MAN
PLUELISILEMNG INSITIUTLE

Journal Website

Article history:

Received 24 May 2026

Revised 11 September 2026

Accepted 18 September 2026

Initial Publication 22 September 2026
Final Publication 23 September 2026

ALY sl eS

| Sk en
Journal of Technology in Entrepreneurship ) A"'T“o\
and Strategic Management O '

By oy

-t

E-ISSN: 3041-8585

Volume 5, Issue 3, pp 1-28

Designing a Business Model for Iran’s Gift Gold and Jewelry Industry
Using the Blue Ocean Transformation Approach

Sepideh. Arab*=, Ali. Divandari®*=, Ali. Namaki®=, Amir. Khanlari*

1 PhD Student in Business Administration, Faculty of Management, University of Tehran, Tehran, Iran
2 Professor, Department of Business Administration, Faculty of Business Administration, College of Management, University of Tehran,

Tehran, Iran

8 Associate Professor, Department of Financial Engineering, Faculty of Accounting and Financial Sciences, College of Management,

University of Tehran, Tehran, Iran

4 Associate Professor, Department of Marketing, Faculty of Business Administration, College of Management, University of Tehran,

Tehran, Iran

* Corresponding author email address: divandari@ut.ac.ir

Article Info

ABSTRACT

Avrticle type:
Original Research

How to cite this article:

Arab, S., Divandari, A., Namaki, A., &
Khanlari, A. (2026). Designing a
Business Model for Iran’s Gift Gold
and Jewelry Industry Using the Blue
Ocean Transformation Approach.
Journal of Technology in
Entrepreneurship  and  Strategic
Management, 5(3), 1-28.

foonoN

© 2026 the authors. Published by
KMAN Publication Inc.
(KMANPUB), Ontario, Canada. This
is an open access article under the
terms of the Creative Commons
Attribution-NonCommercial 4.0
International (CC BY-NC 4.0)
License.

The present study aimed to design and validate an innovative business model for Iran’s gift gold
and jewelry industry using the Blue Ocean Transformation approach, with emphasis on
identifying customer and noncustomer pain points and reconstructing competitive market
factors. This study employed a qualitative, interpretive, inductive, developmental, and
exploratory-descriptive design. Participants were selected through purposive judgmental
sampling and consisted of 15 customers, noncustomers, and experts from the gold and jewelry
industry. Data were collected through in-depth semi-structured interviews and two focus-group
sessions. Interviews continued until data saturation was achieved. The data were analyzed using
a six-stage thematic analysis process. The extracted themes were then integrated with the
Eliminate-Reduce-Raise-Create framework, the three tiers of noncustomers, the Strategy
Canvas, and the Business Model Canvas. Cohen’s kappa was k = 0.874, indicating a high level
of inter-coder agreement. The analysis yielded 54 initial codes and 13 subthemes. The main
transformation domains included pricing and making-charge transparency, lightweight and
minimalist design, premium packaging and unboxing experience, digital trust and secure
logistics, fair buyback and micro-investment value, and credit-based financing. Cohen’s kappa
was 87.4%, indicating high inter-coder agreement. The Blue Ocean analysis showed that the
proposed model should reduce reliance on costly physical decoration, opaque making-charge
formulas, and traditional intermediaries, while increasing invoice transparency, sub-1-gram
products, credit purchasing, premium packaging, insured delivery, and hybrid gift-investment
products. The proposed model indicates that transformation of Iran’s gift gold and jewelry
industry requires a shift from a traditional weight-centered and store-based logic toward a
transparent, digital, experience-oriented, and value-centered ecosystem capable of serving both
existing customers and previously untapped noncustomer demand.

Keywords: Blue Ocean Transformation, Business Model, Gift Gold and Jewelry, Value Innovation,
Noncustomers, Strategy Canvas, Thematic Analysis



https://www.journaltesm.com/
http://creativecommons.org/licenses/by-nc/4.0
https://www.journaltesm.com
https://orcid.org/0009-0004-8033-5632
https://orcid.org/0000-0001-7103-0969
https://orcid.org/0000-0001-8631-1616
https://orcid.org/0000-0002-6463-6310
http://creativecommons.org/licenses/by-nc/4.0
https://portal.issn.org/resource/ISSN/3041-8585

Extended Abstract

Introduction

The gold and jewelry industry occupies a distinctive position at the intersection of economic value,
investment behavior, aesthetic consumption, symbolism, and gift-giving. Unlike many consumer goods,
gold simultaneously represents a tangible asset, a store of value, a luxury product, and an emotionally
meaningful object used in personal and social occasions. Global evidence indicates that jewelry has
consistently constituted an important component of total gold demand, alongside investment, technology,
and official-sector demand (Statista, 2021). The economic significance of the sector is further reflected in
the substantial value of the global jewelry market and its continued growth prospects (Statista, 2022), while
sustained global gold production demonstrates the enduring strategic and commercial importance of gold
within international markets (Statista, 2023). Nevertheless, contemporary jewelry markets are increasingly
affected by changing consumer preferences, digitalization, declining purchasing power, growing price
sensitivity, and heightened expectations regarding transparency, convenience, personalization, and service
quality. These developments challenge traditional business models that rely heavily on physical stores,
conventional product designs, opaque pricing mechanisms, and transactional relationships with
customers.

Within the gift-oriented gold and jewelry market, purchase decisions are shaped not only by
intrinsic material value but also by symbolic meaning, emotional relevance, design, affordability,
packaging, trust, and the overall customer experience. Accordingly, an effective value proposition must
integrate customer expectations with the operational architecture through which value is created,
communicated, delivered, and captured (Payne et al., 2020). The Blue Ocean Strategy provides a
particularly relevant framework for addressing this challenge because it shifts strategic attention away
from intensified competition within existing market boundaries toward value innovation, new demand
creation, and the reconstruction of industry assumptions. Previous research has shown that the Blue Ocean
approach can help firms identify competitive factors that should be eliminated, reduced, raised, or created,
thereby developing differentiated value curves and new market spaces (Hokianto, 2023). It has also been
emphasized that successful Blue Ocean transformation requires attention not only to current customers
but also to noncustomers whose unmet needs may represent important sources of new demand (Sakinah et
al., 2023).

The applicability of this approach has been demonstrated across multiple sectors. Research in the
food industry has indicated that redefining competitive factors can help organizations escape highly
contested markets and create differentiated value propositions (Dsilva & Subramanian, 2021). Similar
findings have been reported among small businesses, where Blue Ocean principles have supported market
development and business redesign (Samrin et al., 2022), and in the Syrian food industry, where the strategy
was associated with sustaining competitive advantage through differentiated value creation (Massoudi &
Ahmed, 2021). Evidence from service industries is also relevant. In the Iranian insurance sector, Blue
Ocean Strategy has been examined as a mechanism for strengthening competitive advantage (Rajabi Farjad
et al., 2020), while research in banking has highlighted its potential for improving demand fulfillment and
customer satisfaction (Ghanbari et al., 2024). Furthermore, integrating Blue Ocean Strategy with the
Business Model Canvas has been shown to facilitate the translation of strategic innovation into operational
business-model components (Henaulu et al., 2021; Mas'ud et al., 2023). Studies have likewise applied this
combined logic to tobacco businesses (Fauzi et al., 2023), environmentally friendly consumer products
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(Zafriana & Prihono, 2023), post-pandemic business-model innovation (Zahrani & Prasetio, 2023), online
retail strategy (Indrayani, 2022), and emerging technological systems (Yohanes et al., 2024). However,
critical perspectives caution that uncontested markets may not remain uncontested indefinitely because
successful innovations can attract imitation and new competition (Mutua & Wangari, 2023), while
conceptual analyses also emphasize uncertainty and complexity in the transition from conventional
competition to Blue Ocean spaces (Christianto & Smarandache, 2021). Against this background, the present
study aimed to design an innovative business model for Iran’s gift gold and jewelry industry using a Blue
Ocean Transformation approach by identifying customer pain points, analyzing noncustomers,
reconstructing competitive factors, and integrating the resulting strategic choices into a coherent Business
Model Canvas.

Methods and Materials

This study employed a qualitative, interpretive, inductive, developmental, exploratory-descriptive,
and cross-sectional research design. The methodological logic was selected because the study sought to
achieve an in-depth understanding of customer perceptions, hidden needs, purchasing barriers, symbolic
meanings associated with gold gifts, and the views of industry experts rather than testing predetermined
hypotheses. Purposive judgmental sampling was used to recruit information-rich participants from the
principal stakeholder groups of Iran’s gift gold and jewelry ecosystem. Fifteen participants were
interviewed, including retail customers, noncustomers who preferred substitute gifts, industry experts, and
individuals with relevant market and professional experience. The sample included eight men and seven
women aged 23 to 45 years, with a mean age of approximately 34 years. Data saturation became evident
by the twelfth interview, but three additional interviews were conducted to strengthen analytical
sufficiency.

Primary data were collected through in-depth semi-structured interviews based on a 13-question
protocol organized around four domains: product perception, design, and packaging; pain points related
to traditional pricing, making charges, invoices, and resale; digital purchasing, logistics, authenticity, and
security; and consumer behavior, physical retailing, communication, and financing. Individual interviews
lasted approximately 45 to 60 minutes. Two focus-group sessions were subsequently conducted. The first,
involving six participants, explored customer pain points and needs over 90 minutes, while the second,
involving nine participants and lasting 105 minutes, assessed the strategic model, the ERRC framework,
the Strategy Canvas, and the final business-model components. Secondary evidence, including industry
documents, market observations, comparative benchmarking, and relevant business practices, was also
examined to enrich interpretation and triangulate findings.

The qualitative data were analyzed through a six-stage thematic analysis process involving
familiarization with the transcripts, generation of open codes, organization of related codes into
subthemes, review and refinement of themes, definition and naming of major themes, and integration of
the themes with strategic frameworks. The analysis generated 54 initial open codes and 13 subthemes,
which were subsequently abstracted into major strategic domains. The extracted themes were then mapped
onto the Blue Ocean Strategy tools, particularly the Eliminate-Reduce-Raise-Create framework and
Strategy Canvas. The three tiers of noncustomers were also analyzed. Finally, the resulting value
innovation logic was translated into the nine components of the Business Model Canvas. Inter-coder
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reliability was assessed on three independently coded interviews, and Cohen’s kappa reached 87.4%,
indicating a high level of coding agreement.

Findings

The findings revealed a substantial mismatch between the competitive logic of the traditional
Iranian gold market and the expectations of contemporary gift-oriented consumers. Eight major
characteristics of the traditional “red ocean” were identified: opaque making-charge and pricing practices,
emphasis on heavy and traditional designs, insufficient invoice transparency, ordinary packaging, weak
online logistics and security, unfavorable resale practices, costly physical-store formats, and a
conventional investment-oriented view of gold. Market monitoring showed particularly high traditional
emphasis on physical decoration and store infrastructure, heavy product designs, conventional investment
logic, ordinary packaging, and complex pricing practices, whereas secure digital logistics received
comparatively limited attention.

The thematic analysis generated 54 open codes and 13 subthemes. The dominant strategic themes
centered on smart pricing transparency and reform of making-charge and invoice practices; lightweight,
minimalist, and modern gift-oriented design; premium and interactive packaging and unboxing
experiences; secure, insured logistics and digital authenticity assurance; fair resale mechanisms combined
with micro-investment value; and flexible credit-based financing. The findings indicated that customers
did not view affordability merely as a question of reducing the gold price. Instead, affordability was
associated with lower product weight, reasonable making charges, transparent calculations, flexible
payment conditions, and reduced perceived loss at resale.

The analysis of noncustomers identified three distinct tiers. The first consisted of soon-to-be
noncustomers who still purchased gold occasionally but were approaching market exit because of high
prices, heavy products, and resale losses. The second consisted of refusing noncustomers who deliberately
selected substitutes such as silver, branded costume jewelry, perfume, or watches because of opaque
pricing and weak gift presentation. The third consisted of unexplored noncustomers who did not regard
gold as a realistic gift option because of outdated designs, weak digital access, and concerns regarding
online authenticity and trust. The proposed Blue Ocean responses included engineering lightweight
products of approximately 300 milligrams to 1 gram, reducing making charges, providing transparent
electronic invoices, developing premium unboxing experiences, establishing insured digital distribution,
and introducing BNPL and other micro-financing mechanisms.

The ERRC analysis proposed eliminating excessive dependence on expensive traditional physical
retailing, opaque multilayered pricing formulas, and unfair resale-loss practices. It recommended reducing
dependence on heavy classical products, psychological risks associated with online purchasing, and
unnecessary intermediaries. The elements to be raised included invoice transparency, lightweight and
minimalist product variety, and payment flexibility. New elements to be created included premium
interactive gift packaging, insured specialized gold logistics, fair buyback policies, and hybrid products
combining beauty, gifting, and micro-investment.

The Strategy Canvas showed a marked divergence between the proposed model and the traditional
market. The proposed model minimized physical decoration costs, pricing complexity, heavy product
weight, and intermediary margins, while maximizing gift-investment integration, flexible credit payment,
unboxing quality, secure logistics, invoice transparency, corporate gift packages, and smart gold gift cards.
The final Business Model Canvas targeted young and middle-aged gift buyers, traditional noncustomers,
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micro-investment-oriented retail customers, and corporate buyers. Its value propositions included sub-1-
gram modern gold pieces, transparent pricing, premium packaging, fair buyback, BNPL, insured digital
delivery, and investment-gift products such as small bars, standardized gold products, and gold-backed
gift solutions. Key channels included official online sales platforms, social media, insured logistics, and
word-of-mouth. Key partners included lightweight-gold producers, financing platforms, insured logistics
providers, and relevant industry institutions. Following expert focus-group evaluation, the model was
accepted after minor operational refinements.

Discussion and Conclusion

The findings demonstrate that transformation in Iran’s gift gold and jewelry industry requires a
shift from a product-centered and weight-centered logic toward an integrated value-centered ecosystem.
The central opportunity does not lie in competing more aggressively on conventional factors such as store
decoration, heavy jewelry, or discretionary making-charge discounts. Instead, competitive space can be
reconstructed by simultaneously redesigning the product, pricing structure, trust architecture, purchasing
experience, financing options, delivery system, and resale relationship. Lightweight jewelry is
strategically important because it lowers the entry threshold without eliminating the symbolic and
investment value of gold. Similarly, transparent pricing and official invoicing reduce uncertainty and
strengthen trust, while premium packaging transforms gold from a merely financial commodity into a
memorable gift experience.

The findings also show that digital transformation in this industry cannot be reduced to establishing
an online storefront. Because gold is a high-value and authenticity-sensitive product, meaningful
digitalization requires an integrated trust infrastructure comprising authenticity verification, formal
documentation, insured delivery, secure packaging, order tracking, and responsible after-sales service.
Likewise, credit purchasing and BNPL mechanisms should be interpreted as part of the value proposition
rather than merely as payment tools, because they reduce access barriers for customers whose willingness
to buy exceeds their immediate liquidity.

Another major implication concerns the strategic importance of noncustomers. The proposed
model extends beyond retaining existing gold buyers and directly addresses individuals who are close to
abandoning the market, those who deliberately choose alternative gifts, and those who have never
considered gold a suitable gift. The conversion of these groups depends on removing the reasons for
nonconsumption rather than merely promoting existing products more intensively. Lightweight designs,
transparent invoices, premium gift presentation, insured online purchase, and hybrid gift-investment
products collectively create a different consumption logic capable of attracting previously excluded
demand.

The final business model therefore represents a coordinated restructuring of customer segments,
value propositions, channels, customer relationships, revenue mechanisms, resources, activities,
partnerships, and costs. Its central strategic logic is to reduce or eliminate non-value-adding traditional
expenditures while reallocating resources toward customer trust, digital infrastructure, design, packaging,
and service innovation. The model also preserves one of the most important intrinsic advantages of gold—
its investment and resale value—while embedding it within a contemporary gifting experience. The
expert-validation process further indicated that the model is operationally plausible, provided that
authenticity control, buyback conditions, financing rules, production quality, and logistics partnerships
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are carefully governed. Overall, the study concludes that a Blue Ocean Transformation in Iran’s gift gold
and jewelry industry is feasible through the systematic reconstruction of competitive factors and the
creation of an integrated business model centered on lightweight design, pricing transparency, secure
digital commerce, premium gifting experience, flexible financing, fair resale, and the simultaneous
combination of aesthetic consumption with micro-investment value.
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