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Abstract:

The present study aimed to identify the indicators, components, and dimensions of digital transformation in Shahrvand chain stores of Iran.
The research methodology, considering its objective, is applied, and in terms of execution, it is qualitative, employing a descriptive approach
and thematic analysis. The statistical population included theoretical experts (university professors specializing in commerce) and practical
experts (relevant officials of Shahrvand chain stores). Based on the principle of saturation and purposive sampling method, 20 interviewees
were selected. Data collection was conducted through semi-structured interviews. Data analysis was performed using thematic analysis with
Maxqda-V18 software. Findings indicated that the dimensions of digital transformation encompass digital user experience, inventory
management, and digital marketing. Causal conditions include information technology infrastructure, human resources, digital marketing
strategies, and after-sales services. Strategies comprise digital technologies and software, customer service improvement, and organizational
culture. Contexts involve process digitalization and analysis of logistics service quality. Consequences include changes in customer behavior,
impact on internal operations, alterations in organizational culture, and influence on competitiveness. Finally, model barriers consist of
financial resource shortages, cultural and organizational resistance, and lack of technical skills. Additionally, results demonstrated that all
relationships among model components are significant. Ultimately, considering the identified factors, the research model was presented, with

results indicating internal and external validity based on the perspectives of qualitative participants and quantitative respondents.
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Extended Summary

Introduction

Digital transformation, a phenomenon deeply embedded in the Fourth Industrial Revolution, represents a fundamental shift
in the way businesses operate and interact with consumers. This concept, emerging from the application of digital technologies
across all areas of business, has dramatically altered operational models and delivered new value to customers (Sethi, 2024;
Zhang, 2024; Zhang et al., 2024). As defined by Westerman et al., digital transformation is the use of technology to radically
improve performance or reach of enterprises (Westerman et al., 2014). The last decade has witnessed exponential growth in
the adoption of digital technologies such as big data, cloud computing, the Internet of Things, social media, and 3D printing
(Khanifar & Ghofrani, 2020; Rezaei, 2024). These innovations are not limited to enhancing efficiency but also instigate a deep
transformation in organizational processes and strategic models (Berghaus & Back, 2016).

This shift has extended beyond technological adoption to include fundamental changes in management strategies, business
culture, and organizational structure. As Vial (2019) argues, digital transformation is a holistic change, demanding
organizations reconfigure their core beliefs and structural capabilities. It compels institutions to undergo systemic rethinking
in order to remain viable and competitive in a rapidly evolving environment (Sestino et al., 2025).

In the context of retail, digitalization has disrupted traditional competitive dynamics and changed consumer behaviors.
Customers increasingly prefer online platforms due to convenience and personalized engagement. Market data indicates that
consumers are leveraging digital tools to make informed and empowered purchasing decisions. Companies failing to respond
to this digital shift risk losing relevance and market share (Omol, 2024). Moreover, digital transformation is not solely about
adopting new technologies but about redefining value creation across industries—even in sectors traditionally dependent on
physical outputs, such as automotive manufacturing (Athaide et al., 2025).

Given these global trends, this study addresses a pressing question: what are the indicators, components, and dimensions of
digital transformation in Iran’s Shahrvand chain stores? With Iran's retail sector increasingly affected by digital forces,
understanding these transformation dynamics is crucial for enhancing competitiveness and customer satisfaction. This research
explores these dimensions using qualitative methods to build a grounded conceptual model of digital transformation in the
context of Iranian retail.

Methods and Materials

The present research adopted a qualitative approach using thematic analysis. Participants were selected through purposive
sampling and included 20 individuals categorized as either theoretical experts (university professors in business and marketing)
or practical experts (executives and managers from Shahrvand chain stores). Semi-structured, in-depth interviews were used to
gather data, allowing for exploration of personal and organizational experiences with digital transformation. Each interview
lasted between 60 and 90 minutes and was recorded with participant consent.

Interviews were transcribed and analyzed using the MaxQDA-V18 software. Thematic analysis involved open coding, axial

coding, and selective coding to identify key themes. Data saturation was achieved after the twentieth interview. A total of 99
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primary codes were identified, which were organized into 19 thematic categories and six overarching dimensions. The aim was
to derive a hierarchical model based on expert insights and literature review. The final model was validated through peer
debriefing and member checking to ensure reliability and conceptual clarity.

Findings

The analysis identified six major dimensions of digital transformation in Shahrvand chain stores: digital user experience,
inventory management, digital marketing, causal conditions, strategies, and contextual environments. Under the first
dimension, digital user experience included indicators such as simplified web/app interface design, personalized discount
suggestions, augmented reality integration, and seamless online purchase and delivery mechanisms. Inventory management
focused on the use of RFID, data analytics, and automation systems to streamline supply chains and avoid stock miscalculations.

Digital marketing components included online advertisements via Instagram and Telegram, behavioral analytics to inform
marketing strategy, personalized messaging, and SEO optimization of websites. Causal conditions were rooted in IT
infrastructure development, human resource readiness, marketing strategies, and after-sales services. Strategy dimensions
encompassed the adoption of digital technologies, improved customer service, and fostering organizational culture receptive
to innovation. Contextual environments included process digitization and evaluation of logistics service quality.

The model also identified consequences of digital transformation: changes in customer behavior, improved internal
operations, enhanced organizational culture, and strengthened competitiveness. For instance, customer expectations have
shifted towards faster service and personalized experiences, necessitating more responsive and agile organizational systems.

Additionally, three main barriers to digital transformation were identified: insufficient financial resources, organizational
and cultural resistance, and lack of technical skills among staff. The relationships among the identified dimensions were found
to be statistically significant based on qualitative validation. The final conceptual model illustrated these interrelations,
suggesting an integrated pathway for successful digital transformation.

Discussion and Conclusion

The study provides a comprehensive framework that identifies and categorizes the multifaceted nature of digital
transformation in the retail sector. By focusing on the case of Shahrvand chain stores in Iran, it underscores the interplay
between technological adoption, human capital development, strategic alignment, and customer-centered innovations. One of
the most impactful areas is digital user experience, which not only enhances customer satisfaction but also directly affects
brand loyalty and competitive positioning. Streamlined app interfaces, personalized recommendations, and augmented reality
experiences collectively shape how customers engage with retail environments.

Inventory management emerged as another core dimension, where predictive analytics, RFID tracking, and supply chain
automation contribute to operational efficiency. This not only reduces logistical costs but also improves product availability,
directly impacting customer trust and satisfaction. These technological interventions are crucial in today’s volatile market
conditions where agility and responsiveness are vital.

Digital marketing strategies serve as a bridge between companies and consumers in the digital age. By leveraging data
analytics and targeted communication, organizations can better understand customer preferences and adapt their offerings
accordingly. This fosters a more interactive and customer-centric business model, essential for sustained growth in competitive
markets.

Moreover, the study highlights the importance of building foundational capabilities—namely, robust IT infrastructure,

trained human resources, and strategic planning. Without these, digital transformation efforts may be superficial or short-lived.
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Equally important is the cultural shift required within organizations. Embracing change, promoting innovation, and cultivating
digital literacy among staff are vital components of a successful transformation journey.

The contextual factors, including digitization of internal processes and evaluation of logistics quality, provide the
environmental conditions necessary for transformation to thrive. These contexts also reflect broader industry trends, where
operational transparency and data-driven decision-making are becoming standard.

The consequences identified—ranging from shifts in customer behavior to internal operational improvements—demonstrate
the far-reaching effects of digital transformation. It is not merely a technological upgrade but a paradigm shift that redefines
how value is created and delivered. However, the presence of significant barriers such as funding limitations, resistance to
change, and skill shortages must be acknowledged and addressed. These barriers can derail transformation efforts if not
proactively managed.

Ultimately, the study emphasizes the need for integrated models that account for all stages of transformation—from
antecedents and strategies to outcomes and obstacles. The conceptual model proposed offers a practical roadmap for retail
organizations in Iran and similar markets seeking to implement effective digital transformation strategies. It stresses that
success in this domain is not only about investing in the latest technologies but also about aligning organizational structures,

human capabilities, and cultural values with a forward-looking digital vision.
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