is changing from being the only place 
where transactions occur to becoming one node in a connected system. A store can function as a 
showroom, service center, collection point, local warehouse, community venue, or content studio. 
Employees can use digital tools to check stock across the network, arrange delivery, demonstrate 
products, and resolve problems. The physical environment contributes sensory evidence that digital 
channels cannot fully reproduce: texture, scale, fit, smell, sound, and human reassurance. The 
question is not whether stores or websites will win, but how each setting should perform the tasks for 
which it is most valuable. 

Innovation can also be designed around local constraints. In Indonesia, connectivity, logistics, 
purchasing power, language diversity, and trust vary widely across regions. A high-bandwidth 
application may not be the best solution for every customer. Lightweight interfaces, asynchronous 
communication, cash-compatible payment options, agent-assisted ordering, and neighborhood 
pickup may create greater inclusion than a technically sophisticated system that assumes constant 
connectivity and individual credit access. Innovation is therefore contextual. Copying a model from a 
wealthy urban market without adapting it to local infrastructure can create cost and exclusion rather 
than progress. 

The economics of innovation should be evaluated over the whole system. A self-checkout 
installation may reduce cashier labor but increase shrinkage, maintenance, and customer frustration. 
Same-day delivery may increase conversion while weakening margins and increasing emissions. A 
loyalty program may generate data and repeat purchases but create administrative complexity and 
privacy risk. Managers should calculate not only the direct return on investment but also customer 
lifetime value, operational resilience, partner effects, employee workload, and social legitimacy. 
Innovation that cannot survive these wider tests is often a temporary novelty. 

Finally, innovation requires a culture that tolerates learning without normalizing carelessness. 
Experiments should have a clear hypothesis, a defined customer benefit, measurable outcomes, and a 
stop condition when harm or poor performance appears. Employees need permission to report defects 
early. Leaders should reward evidence rather than theatrical adoption of fashionable technologies. The 
most productive question after a pilot is not “Did it look innovative?” but “What did we learn about the 
customer problem, the operating system, and the conditions required for responsible scale?” 

5. Omnichannel and Unified Commerce 

Multichannel retail offers several channels; omnichannel retail seeks to make those channels work 
together from the customer’s point of view. The distinction is not semantic. In a multichannel firm, the 
website, store, mobile application, call center, and social account may have separate inventories, 
promotions, and customer records. In an omnichannel firm, the customer can move between 
touchpoints with continuity. Unified commerce goes further by treating commerce processes as a 
shared real-time architecture rather than a collection of channel integrations. 

The strategic rationale is straightforward. Customers choose channels according to task and 
circumstance. They may use a mobile phone for discovery, a desktop for complex comparison, a store 
for inspection, a messaging application for advice, and a pickup point for convenience. Brynjolfsson, 
Hu, and Rahman (2013) argue that digital technologies blur the distinction between online and offline 
retailing and create opportunities for firms that combine the advantages of both. A channel designed 
around internal reporting lines will frustrate customers whose lives do not follow those lines. 
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Successful omnichannel design begins with shared information. Inventory accuracy is 
foundational: “available” must mean available for the particular promise being made. Product 
information should be consistent enough that customers do not receive different specifications 
depending on where they look. Prices and promotions need rules that are understandable and 
operationally feasible. Customer service agents should see the relevant journey, including orders, 
returns, preferences, and previous interactions, subject to appropriate permissions. Integration is not 
only a technical problem; it requires agreement about ownership, data definitions, service levels, and 
the treatment of exceptions. 

Buy-online-pick-up-in-store, ship-from-store, endless aisle, and reserve-online-try-in-store are 
examples of omnichannel capabilities. Each offers convenience but creates operational trade-offs. 
Ship-from-store can reduce delivery distance and use idle inventory, yet it may disrupt store routines 
and increase picking errors. Pickup services can bring customers into stores, yet they require space, 
queue design, identity verification, and clear procedures for substitutions or delays. Endless aisle 
expands assortment, yet employees must be able to explain delivery times and returns. The customer 
benefit is real only when backstage processes are reliable. 

The store employee is central to this model. A worker who is measured solely on in-store sales may 
avoid helping a customer complete an online order, even when that action strengthens the relationship. 
Incentives must recognize assisted sales, service quality, fulfillment contribution, and customer 
retention. Training should cover product knowledge, digital tools, privacy, accessibility, and conflict 
resolution. Employees should also be treated as sources of innovation: they see recurring customer 
difficulties that dashboards may miss. Frontline insight can reveal that the problem is not lack of 
demand but confusing packaging, an impractical return process, or delivery promises that do not match 
local reality. 

Omnichannel data create new analytical possibilities. Firms can study journeys across 
touchpoints, estimate the role of stores in digital conversion, and understand how service experiences 
influence repeat purchase. Yet attribution must be careful. A customer who sees a social 
advertisement, visits a store, consults an employee, and later buys through an application is not a 
series of independent channel conversions. Overly simple attribution systems may reward the last click 
and underinvest in the experiences that create trust. Marketing measurement should recognize 
assisted value and the time dimension of relationships. 

The main risk is false continuity. A brand may display the same logo and color across channels 
while delivering contradictory policies, inconsistent prices, or incompatible service. Customers quickly 
learn that “seamless” is a promise rather than a reality. Unified commerce should therefore be judged 
by recovery as well as routine performance. When a product is out of stock, a payment fails, or a parcel 
is delayed, can the system offer an intelligent alternative and explain what will happen next? The quality 
of an integrated system is most visible at the moment when the original plan breaks. 

6. Digital Commerce Business Models and Platform Competition 

Digital commerce includes more than online retail websites. It encompasses direct-to-consumer 
models, marketplaces, social commerce, subscriptions, digital services, peer-to-peer exchange, 
business-to-business portals, and hybrid arrangements that combine physical assets with digital 
coordination. Each model answers different questions about who owns inventory, who controls the 
customer relationship, how trust is established, and how revenue is generated. 
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The direct-to-consumer model gives a brand greater control over presentation, data, and service. 
It can support richer storytelling and closer feedback loops, but it also transfers responsibilities that 
wholesalers or retailers previously carried: acquisition, payment, warehousing, delivery, returns, and 
customer care. The model is attractive when differentiation and relationship depth justify the additional 
operating complexity. It is less attractive when a firm lacks distinctive demand or when customer 
acquisition costs consume the margin. 

Marketplaces aggregate supply and demand. Their value comes from search, comparison, trust 
mechanisms, payment, logistics, and network effects. Sellers gain reach; customers gain choice; the 
platform gains data and transaction fees. The central governance problem is that the platform can 
simultaneously be a neutral intermediary, an advertiser, a data analyst, and sometimes a competitor to 
the sellers using it. Ranking rules, commission structures, dispute processes, and account suspension 
policies therefore have economic consequences. Platform legitimacy depends on transparency, 
procedural fairness, and credible remedies, not only on low prices. 

Subscriptions alter the time pattern of value. Instead of optimizing one transaction, the firm seeks 
continuity, retention, and habit. This can improve forecasting and convenience, particularly for 
replenishment goods or software-enabled services. It can also create inertia: customers may continue 
paying for a service they no longer use because cancellation is difficult or overlooked. Ethical 
subscription design makes renewal terms clear, allows cancellation without disproportionate 
obstacles, and continually earns the relationship through useful value. 

Recommerce, rental, repair, and product-as-a-service models challenge the assumption that 
growth requires selling more new units. They can extend product life, reach price-sensitive customers, 
and reduce material intensity when well designed. Their economics depend on reverse logistics, quality 
assessment, cleaning, refurbishment, information about condition, and liability. Trust is especially 
important because the customer is purchasing access, history, or performance rather than an object 
that is perceived as entirely new. Digital identity, traceability, and guarantees can help, but they do not 
remove the need for competent physical operations. 

Business-to-business digital commerce often receives less public attention than consumer 
platforms, although its strategic importance is substantial. Procurement portals can reduce search and 
transaction costs, yet organizational buying involves specifications, compliance, budgets, approvals, 
and long-term supplier relationships. A successful B2B platform must support roles and governance 
rather than assume a single buyer making an impulsive purchase. Data interoperability, invoicing, 
credit, after-sales service, and integration with enterprise systems become part of the value 
proposition. 

Platform competition is shaped by network effects, switching costs, interoperability, and control of 
standards. A growing platform can attract more sellers because it attracts more customers, and more 
customers because it attracts more sellers. This positive feedback can generate efficiency but also 
concentration. Smaller firms may become visible quickly yet remain vulnerable to fee changes, ranking 
shifts, or data asymmetry. Managers should diversify critical dependencies where feasible, maintain 
direct customer relationships with consent, and document the economic terms under which platform 
participation remains viable. 

The business-model question is ultimately normative as well as financial. Who is the customer? 
Who is the worker? Who carries the cost of returns, fraud, failed delivery, and unsold inventory? Who 
has the power to change the rules? A model that appears efficient on a platform dashboard may be 
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shifting hidden costs to sellers, couriers, households, or the environment. A comprehensive strategy 
includes these externalities in the analysis rather than treating them as someone else’s problem. 

7. Data, Artificial Intelligence, Personalization and Retail Media 

Data have become a central input into digital commerce, but data are not equivalent to knowledge. 
A retailer can collect millions of events while lacking a reliable understanding of why customers behave 
as they do. Marketing analytics must connect data to decisions, decisions to customer outcomes, and 
outcomes to organizational learning. Wedel and Kannan (2016) emphasize that data-rich environments 
create opportunities for targeting and optimization but also raise challenges concerning quality, 
privacy, measurement, and managerial interpretation. 

Artificial intelligence can contribute at several layers. Predictive models estimate demand, churn, 
delivery time, fraud risk, and likely response. Recommendation systems rank products or content. 
Generative systems create descriptions, images, service responses, and campaign variants. Computer 
vision supports search, shelf monitoring, checkout, and quality inspection. Optimization systems 
allocate inventory, delivery routes, promotions, and advertising budgets. The strategic question is not 
whether AI is present but what decision it influences, what evidence it uses, who can challenge it, and 
what happens when it is wrong. 

Huang and Rust (2021) distinguish different levels of intelligence and argue that marketing tasks 
should be allocated between humans and machines according to the nature of the work. Routine, high-
volume, pattern-based activities are suitable for automation, while empathy, contextual judgment, 
complex negotiation, and moral responsibility remain deeply human. The boundary is not fixed. As 
systems improve, some tasks move toward automation; as expectations rise, human attention may 
become more valuable in moments of uncertainty or vulnerability. A manager should therefore design 
a human-AI division of labor rather than assume that automation is inherently superior. 

Personalization can improve relevance by reducing search costs and helping customers navigate 
abundance. However, a recommendation is not neutral: it determines what becomes visible and what 
remains unseen. Feedback loops can reinforce popularity, disadvantage new entrants, and narrow 
cultural choice. If a model learns from historical purchases shaped by unequal access, it may 
reproduce those inequalities. If it optimizes clicks, it may favor sensational content over reliable 
information. Responsible personalization requires diverse evaluation data, monitoring for disparate 
effects, clear business rules, and the ability to offer alternatives. 

Generative AI introduces special concerns in retail. Product descriptions may be fluent but 
factually inaccurate. Synthetic images may misrepresent color, fit, texture, or cultural context. 
Chatbots may invent policy details or provide overconfident answers. Automated content can also 
flatten brand voice and reduce the distinctiveness of local sellers. Human review should be 
proportionate to the risk: a minor wording variation may need sampling, whereas claims about health, 
safety, finance, or product performance require rigorous verification. The speed of generation must not 
become the speed of misinformation. 

Retail media is the monetization of commerce audiences, spaces, and data through advertising. 
Retailers can offer brands access to customers close to the point of purchase, while brands gain 
measurement and targeting opportunities. The model can diversify retailer revenue and support lower 
consumer prices. It can also create conflicts when sponsored products influence search rankings or 
when the retailer’s advertising incentives compete with customer relevance. Disclosure, separation of 



Prof Ir Rudy C Tarumingkeng, PhD | Marketing, Retail Innovation and Digital Commerce | IBM-ASMI 2026 

13 

organic and paid placement, frequency control, and independent measurement are important for 
preserving trust. 

Data governance should be designed as an operating discipline. It includes collection limitation, 
purpose specification, access control, retention, quality management, lineage, security, and deletion. 
Customers should have understandable explanations of what is collected and why. Employees need 
rules for using customer information in service interactions. Partners should be contractually and 
technically constrained from secondary uses that were not authorized. Boards and senior leaders 
should receive reports on privacy incidents, model performance, bias indicators, and unresolved 
complaints, not only on revenue generated from data. 

AI creates strategic value when it augments institutional intelligence. The goal is not to replace 
managerial thought with a score but to improve the organization’s ability to notice patterns, formulate 
hypotheses, test alternatives, and act with judgment. In a trustworthy system, the model is one 
participant in a decision process that includes data stewards, domain experts, frontline employees, 
customers, and accountable leaders. 

8. Social, Mobile, Live and Conversational Commerce 

Commerce has become increasingly social. Customers discover products through creators, 
communities, messaging groups, reviews, and live demonstrations. The social environment changes 
the role of communication: the firm no longer controls the full narrative, and the persuasive force of a 
recommendation may derive from perceived relationship rather than formal advertising. Social 
commerce is therefore not simply a new media placement. It is a form of market interaction in which 
trust, identity, participation, and entertainment shape economic behavior. 

Mobile devices make the customer journey location-sensitive and time-sensitive. A person may 
search for a nearby service while travelling, scan a product in a store, receive a personalized offer while 
passing a location, or complete a purchase in a few seconds between other activities. Mobile 
convenience can reduce friction, but it can also encourage impulsive purchasing and continuous 
interruption. Good mobile strategy respects attention. Notifications should be useful, controllable, and 
proportionate; interfaces should support accessibility; and transaction confirmation should be clear 
enough to prevent accidental commitments. 

Influencer and creator commerce rests on a transfer of credibility. A creator demonstrates how a 
product fits into a way of life, reducing the distance between brand message and everyday use. The 
model is effective when the creator’s experience is authentic and the commercial relationship is 
disclosed. It becomes fragile when reviews are undisclosed, claims are exaggerated, or vulnerable 
audiences are targeted. Firms should select creators for relevance and integrity rather than reach 
alone. They should also establish procedures for correcting inaccurate content without attempting to 
silence legitimate criticism. 

Live commerce combines demonstration, conversation, scarcity, and immediate transaction. It 
can be particularly useful for products whose value is easier to show than to describe: clothing, 
cosmetics, food preparation, crafts, collectibles, and household tools. The host answers questions in 
real time and creates a sense of social presence. Yet live formats can also intensify pressure through 
countdowns, limited offers, or gamified incentives. Responsible design distinguishes excitement from 
coercion. Customers should be able to understand price, availability, delivery, return, and sponsorship 
conditions while the event remains engaging. 
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Messaging commerce is significant in markets where customers already use messaging 
applications for social and business interaction. A small merchant may receive an inquiry, send photos, 
confirm stock, arrange payment, and coordinate delivery in one conversation. This model can lower the 
entry barrier for micro and small enterprises. Its weakness is that critical business information may 
remain unstructured, making inventory, customer service, and financial reporting difficult. Tools that 
convert conversations into organized orders without erasing the human relationship can strengthen 
reliability. 

Conversational AI extends these possibilities but needs boundaries. A service assistant can answer 
routine questions, translate product information, summarize differences, and initiate a return. 
Customers should know when they are interacting with a machine, how to reach a human, and how to 
correct a misunderstanding. The assistant should not exploit emotional dependence or use intimate 
conversational cues to push purchases. Puntoni et al. (2021) argue that consumer responses to AI are 
experiential: people interpret not only functional performance but also what the technology implies 
about agency, identity, and social interaction. 

Social and conversational commerce also create a new form of market research. Questions asked 
in live sessions, recurring objections in chats, and community-created uses may reveal needs earlier 
than formal surveys. However, firms must avoid treating every conversation as free extraction. 
Participants deserve clarity about recording, analysis, and reuse. Communities are relationships, not 
merely pools of behavioral data. The strongest social commerce strategies return value through useful 
information, recognition, education, or support. 

9. Operations, Supply Chains, Last-Mile Delivery and Sustainability 

The promise of digital commerce is fulfilled in physical space. Products must be sourced, stored, 
picked, packed, transported, delivered, installed, returned, repaired, or recycled. Marketing can create 
demand in seconds, while operations may require days, scarce capacity, and coordination across 
many organizations. The gap between promotional speed and physical reality is a major source of 
customer disappointment and financial loss. 

Inventory is the bridge between assortment and availability. Digital interfaces can display an 
enormous range, but the value of choice depends on accurate stock information and feasible 
replenishment. Forecasting systems can combine historical sales, seasonality, local events, weather, 
promotions, and online signals. Forecasts remain uncertain, particularly for new products or sudden 
shocks. Managers should treat uncertainty as a planning variable, using safety stock, flexible suppliers, 
substitution rules, and customer communication rather than pretending that prediction can eliminate 
volatility. 

Omnichannel fulfillment complicates inventory decisions because stock can serve several 
purposes. A unit in a store may be needed for a walk-in customer, a pickup order, a ship-from-store 
request, or a display. Hübner, Holzapfel, and Kuhn (2016) show that last-mile and distribution choices 
are central to omnichannel performance. The best allocation depends on demand density, delivery 
distance, product characteristics, labor, service promises, and the cost of failure. A fast promise is not 
automatically a good promise if it requires inefficient movement or produces frequent exceptions. 

Last-mile delivery is where customer expectations meet urban geography. Traffic, address quality, 
weather, security, building access, and recipient availability affect performance. Solutions include 
pickup points, lockers, delivery windows, route optimization, neighborhood hubs, and partnerships 
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with local enterprises. In Indonesia, local knowledge and community-based coordination can be 
valuable, especially in dense neighborhoods or areas with nonstandard addressing. Digital systems 
should strengthen this knowledge rather than assume that a map alone captures the whole delivery 
problem. 

Returns deserve strategic attention. A liberal return policy can reduce purchase anxiety and 
increase conversion, but it creates transport, inspection, restocking, fraud, and environmental costs. A 
restrictive policy can protect margins while deterring legitimate customers. The appropriate design 
varies by product category and customer risk. Clear product information, sizing tools, demonstrations, 
packaging designed for reuse, and proactive service can reduce avoidable returns. When returns occur, 
data should be used to improve design and communication rather than simply to blame customers. 

Sustainability in digital commerce has several dimensions. Packaging may increase because 
individual orders require protection. Delivery emissions depend on route density, vehicle type, failed 
attempts, and speed expectations. Warehouses consume energy and land. Returns may create waste 
when resale or repair is uneconomic. At the same time, digital coordination can enable shared 
transport, local sourcing, repair networks, and more precise inventory. The relevant question is not 
whether digital commerce is sustainable in the abstract but under what operating conditions its 
environmental impacts are reduced or intensified. 

Marketing claims must reflect operational evidence. “Green,” “local,” “ethical,” or “carbon-
neutral” messages can create value only when definitions, boundaries, and verification are credible. 
Consumers increasingly encounter sustainability claims that are difficult to compare. Firms should 
disclose the basis of claims, avoid vague language, and identify trade-offs. A delivery option with lower 
emissions may take longer; a refurbished item may have cosmetic variation; a reusable package may 
require a return journey. Honest explanation makes the choice meaningful. 

Operations and marketing should therefore share planning forums. Promotions should reflect 
capacity. Service promises should incorporate real constraints. Sustainability targets should be 
connected to assortment, packaging, pricing, and fulfillment decisions. When these functions 
collaborate, operational excellence becomes part of the brand rather than an invisible cost center. 

10. Trust, Privacy, Cybersecurity and Responsible Innovation 

Trust is the condition that allows a customer to act despite incomplete information. In digital 
commerce, the customer often cannot inspect the seller, product, warehouse, payment process, or 
delivery network directly. Trust is built through signals: reputation, guarantees, reviews, authentication, 
transparent policies, secure payment, reliable performance, and fair recovery when something goes 
wrong. It is destroyed quickly by hidden fees, counterfeit products, unexplained account restrictions, 
data breaches, or indifferent complaint handling. 

Privacy is part of the value proposition, not merely a legal constraint. Martin and Murphy (2017) 
argue that data privacy has strategic relevance for marketing because customers evaluate the 
exchange between personalization and control. A firm that asks for less data but uses it well may create 
more durable value than a firm that collects everything without clear purpose. Privacy-by-design means 
considering necessity, proportionality, access, retention, and user choice at the beginning of a service 
rather than adding a consent screen at the end. 
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Cybersecurity protects more than payment credentials. It includes account identity, addresses, 
purchase histories, loyalty balances, seller information, internal systems, and the integrity of 
recommendations and prices. Attackers may exploit weak passwords, social engineering, insecure 
application programming interfaces, compromised partners, or fraudulent returns. Security must be 
layered: authentication, encryption, monitoring, least-privilege access, secure development, incident 
response, employee training, and tested recovery. Small enterprises often cannot build every capability 
internally, so platform and service providers should make baseline security accessible rather than 
shifting all responsibility downstream. 

Algorithmic decisions create additional accountability concerns. A model may deny a payment, 
flag a customer as fraudulent, rank a seller lower, estimate credit risk, or personalize price. The affected 
person may not know that a decision was automated or how to challenge it. Explainability does not 
always require revealing proprietary code, but it does require meaningful reasons, human review for 
consequential cases, correction mechanisms, and records sufficient for audit. The principle is simple: 
automation should not remove the possibility of responsible appeal. 

Dark patterns illustrate how design can manipulate rather than assist. Examples include confusing 
cancellation, preselected add-ons, hidden costs revealed late, false urgency, and interface choices 
that make refusal more difficult than acceptance. Such practices may improve short-term conversion 
while damaging long-term trust and inviting regulatory action. Marketing should distinguish persuasion, 
which presents reasons and respects choice, from manipulation, which exploits cognitive limitations 
to bypass considered judgment. 

Responsible innovation also concerns labor. Automated warehouses, algorithmic scheduling, 
delivery ratings, and performance dashboards can increase efficiency, but they may intensify work and 
transfer risk to workers. A responsible retail system measures safety, predictability, dignity, and voice 
alongside productivity. Customers should not receive low prices by silently externalizing unacceptable 
labor conditions. This is not only a moral argument; unstable workforces and unsafe processes 
eventually reduce service quality and resilience. 

Governance must be operational. A statement of principles is useful only when translated into 
owners, controls, indicators, escalation paths, and consequences. Firms can establish model 
inventories, privacy impact assessments, vendor reviews, red-team testing, complaint taxonomies, 
and independent oversight for high-risk applications. Leaders should ask four questions before scaling 
a system: What benefit is promised? What could go wrong? Who bears the harm? What evidence would 
cause us to pause or redesign it? These questions turn responsibility from rhetoric into management 
practice. 

11. Inclusion, SMEs, Global South Contexts and Indonesia 

Digital commerce can widen access, but access is not automatic. Customers need connectivity, 
devices, digital literacy, trusted payment methods, affordable delivery, suitable language, and recourse 
when problems occur. Sellers need capabilities in photography, pricing, customer service, inventory, 
bookkeeping, taxation, packaging, and data protection. If any link is weak, participation becomes 
unequal. A national digital-commerce strategy should therefore be evaluated by who can participate 
sustainably, not only by aggregate transaction volume. 

Micro, small, and medium enterprises are central to inclusive commerce. Platforms can give them 
visibility beyond their immediate neighborhood, but visibility without capability may produce 
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disappointment. A small producer who suddenly receives hundreds of orders may lack working capital, 
standardized packaging, quality control, or a returns process. Support should combine market access 
with managerial education, financial tools, logistics services, digital identity, and mentoring. The aim is 
not to turn every enterprise into a large platform seller; it is to help each enterprise choose a viable 
position and grow at a manageable pace. 

Indonesia’s geography makes the issue especially concrete. An archipelagic market contains 
dense metropolitan areas, secondary cities, rural communities, and remote islands with different 
logistics costs and connectivity conditions. A single national customer journey does not exist. Delivery 
promises, payment practices, product categories, language, and trust signals must be adapted to 
place. Local retailers can function as service nodes, pickup points, or assisted-digital intermediaries. 
Cooperatives and community organizations may help aggregate demand and reduce transaction costs 
where individual scale is limited. 

Digital inclusion also has a gender, age, disability, and income dimension. An interface that 
assumes high literacy, perfect vision, or constant private device access will exclude many potential 
customers. Accessibility should include readable design, alternative text, keyboard navigation, 
captions, language clarity, and support for assistive technologies. Older customers may value human 
assistance even when they use digital tools. Women entrepreneurs may face distinct constraints 
concerning finance, safety, time, and control over accounts. Inclusion is a design requirement and a 
performance indicator, not a charitable appendix. 

Trust is often relational in emerging markets. Customers may rely on recommendations from 
family, community leaders, local merchants, or religious and professional networks. Digital systems 
that recognize these relationships without exploiting them can build adoption. For example, a verified 
local agent may help a customer place an order, explain return conditions, and coordinate pickup. Such 
hybrid arrangements are not evidence of technological failure; they are institutional innovations that 
combine digital efficiency with social confidence. 

Payment innovation requires similar care. Electronic wallets, bank transfers, pay-later products, 
cash-on-delivery, and agent networks each solve different problems and create different risks. 
Convenience can become over-indebtedness when credit terms are unclear. Fraud controls can 
become exclusion when legitimate customers are incorrectly blocked. Good payment design provides 
transparency, proportional verification, and support for dispute resolution. Financial literacy should 
accompany digital financial expansion. 

Localization affects marketing content as well as operations. A campaign may need local language, 
culturally appropriate imagery, regionally relevant examples, and realistic delivery information. 
National brands should avoid treating local culture as decorative symbolism while ignoring local 
producers and knowledge. Community engagement should create two-way learning: the firm adapts its 
proposition, and local partners gain capabilities and voice. 

The Global South should not be framed only as a late adopter of models invented elsewhere. Its 
constraints encourage innovations in mobile-first service, informal-to-formal transition, agent-assisted 
commerce, community logistics, and low-cost entrepreneurship. These innovations can generate 
insights for other contexts. Academic research should document not only success stories but also 
hidden labor, dependency, digital exclusion, and the ways local actors modify imported technologies. 
Indonesia offers a rich setting for studying how global platforms and local institutions interact. 
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Policy has an enabling role. Competition rules, consumer protection, data governance, digital 
identity, logistics infrastructure, interoperable payments, education, and support for SMEs shape the 
conditions under which innovation produces broad welfare. Public institutions should avoid both 
neglect and excessive prescriptive control. The objective is a market in which experimentation is 
possible but rights, safety, and fair competition are protected. 

12. Strategy, Organization and Change Leadership 

Digital commerce strategy is not a separate technology strategy. It is a choice about customers, 
value propositions, capabilities, operating economics, and institutional relationships. Leaders should 
begin by identifying the customer problems the organization is well positioned to solve and the sources 
of advantage that competitors cannot easily copy. Technology is then selected because it strengthens 
that position, not because it is fashionable. 

A practical strategy process can be organized around five questions. First, which customer 
segments and use cases deserve priority? Second, what experience should be consistently delivered 
across touchpoints? Third, which capabilities must be owned, partnered, or purchased? Fourth, how 
will the model earn sustainable margins while meeting service and ethical obligations? Fifth, what 
evidence will determine whether the strategy should scale, adapt, or stop? These questions connect 
marketing ambition to operational and governance reality. 

Organizational structure frequently becomes a barrier. The e-commerce unit may compete with 
stores for customers and budgets. Marketing may own customer data while operations own inventory 
data. IT may be measured on system uptime rather than business outcomes. A transformation program 
should clarify shared objectives, establish cross-functional product teams, and assign accountable 
owners for critical journeys. It may require changes to incentives, budgeting, procurement, talent, and 
reporting lines. If structure remains unchanged, digital initiatives tend to become islands. 

Leadership must address the emotional dimension of change. Employees may fear automation, 
loss of status, unfamiliar metrics, or diminished human contact. Customers may fear surveillance or 
the disappearance of service. Leaders who describe transformation only as efficiency invite resistance. 
A credible narrative explains what technology will do, what humans will continue to do, what 
capabilities people will gain, and how negative effects will be addressed. Reskilling is not a slogan; it 
requires time, practice, certification, coaching, and opportunities to apply new competence. 

Experimentation is a disciplined form of change leadership. A pilot should be small enough to learn 
from and meaningful enough to reveal operational reality. Teams should define a baseline, specify the 
target segment, identify risks, and establish decision rules before launch. Qualitative evidence matters 
alongside quantitative data. A dashboard may show higher conversion while interviews reveal 
confusion, exclusion, or customer regret. Leaders need the courage to stop initiatives that meet a 
narrow metric while damaging broader value. 

Partnership governance becomes increasingly important as firms rely on platforms, agencies, 
logistics providers, payment services, cloud infrastructure, creators, and data vendors. Contracts 
should specify service levels, security duties, data use, audit rights, incident notification, customer 
communication, and exit provisions. A partner ecosystem is a strategic capability only when the firm 
knows how dependencies are managed. Overreliance on one intermediary can create hidden 
vulnerability even when the partnership is currently profitable. 
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Culture is visible in what organizations measure and tolerate. If teams are rewarded solely for 
acquisition, they may ignore retention and trust. If delivery speed dominates every meeting, they may 
hide failed promises. If innovation awards celebrate launches rather than learning, employees may 
optimize for spectacle. Balanced scorecards can include customer effort, complaint recovery, 
contribution margin, employee sustainability, inclusion, privacy incidents, and environmental impact. 
Measurement does not replace judgment, but it signals what the organization takes seriously. 

The long-term aim is strategic adaptability. Markets change, technologies mature, regulations 
evolve, and customer meanings shift. An organization that has built a learning architecture can adjust 
without abandoning its purpose. This is the difference between transformation as a one-time project 
and transformation as an enduring managerial capacity. 

13. Measurement, Experimentation and Performance Management 

Digital commerce produces abundant metrics, but abundance can obscure causality. Visits, 
impressions, clicks, conversion, average order value, repeat purchase, return rate, delivery time, 
customer acquisition cost, and advertising return are useful signals. None should be treated as the 
whole definition of performance. A firm can increase conversion by making cancellation difficult, 
increase average order value through unnecessary add-ons, or reduce delivery time by creating 
unsustainable labor and environmental costs. 

Measurement should begin with a theory of value. If the strategic proposition is trusted 
convenience for busy households, relevant outcomes may include successful first-time delivery, 
customer effort, repeat use, complaint resolution, and share of wallet. If the proposition is discovery 
for local producers, outcomes may include seller survival, customer diversity, new-product trial, and 
fair visibility. Metrics should follow the logic of the proposition rather than be selected because an 
analytics platform displays them conveniently. 

Customer lifetime value is useful when its assumptions are explicit. It links acquisition, margin, 
retention, service cost, and time. But a high-value customer is not a license for opaque treatment of 
everyone else. Personalization and resource allocation should remain consistent with fairness and 
legal obligations. Lifetime value models can also undervalue new or infrequent customers whose future 
potential is not yet visible. Managers should combine model outputs with segment-level monitoring and 
qualitative understanding. 

Experimentation helps distinguish correlation from effect. A/B tests can compare interfaces, 
messages, prices, or service options, but the design must account for interference, seasonality, repeat 
exposure, and ethical constraints. A change that benefits one customer segment may harm another. A 
promotion may shift purchase timing rather than create new demand. A chatbot may shorten average 
service time while increasing the number of customers who abandon unresolved issues. Experiments 
should therefore include guardrail metrics and follow-up observation. 

Not every important question can be answered by randomized testing. Qualitative interviews, diary 
studies, usability observation, mystery shopping, ethnographic research, and frontline workshops 
reveal meanings and problems that behavioral logs cannot identify. Mixed methods are particularly 
valuable for innovation because the organization is often testing a new proposition for which historical 
data are limited. Quantitative evidence estimates magnitude; qualitative evidence explains mechanism 
and context. 
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Performance management must include failure recovery. A customer remembers not only whether 
an error occurred but also whether the firm accepted responsibility, explained the cause, offered a fair 
remedy, and prevented recurrence. Useful indicators include time to acknowledge, time to resolution, 
first-contact resolution, repeat-contact rate, compensation fairness, and learning actions. Complaints 
should be analyzed as signals about product design, policy, communication, and partner performance 
rather than classified only as service workload. 

Marketing and retail dashboards should be integrated without becoming overloaded. A senior 
leader may need a small set of strategic indicators; an operations team needs detailed exception data; 
a frontline employee needs actionable information at the moment of service. Data visualization should 
distinguish current status, trend, variance, and uncertainty. False precision is dangerous when 
estimates depend on incomplete attribution or changing definitions. 

Governance of metrics matters. Definitions should be documented, data owners named, and 
important calculations reproducible. Teams should know whether “active customer” means a login, a 
purchase, or a paid subscription. When definitions change, historical comparisons should be 
explained. Independent review can detect incentive gaming, such as shifting costs to another unit or 
excluding difficult cases from a service measure. 

The mature organization treats measurement as a conversation about value and responsibility. It 
asks what improved, for whom, at what cost, with what unintended effects, and what should be learned 
next. That is a more demanding standard than counting clicks, but it is essential for decisions that shape 
both markets and everyday life. 

14. Future Directions and a Research Agenda 

The future of digital commerce will not be determined by one technology. It will emerge from 
interactions among artificial intelligence, robotics, augmented interfaces, connected products, digital 
identity, immersive media, logistics automation, and changing social expectations. Some 
developments will make commerce more predictive and ambient: products may be reordered 
automatically, services may anticipate maintenance, and AI agents may compare options on behalf of 
customers. Other developments may renew the value of physical presence, human advice, local trust, 
and tactile experience precisely because digital abundance creates fatigue and uncertainty. 

AI agents may become participants in markets rather than tools used only by firms. A customer 
agent could search across sellers, negotiate preferences, schedule delivery, and monitor prices. This 
could reduce search costs and shift power toward buyers, but it could also create new gatekeepers and 
strategic battles over agent visibility. Brands may optimize content for machine interpretation as well 
as human persuasion. Standards for identity, authorization, disclosure, and liability will be necessary 
when an agent makes a purchase that a person did not inspect line by line. 

Retail environments may become more adaptive. Computer vision, sensors, and digital twins can 
help manage inventory, energy, queueing, and layout. Augmented reality may allow customers to 
visualize furniture, clothing, or equipment in context. These technologies will succeed when they solve 
a real uncertainty, not simply because they produce novelty. Privacy and consent are critical in physical 
spaces where customers may be observed without the same awareness that exists on a website. The 
convenience of a smart store must not depend on invisible surveillance. 
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Circular commerce will likely gain importance as material costs, regulation, and customer 
expectations evolve. Digital product passports, repair marketplaces, condition grading, and resale 
infrastructure can make product life cycles more visible. The strategic challenge is to design incentives 
that make repair and reuse economically attractive rather than rhetorically desirable. Marketing can 
help change meanings: durability, care, and second-life value can become sources of status rather than 
signs of compromise. 

Research should move beyond technology adoption as the main dependent variable. Important 
questions include: Under what conditions does AI improve customer welfare rather than merely 
conversion? How do different forms of trust interact across platforms and local communities? When 
does omnichannel integration increase resilience, and when does it amplify systemic dependence? 
What measurement systems capture the distribution of value among customers, workers, sellers, 
platforms, and communities? How do digital commerce models affect regional inequality, gendered 
entrepreneurship, and environmental burden? 

Indonesia offers distinctive research opportunities. Studies can compare platform-mediated 
sellers with independent digital merchants; examine how local logistics and social networks shape 
trust; evaluate the effects of assisted digital commerce on rural and older customers; and investigate 
how small firms use generative AI without losing cultural specificity or product authenticity. Mixed-
method research can connect transaction data with interviews, observation, and institutional analysis. 
Comparative work across Indonesian regions would be especially valuable because national averages 
conceal substantial differences in infrastructure and capability. 

Managers should prepare for several plausible scenarios. In a high-trust scenario, transparent data 
practices, interoperable systems, and responsible AI create convenient and inclusive ecosystems. In a 
concentrated-platform scenario, a few intermediaries control access, ranking, payments, and 
customer data, leaving sellers dependent. In a fragmented scenario, privacy concerns, cyber incidents, 
and incompatible systems reduce adoption and push customers toward trusted local networks. In a 
low-growth sustainability scenario, firms compete through durability, repair, local fulfillment, and 
service rather than volume alone. Scenario planning does not predict the future; it helps leaders identify 
choices that remain robust across different futures. 

The enduring research principle is to connect technical change with institutional consequences. 
Digital commerce is a management system embedded in society. Its quality should be judged by the 
intelligence of its decisions, the reliability of its operations, the dignity of its participants, and the 
fairness of the value it distributes. 

15. An Integrated Managerial Framework for Digital Commerce 

The preceding discussion can be translated into an integrated managerial framework with six 
mutually reinforcing capacities: market sensing, experience design, digital intelligence, operational 
execution, relationship governance, and institutional learning. The framework is useful because digital-
commerce initiatives often fail when one capacity is developed in isolation. A firm may possess rich 
customer data but lack a distinctive proposition, or it may offer a compelling experience that cannot be 
delivered profitably. The six capacities should therefore be assessed as a system. 

Market sensing is the ability to detect changes in customer problems, meanings, behavior, 
technology, regulation, and competitive structure. It includes formal research, transaction analysis, 
social listening, frontline observation, partner dialogue, and attention to weak signals. Sensing should 
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not be confused with collecting more data. The practical test is whether the organization can identify a 
change early enough to formulate a useful response. For a retailer, an emerging signal may be a change 
in delivery expectations, a recurring question about product durability, or a new local use of an existing 
product. Cross-functional sensing prevents the marketing department from becoming the only unit 
responsible for interpreting the market. 

Experience design converts insight into a coherent promise. It specifies the customer task, the 
evidence needed for confidence, the moments that matter, the acceptable level of effort, and the 
recovery process when failure occurs. A useful design brief states not only what the customer should 
see but also what the warehouse, store, payment system, service agent, and partner must be able to 
do. Prototyping should include the backstage journey. A beautiful interface that depends on impossible 
fulfillment is not a successful design; it is an untested promise. 

Digital intelligence concerns the quality of decisions supported by data and artificial intelligence. It 
includes data architecture, analytical skills, model selection, human oversight, experimentation, and 
explanation. Leaders should create a decision inventory identifying where automation is useful, where 
recommendation is appropriate, and where human authority must remain explicit. High-impact 
decisions require stronger validation, monitoring, appeal, and documentation. Digital intelligence is 
mature when managers can explain not only what a model predicts but also why the prediction matters, 
what its limits are, and what action should follow. 

Operational execution gives the promise material form. It covers sourcing, inventory, pricing, 
payments, fulfillment, delivery, installation, returns, repair, and customer service. The operating model 
should make trade-offs visible. For example, a firm might offer a slower low-emission delivery option 
beside a faster premium service, or prioritize local pickup for products that are difficult to ship 
economically. Such choices should be communicated as meaningful alternatives rather than hidden 
constraints. Operational transparency can itself become a source of differentiation because it helps 
customers make informed decisions. 

Relationship governance manages the network of customers, sellers, workers, creators, platforms, 
technology vendors, and public institutions involved in the value system. Governance defines roles, 
rights, standards, incentives, data permissions, and routes for resolving disputes. It is especially 
important when the firm does not control every touchpoint. A marketplace must govern seller quality; a 
brand using creators must govern disclosure; a retailer using AI vendors must govern data and model 
risk; a delivery system must govern worker safety and customer privacy. Governance is not the enemy 
of innovation. Clear rules make responsible experimentation easier because participants understand 
the boundaries. 

Institutional learning turns individual experiments and incidents into enduring capability. Teams 
should record hypotheses, decisions, results, customer feedback, operational exceptions, and ethical 
observations. Post-implementation reviews should examine what changed in behavior and why, not 
merely whether a budget was spent. Learning must travel across the organization: a return pattern 
noticed by customer service may improve product information; a delivery issue may change promotion 
timing; a privacy complaint may lead to a redesigned data flow. When learning remains trapped in one 
team, the organization repeatedly pays for the same discovery. 

The framework can be implemented through a staged management cycle. In the first stage, leaders 
identify a priority customer problem and define the value proposition in concrete terms. In the second, 
the team maps actors, data, processes, dependencies, and risks. In the third, it develops a minimum 



Prof Ir Rudy C Tarumingkeng, PhD | Marketing, Retail Innovation and Digital Commerce | IBM-ASMI 2026 

23 

viable experience and tests it with representative customers and employees. In the fourth, it measures 
commercial outcomes together with guardrails for service quality, inclusion, privacy, labor, and 
environmental impact. In the fifth, it decides whether to scale, redesign, or stop. In the sixth, it 
institutionalizes the learning and revisits the problem as conditions change. 

This cycle supports balanced strategic decisions. Suppose a retailer considers an AI-based 
recommendation engine. Market sensing may show that customers struggle with technical 
comparison. Experience design may specify a simple explanation of differences rather than a list of 
“best” products. Digital intelligence may require retrieval from verified specifications and a clear 
indication of uncertainty. Operations may ensure that recommended products are actually available 
and that alternatives can be fulfilled. Relationship governance may prohibit the system from silently 
prioritizing products because of advertising payments. Institutional learning may track whether 
customers make more suitable choices, not merely whether the click rate increases. The technology 
becomes valuable because it is embedded in a responsible system. 

Education and professional development should reflect this integrated framework. Marketing 
students need basic literacy in data, operations, service design, platform economics, and ethics. 
Operations managers need to understand customer experience and communication. Information-
technology specialists need to understand commercial objectives and social consequences. Senior 
leaders need enough technical understanding to ask good questions without pretending to be 
specialists in every field. Interdisciplinary capability is not an optional enrichment; it is a condition of 
competent management in a connected market. 

The framework also offers a basis for public policy and institutional evaluation. Regulators can 
examine whether platforms provide fair access, understandable terms, secure data practices, and 
effective remedies. Universities can evaluate digital-commerce curricula by whether graduates can 
connect theory to implementation. Industry associations can develop shared standards for product 
data, sustainability claims, accessibility, and seller protection. Local governments can support pickup 
infrastructure, digital literacy, and small-enterprise capability. A healthy digital market depends on 
organizations whose internal management and external institutions reinforce one another. 

Ultimately, integrated management means accepting that every digital promise has a human and 
physical foundation. “Personalized” requires data and judgment. “Instant” requires labor and logistics. 
“Seamless” requires shared systems and coordinated incentives. “Affordable” may require scale but 
must not hide externalized harm. When leaders make these relationships explicit, innovation becomes 
more realistic, more accountable, and more capable of generating long-term value. 

Conclusion: Toward Human-Centered Commerce 

Marketing, retail innovation, and digital commerce now form an integrated field. Customers 
encounter firms through journeys that cross media, stores, platforms, payment systems, logistics 
networks, and service relationships. Competitive advantage therefore depends on the ability to 
orchestrate an entire experience rather than optimize a single channel. The organization must 
understand customer problems, design useful propositions, coordinate partners, operate reliably, 
learn from evidence, and protect the trust that makes exchange possible. 

The article has emphasized five conclusions. First, digital transformation is organizational and 
strategic, not merely technological. Second, retail innovation is valuable when it solves a meaningful 
problem and survives operational, financial, ethical, and environmental tests. Third, omnichannel and 
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platform models create opportunities only when information, incentives, and accountability are 
aligned. Fourth, artificial intelligence should augment human judgment with clear boundaries, review, 
and recourse. Fifth, inclusion and sustainability are dimensions of performance because a commerce 
system that excludes people or externalizes harm is not robust in the long run. 

For Indonesian managers and educators, the task is both practical and intellectual. Organizations 
must build capabilities in analytics, service design, supply-chain coordination, cybersecurity, digital 
finance, and change leadership. At the same time, they must develop judgment about culture, fairness, 
privacy, labor, and public value. Students should learn to read a dashboard and question its 
assumptions; to design an interface and consider who cannot use it; to estimate a market opportunity 
and examine who bears its hidden costs. 

The future belongs neither to technology alone nor to tradition alone. It belongs to institutions 
capable of combining digital intelligence with human responsibility. Commerce becomes genuinely 
innovative when it makes life easier without making people smaller, when it expands choice without 
hiding power, and when it creates economic value while strengthening the social conditions on which 
markets depend. 
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