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Abstract 

With the development of digital ecosystems, the data generated by sensors is powering 
the development of enterprises, and the research shows that digital strategy is becoming 
the trend of enterprise's future development instead of the traditional way of operation. 
How to develop digital strategy and how to give new life to enterprises’ traditional 
products through the combination with data have become the goals pursued by modern 
enterprises. This paper uses the digital ecosystem as the analytical framework ,on the 
basis of its relevant background and its digital strategy, to study Nike and analyzes the 
advantages and disadvantages of existing Nike digital strategy and NIKE’s products, such 
as Adapt BB. And then the paper creatively puts forward a new product called Adapt 
Future which merges the concepts of Nike's future development and technology 
innovation to provide a bit of advice on sustainable development for enterprises. 
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1. Introduction 

Modern firms compete in digital ecosystems wherein value stems from leveraging data across 
a network of digitally connected entities. In this new environment, businesses compete not just 
with products but also about how to use those data which  generate through sensors. They 
generate new value by sharing this sensor data across their digital ecosystems. To benefit from 
such new value, firms have to understand what their digital ecosystems are and how to change 
their traditional products into ones that can harness value from those digital ecosystems. They 
also have to change and traditional competitive approaches and develop new digital strategies. 
In this paper a case study is presented on Nike and its digital strategy. 

Using this case study the paper presents an analysis of how Nike generates sensor data and 
leverages value within its digital ecosystem. The paper also suggests how Nike can extend its 
digital strategy through a new product that is called Adapt Future. The paper develops our ideas 
based on new frameworks on digital strategy. 

This paper will first offer a background on Nike’s current digital strategy and will present an 
analysis of this strategy based on new frameworks on digital strategy. Then we will describe 
how Adapt Future, Nike’s new product, can help Nike improve on its current digital strategy. 
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2. Background on Nike 

NIKE, as the world’s largest designer and producer of athletic footwear, apparel, and equipment, 
has paid more attention to digital technologies and innovations. Since the late 1990s, NIKE 
started to make an effort to adopt digital technology in its supply chain, which could diversify 
its product lines and meet specific demands. More recently, NIKE has adopted various other 
digital technologies keeping up with modern developments. 

According to the product line of Nike, the company is divided into three business units: 
sneakers, sportswear and sports accessories.[1] Because of the relative popularity of various 
sports, fitness activities and changing design trends affect the demand for their products, 
therefore, they change the trends and consumer preferences by adjusting existing products, 
developing new products, styles and categories and influencing sports and fitness preferences 
through extensive marketing. They sell their products through NIKE-owned retail stores and 
through digital platforms (like “NIKE Direct” operations), to retail accounts and to a mix of 
independent distributors, licensees and sales representatives in virtually all countries around 
the world. Their goal is to deliver value to their shareholders by building a profitable global 
portfolio of branded footwear, apparel, equipment and accessories businesses. Their strategy 
is to achieve long-term revenue growth by creating innovative, “must-have” products, building 
deep personal consumer connections with their brands and delivering compelling consumer 
experiences through digital platforms and at retail. Through the Consumer Direct Offense, they 
tend to focus their Triple Double strategy, with the objective of doubling the impact of 
innovation, increasing their speed to market and growing their direct connections with 
consumers. 

During Fiscal of 2019, according to the fourth quarter Income Statement Review, NIKE Brand 
and Converse sales in the United States accounted for approximately 41% of total revenues, 
compared to 42% and 46% for fiscal 2018 and fiscal 2017, respectively. Revenue under the 
Nike brand was $9.7 billion, up 10 percent on a currency-neutral basis, driven by growth in 
Nike's direct and wholesale businesses, including key categories such as sportswear, Jordan 
and basketball, as well as continued growth in its footwear and apparel businesses. Gross 
margins rose 80 basis points to 45.5%, mainly due to higher average selling prices, foreign 
exchange impact, and growth from NIKE Direct. Operating and administrative expenses 
increased 12 percent to $2.4 billion, driven primarily by wages and administrative expenses, 
which reflected key investments in innovation, data and analytics, and new capabilities to 
accelerate our end-to-end digital transformation[2]. 

Compared with the last two years, because the proportion of the United States sales declined in 
2019, the operation scale in the United State tended to constrict, and NIKE was focusing on the 
international market more. Although they have higher gross margin growth rates, these 
benefits are partially offset by higher product costs and supply chain investments, and they face 
increasingly protectionist policies. In 2019, NIKE improved the investment of innovation and 
building and expanding a digital platform was becoming their interest. 

3. Nike’s Digital Strategy 

3.1. NIKE+ 

To enhance the runner community's digital ecosystem experience, NIKE introduced the NIKE + 
concept, which includes multiple connecting components: a shoe, an Internet platform, and a 
device. 2012 can be called the first year of Nike’s digital sports, its digital sports platform NIKE+ 
introduced an array of new digital initiatives. In one year, they have launched many new 
products, and the number of registered users in the NIKE+ online community has grown rapidly 
from 5 million at the beginning of the year to more than 10 million[3]. In May 2006, Nike and 



Volume 1 Issue 11, 2020 

DOI: 10.6981/FEM.202011_1(11).0015 

106 

Frontiers in Economics and Management 

ISSN: 2692-7608 

apple jointly launched the NIKE+ iPod sports series components in New York. It enables users 
to see a series of running data, such as their pace and distance, in real time by adding sensors 
to the shoe and attaching a receiver to the iPod. With the rapid change of the market 
environment, NIKE+ transformed Nike’s shoe from a product that was used for running into a 
product that also generated data on how the user was running. In addition, runners can share 
their results online and get customized advice from coaches[4]. This digital strategy goes far 
beyond the Nike concept of just shoes, giving runners a better sport “environment”, helping 
them to better understand themselves and enjoy the sports. 

3.2. Digital Sports 

In 2012, the digital sports division launched a product called “Fuelband” which could measure 
consumers’ energies from their all activities. In the past, NIKE+ iPod was aimed at more 
professional sports groups, but this time through the Fuelband, Nike completed the coverage of 
non-sports groups. Meanwhile, they also launched a new Energy unit——NIKE Fuel[3]. 
Compared with RunKeeper which allowed consumers to complete the migration of data   
manually, Fuelband made other similar products cannot replicate this unit, which sets up 
barriers for users to migrate from NIKE+ to other products. After cooperating with Apple, NIKE 
started to develop new digital products called “NIKE+ Basketball” and “NIKE+ Training” 
independently. The new shoe can measure more movement data, such as jumping height. And 
with the application of NIKE Training Club and NIKE+Basketball, NIKE constructed two new 
sports digital ecosystems besides running. 

In the basketball area, the launch of Adapt BB series is a significant step for NIKE to build a 
sports digital ecosystem. Adapt isn’t a category of a shoe, it is an operating system. “The 
sportswear giant says that over the course of a basketball game, a player’s foot can expand 
almost a half-size, which can affect their comfort level and ultimately have an impact on their 
movement and performance on the court[5].” In order to solve this situation, NIKE launched 
the Adapt BB series with power laces which could be manually controlled by physical buttons 
on the shoe or app on mobile devices. When athletes put on the Adapt BB, the built-in custom 
motor with trained gears senses the tension needed by them feet and automatically adjusts 
itself to keep each foot snug in the shoes[5]. Nike says its new lacing system can create 32 
pounds of force, which is very secure for athletes to do any range of movement.  

3.3. Digital Marketing 

A good company cannot move forward without digital changes, so does Nike, the footwear giant. 
One of the most impressive things about Nike in the third quarter of year 2019 was the 
acceleration in footwear sales compared with the year ago quarter. For a company of Nike’s 
size, which sells $24 billion in footwear each year, it is not easy to accelerate sales at such an 
alarming rate. The sales in the last quarter increased by 11% compared with the year-ago sale 
which was 2%. And the management credited this advance to both the innovation and the 
progression in the digital sales channels. Including the latest products, the personal digital 
envelope for each consumer as well as the digital transformation in its supply chain. They 
consider the digital business emerging as one of Nike’s competitive advantages. 

3.4. Analysis of Nike’s Digital Strategy 

Nike has shoes that generate user data. Such data is in-use data which can be channeled into 
developing profiles of each user. Such profiles are known as digital envelopes. These digital 
envelopes can be harnessed in a digital ecosystem that has two components. First, it is a 
production ecosystem, generated by digitally connected units of perception embedded in the 
fusion of interdependent activities, units, and entities that contribute to an enterprise's value 
proposition through the value chain[6]. The second, it's consumption ecosystem which makes 
external entities complement in-use data creates more value. This work will focus on the Adapt 
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BB series and NIKE + areas to analyze Nike’s digital strategy through the production ecosystem 
and consumption ecosystem. 

3.4.1. Production ecosystem 

(1) Nike+ 

In 2001, Apple launched a new product “iPod” which had mushroomed in popularity. "Most 
runners are already running with music," says Nike President and CEO Mark Parker. "We 
thought that if we could combine music and data, there would be a real opportunity[7]." Thus 
Apple and Nike started to develop the system together and build Nike+ iPod system. Mark also 
states that during the development period, Apple focused on sensors by making it smaller and 
more durable and interface for the iPod, at the same time, Nike also paid more attention to the 
shoes[7]. During this research & development, two companies, as main components in the 
production ecosystem, play to their strengths to make the product more acceptable and widely 
used so that users can get its intrinsic value, not just a pair of shoes from Nike. 

(2) Adapt BB 

The production ecosystem of “Adapt BB” mainly illustrated the step from product to customer 
demand. 

Internal design. 

Before a basketball game, for instance, basketball players need to use a special pad to charge 
Nike Adapt BB ‘s “brain" , called FitAdapt (the core of the whole pair of shoes), and the special 
charged department can sense feet needs about fitness automatically, so it can adjust shoelaces’ 
tightening in time. The tensile strength of the cable tie under their feet (like the strength of the 
parachute rope) can make sure basketball players’ feet get enough package performance under 
different mobile modes. At the same time, according to basketball players’ bounce frequency, 
Nike Adapt BB uses Cushlon foam to improve the flexibility and durability of shoes. 

External design 

At first, according to different preferences of consumers, “Adapt BB” allows consumers to 
choose the color of sole button indicator according to different scenes. For example, when you 
are exercising, you can choose a green color, and when you start the race, you can choose a red 
color. In addition, because low-top sneakers are more beneficial to players’ ankle flexibility, 
“Adapt BB” still uses a low-top design, and the design that the high-strength Flyknit on the outer 
vamp and the QuadFit mesh material on the inner boot match each other helps the shoes have 
hardness and comfort, so to some extent, it is very suitable for basketball players who are in 
guard and small forward positions. 

(3) Marketing 

Just like Nike started doing on their platform two years ago, consumers can still select the 
purchase eligibility of Adapt BB through both online and offline registration. It was not only an 
efficient way to boost store sales but also promoted the operation of the platform. Previous 
experience of snapping up sneakers has had to drive fans crazy, Most of them would be 
attracted by the innovation in the shoe itself and others met its Future changes in price. And it 
turned out just as everyone expected, the price of BB went up dramatically on the second day 
of release. This sales model is one of Nike's brand features. 

3.4.2. Consumption ecosystem 

(1) NIKE+ 

Nike Plus combined its shoes, sensors and internet devices to build its consumption ecosystem. 
Such a consumption ecosystem creates a data-sharing environment, which NIKE and others 
developers can via APIs to create more value to each other in this ecosystem. For example, Mark 
notes that since the data can be exported from the iPod in a standardized format, it is relatively 
easy for other services to manipulate the data. For example, by connecting Nike+ and Twitter 
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users, the running data will automatically be synced to Twitter [7]. For the runner, they not 
only can access their in-use information and record their running life, but also their friends 
could see the progress of the running program and motivate them to get a better reminder 
effect. For Twitter, as a component of the consumption ecosystem, it could gain more users and 
create meaningful content to enhance their users’ relationship in Twitter community by 
cooperating with Nike and Apple. For Apple, as an innovative hardware and software company 
in this consumption ecosystem, it can form a long-term partnership with Nike and analyze the 
data to recommend music to users in different exercise states. 

(2) Adapt BB 

Before the purchase 

Nike is trying to address the risks of buying online with its App-based and artificial intelligence-
based Nike Fit system. For example, when consumers are asked to choose a size, users will soon 
have the option of using the Nike Fit feature. They will then point the phone's rear camera at 
their feet, using on-screen instructions to make sure the phone is positioned horizontally. The 
app will then use the camera to visually identify and scan both feet, collecting 13 data points 
for each in a matter of seconds. The data will be processed using artificial intelligence 
algorithms to determine the best shoe size for the user. The app will remember each user's foot 
scan data, so they don't have to be scanned every time they buy a new shoe[8]. 

After the purchase 

Nike is trying to explore its “Nike’s smartphone-enabled strategy”. For example, if consumers 
bought a pair of “Adapt BB” shoes, they can download the Nike Adapt app on their phone, which 
allows them to adjust the fit of their shoes and customize them to fit just as tight as they want. 
In addition, consumers can change the indicator button’s color on the bottom of shoes through 
their smartphone optionally. 

Nike also has absolute advantages. No matter how much the shoe is priced and what kinds of 
channel you brought them, it will always comply with Nike's official return and exchange policy, 
if the goods you purchased are still in the same condition as they were purchased at the time of 
purchase and are eligible for secondary sale, they may be returned for any reason or no reason 
within 30 days from the date of receipt. 

4. Introduction of Adapt Future 

Although the Adapt BB series already exists on the market, we feel that as a new technology-
integrated product, it still has a lot of room for improvement to be a more professional product 
for users. This paper wants to introduce our product called “Adapt Future” which is an 
upgraded Nike Adapt BB series. For the original good design of Adapt BB, we will keep it in 
Adapt Future. For example, Flyknit, which is famous for breathability, and the new upper 
material QuadFit are also used on the upper. They can provide excellent wrapping and comfort 
for the feet. In terms of midsole technology, we still keep using Cushlon foam. Although it is not 
as famous as an air cushion, the cushioning performance is still trustworthy. Before introducing 
new products features, this work needs to reiterate the market position of Adapt Future. This 
product is not limited to basketball shoes like Adapt BB, Adapt Future will be a pair of 
multifunctional practical sports shoes, not only suitable for playing, but also suitable for 
running or walking. Below this paper will list new features which will apply on the Adapt Future. 

4.1. Appearance 

Since the launch of Adapt BB to the present, they only provide 4 color combinations for 
customers to choose. Obviously this choice is too little for the current consumer. So in terms of 
color matching, Adapt Future will launch customized services. It allows consumers to match the 
color of their shoes according to their preferences. Of course, this is to expand the market, 
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especially the female market. Another improvement in appearance is that we will spray a 
reflective coating on the upper of the shoe to make the shoe more noticeable when it is exposed 
to light at night. 

4.2. Lancing system 

Although Adapt BB applied the latest automatic shoelace system (EARL), when it starts to 
retract the shoelace, the sound of the midsole shoelace motor is still relatively loud. When you 
wear shoes or change the elasticity of the laces, the sound of the motor can let the entire bench 
know what you are doing. Therefore, the paper will reduce the sound of the motor when the 
shoelace is stretched on Adapt Future. 

For the shoelace sensor, the paper intends to add a thermal sensor to increase its sensitivity 
and make it more intelligent (Thermal induction is only in the practical stage of wearing shoes, 
when the temperature of the sole changes). For many users who have Adapt BB, they always 
find it harder to wear it in. When we add thermal induction to the original sensor, the sole will 
sense the heat of the forefoot and quickly adjust the motor to the most loose state, which is 
convenient for the user to wear the shoe quickly. When the entire sole touches the shoe sole, 
the lace will automatically adjust according to the shape of the foot. 

The paper also wants to build a function on lacing which is called auto-adjust lancing. It means 
that the shoes can adjust the degree of the tightness by tracing the different states of motion by 
itself. For instance, it can improve the degree of the tightness of the shoes when you turn to 
running from walking. Also it can release the degree of the tightness when your speed is slowing 
down. This function makes “Adapt Future'' different from any other kinds of shoes. With this 
special function, the risk of a sprained ankle is greatly reduced. Thus, the consumer will be more 
willing to pay for this product. 

4.3. Sensors 

This paper will install a systematic sensor on the entire sole. This sensor can be continuously 
updated through software in the later period, and will share real-time collected data to mobile 
devices, such as our smartphones or smart watches, via Bluetooth. In the early stage, we mainly 
added the functions for sensors to track the movement of the footsteps and sense stress degrees 
on the sole of the foot. 

The function of tracking the movement of footsteps is definitely a very useful function for 
athletes. When athletes put on Adapt Future during a game or training, their footwork will be 
tracked by sensors and recorded on mobile devices. Those collected data are in-use data for 
every single athlete and will be channeled to their own digital envelope. The trainer can help 
athletes correct their wrong actions and improve their performance based on those data on the 
device at a later stage. Meanwhile, it also could reduce the risk of injury by correcting the wrong 
movement. Therefore, this will be an attractive point for athletes to choose Adapt Future. 

The function of the stress degree on the sole of the foot is also very practical for ordinary people. 
Because many people have some misunderstandings in walking or running movement, which 
will affect their knees in the long term. So it ’s important to choose a pair of shoes that can help 
them improve walking. When people wear Adapt Future, the stress on the soles of their feet will 
be recorded by the sensor, and shared to its app. Nike will cooperate with some fitness apps to 
analyze those collected datas and give users some suggestions for walking or running. 
Therefore, for ordinary people, This function is an important factor for them to decide to buy 
Adapter Future. 

4.4. Analysis of Adapt Future Ecosystem 

4.4.1. Digital envelope and sensing unit 

The "Digital " themselves are not new for firms, nor are the data. As a result, firms used to collect 
and leverage data about markets, products, or operations, and integrate them into their value 
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chains[9]. With the development of big data and the Internet, real-time data has increasingly 
become an important chip for enterprises to adjust their development strategies and specify 
their development plans. But collecting real-time data is not enough. Although real-time data 
could turn into archived data over time[6], the fragmentation and fragmentation of data make 
it more difficult for companies to sort out and extract information. In the face of worldwide Nike 
user data, we can set up  high capacity centralized data servers such as the cloud, and then 
archive and store "Adapt Future" real-time user data effectively, establish “sensing units”[9], 
and wrap the data into "digital envelope". Finally, update every user data in the cloud in time 
with permission, periodically summarize and adjust the sales plan and connect to third-party 
platforms according to user preference. This work can use the hub role of "digital envelope" to 
connect the "production ecosystem" and "consumption ecosystem" of "Adapt Future" to realize 
the strategic transformation of "Adapt Future" utilization of data. 

4.4.2. Production ecosystems of “Adapt Future” 

The paper will illustrate the importance of building a production ecosystem for the product 
Adapt Future in three ways. 

(1) Select suppliers efficiently to improve decision’s efficiency 

Because the product, "Adapt the Future”, has high demands to production technology, high 
production costs, high demands to the transportation environment, high after-sales 
maintenance cost and at present, it can not mass production, the selection of suppliers can not 
pursue the low cost and high efficiency, and the choice of site is more discreet. By means of 
"Adapt Future" production data filtering, it can identify suppliers to reduce the sunk cost and 
improve decision-making efficiency. 

(2) Monitor the real-time production data to simplify the working process 

For example, firms can achieve closer coordination among suppliers based on the real-time 
state of inventory usage, or synchronization in smart factories, where machines, robots, 
production and assembly units can communicate to simplify workflow[10]. Like this, the 
manufacturing process of Adapt the Future can be further simplified by using data 
communication after Nike has identified suppliers. It can further reduce production costs and 
improve the products’ quality by monitoring production processes in real-time and generating 
analysis data, timely adjusting the number of production equipment, reducing unnecessary 
production processes, or using artificial intelligence to complete production. 

(3) Reflect user preferences to suppliers timely 

After collecting a large amount of real-time data of "Adapt Future" users, Nike can use "digital 
envelope" to analyze user preferences, such as consumers’ feelings about the comfort of the 
sole, the tightness of the laces, the feeling of shoe color change, and even the occasions where 
people wear "Adapt Future", and feedback such information to the "Adapt Future" suppliers to 
adjust product suitability and comfort. We also believe that giving feedback to vendors about 
user preferences is conducive to the personalization of Adapt Future. Since this product is 
different from traditional Nike shoes in terms of high-tech content and high cost, we currently 
believe that "Adapt Future" is not suitable for mass production, while "personalized 
customization" can give this product more meaning. Suppliers can Adapt the data of the in-shoe 
chips to different customers in a timely manner, so it is important to establish a production 
ecosystem for the "personalized" needs of different users. 

4.4.3. Consumption ecosystems of “Adapt Future” 

Unlike production ecosystems that enrich traditional value chain interdependencies, 
consumption ecosystems are the result of the diffusion of a series of interdependent 
relationships beyond the value chain that did not apply for a vast majority of firms before 
modern digital connectivity[6]. As for the construction of the consumer ecosystem of Nike's 
"Adapt Future", we also explain it from the following three perspectives. 
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(1) “Adapt Future”+ iWatch 

We can continue to cooperate with APPLE, and connect "Adapt Future" built-in chip by sensors 
with iWatch, share the user data (such as mileage, pressure on feet, walking habits, route, and 
comfort, etc.) with the user's iWatch. It is more convenient for users to read data, and at the 
same time the developer issues a preliminary analysis of a comfort report and gives some 
suggestions to users in order that they can adjust their walking or training program timely. Due 
to Nike's previous experience in cooperation with APPLE, to some extent, the continued 
cooperation reduces the barriers and costs of understanding and communication, and APPLE's 
technical support also meets the needs of designing "Adapt Future". 

(2) From “Adapt Future” to “other NIKE products” 

We think that the database which designers collect "Adapt Future" user data to establish and 
the database which belongs to Nike high-end consumer groups have a certain correlation, and 
then through the “Adapt Future database” we can deduce the high-end consumer preferences, 
such as the design of the shoes, price range, color, the money of one-off consumption, etc. we 
can cooperate with other electric business platforms, (like amazon, Alibaba, or Nike's official 
website) to recommend other users targeted products of Nike. It can not only expand sales 
channels but increase profits. 

(3) Collaborate with Weight-Loss or Diet APP 

"Adapt Future" sensed that a particular user’s every-morning walk is far greater than any time 
in the day's journey, and at the same time, this data maintains a high degree of continuity and 
stability, so through the generated data we can infer the user’s morning exercise or weight loss 
habit, and after the user's permission, the sensor will share the data with the weight loss APP 
(like KEEP or fast food APP), these apps will provide appropriate weight loss plans or diet 
calories calculation according to these data for the user. It is helpful to a comprehensive analysis 
of users and improves service level. 

5. Conclusion 

As interest in the digital ecosystem has grown, how to digitize the enterprise has become a 
heated topic. This paper which focuses on the sports industry selects Nike as the research object 
and illustrates its actions under the background of Nike’s digital strategy, like how to enhance 
their competitiveness through innovation (connects digital production-marketing model and 
traditional products), and how to face the new competition under digital marketing, etc. We 
choose Nike’s existing sneakers product, called "Adapt BB", as an example to analyse its digital 
ecosystem. Through the analysis of Nike’s background and current products, we believe that 
their production ecosystem still exists some problems which can’t make this product process 
more effective. For example, Nike should more fluently communicate with their manufacturer 
about the consumer needs to maximize their production ecosystem. Meanwhile, the cognition 
and exploration of the consumption ecosystem also need to be improved, which play an 
important role in the digital ecosystem. According to our research, we want to help Nike to 
improve their innovative products, so we put forward a new idea about "Adapt Future" which 
is based on Adapt BB as a model and adds some extra functions that have closer correlation 
among the production ecosystem, consumption ecosystem, and digital envelopes. In addition, 
the paper even expanded the scope of Nike’s digital ecosystem, so we hope to provide some 
reference for the digital ecosystem research and enterprises’ digital transformation. We believe 
that by producing more innovative products to convenience the community, Nike will have a 
bright future in the digital world. 
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