Business Models Reshaping Canadian
Commerce

Idea In Short

Canadian digital commerce is growing because it solves concrete daily problems, not
because it markets itself well. Four patterns explain most of the momentum: entertainment
platforms that fill idle time, retailers that ship from domestic warehouses instead of overseas
ports, subscription services that remove routine purchase decisions, and small businesses
adopting artificial intelligence faster than they can prove a return. Shopify, the Ottawa-
based commerce platform, embodies all four trends inside one business, since its revenue
rises only when the merchants on its platform sell more. Early movers across gaming,
logistics and subscription commerce already hold most of the market share built since 2024,
and Canada's Competition Bureau is now examining how data portability could keep newer
entrants competitive. Executives evaluating where to invest next need to understand which

convenience wins loyalty and which one is just noise.

Convenience Becomes Canada's Default Channel

Canadian shoppers no longer treat digital commerce as a backup option to physical stores.
It has become the default channel, and businesses that treat convenience as one feature
among many tend to fall behind those that build around it. Four forces are reshaping how
people spend online: entertainment platforms that fill idle time, retailers that ship from
Canadian warehouses instead of overseas ports, subscription services that remove routine
decisions, and small businesses adopting artificial intelligence [Al] tools faster than they can
measure the payoff. Each force solves a specific frustration, and together they explain why
online spending keeps climbing while traditional retail growth flattens.

Real-Money Gaming Fills an Attention Gap

Online gaming and sports wagering platforms have grown into one of the more visible digital
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commerce categories in the country. Quebec's regulated gaming market is expanding faster
than Ontario's more mature one, and provincial operators report steady gains in active
players. Mobile apps turned wagering into a second-screen habit during hockey broadcasts,
letting fans place bets between periods instead of waiting for commercial breaks. Language
and payment localization decide which platforms keep customers and which ones lose them
within weeks, since a French-language interface paired with familiar payment options builds
trust faster than translated marketing ever could.

Local Warehouses Beat Cross-Border Shipping

Cross-border shopping lost its appeal once customs fees and multi-week delivery windows
became the norm rather than the exception. Canadian shoppers increasingly favor retailers
that stock inventory inside the country, because a two-day delivery window beats a lower
price weighed down by duties and uncertain transit times. Distribution has turned into a
marketing lever in its own right. Retailers that treat warehousing as background logistics
rather than a competitive advantage lose customers to brands that can promise, and keep, a
fast delivery date.

Subscriptions Buy Back Decision-Making Time

Subscription commerce sells relief from routine choices, not just recurring convenience.
Buyers who no longer want to compare dish soap brands or plan a weekly grocery list pay
someone else to make that call on repeat. The category has scaled well past its novelty
phase. Grand View Research values the global subscription economy at roughly USD 557.7
billion in 2025, with Canadian adoption climbing fastest in health and wellness boxes.1
Reliability, not advertising, keeps subscribers paying month after month, and a single missed
shipment can undo years of loyalty.

Small Businesses Race to Adopt Al

Canadian small and medium-sized businesses [SMBs] adopted artificial intelligence tools
faster than most analysts expected. A Microsoft survey found 71% of Canadian SMBs now
use Al or generative Al in daily operations, most often for data entry and customer support
tasks that used to consume full-time staff hours.2 Cloud infrastructure lets small teams in
Edmonton, Halifax and other regional hubs collaborate without adding headcount. Investors
favor this shift because it produces recurring, subscription-style revenue rather than one-
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off project fees.

Returns Lag Behind the Adoption Curve

Adoption outpaced measurable results. KPMG surveyed 753 Canadian business leaders
between mid-August and early September 2025 and found that only 2% of respondents
could point to an actual return on investment [ROI] from their generative Al spending, even
though 93% said their organization was using Al in some form.3 Most companies rushed to
adopt the technology before defining what success would look like. The gap suggests value

comes from narrow, well-scoped use cases rather than blanket rollouts.

Shopify Turns Infrastructure Into Commerce Growth

Shopify Inc, headquartered in Ottawa, illustrates these forces converging inside a single
business. The company reported USD 7.9 billion in revenue for the first nine months of
2025, up 30% year over year, with merchant solutions such as payment processing and
Shopify Capital growing 35% to USD 5.9 billion.4 Gross merchandise value [GMV], the total
value of sales processed through the platform, reached USD 87.8 billion in the second
quarter of 2025 alone.5

Both GMV and revenue growth rates accelerated in North America, Europe and Asia
Pacific quarter over quarter

Chief Financial Officer [CFO] Jeff Hoffmeister made that comment alongside the results,
pointing to Europe as a particular source of strength. Shopify earns more only when its
merchants sell more, which aligns the company's incentives with the small businesses it

serves rather than charging a flat software fee regardless of outcome.

Consolidation and Policy Tighten the Field
Early movers in gaming, subscription commerce and cross-border logistics already hold

most of the market share built between 2024 and 2025, which raises the cost of entry for
anyone launching now. New entrants need a mobile-first product and fast response times
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just to match incumbents, let alone beat them. Policy is starting to catch up with the shift
too. Canada's Competition Bureau published a report on Jan. 15, 2026, arguing that data
portability could unlock competition and save consumers billions of dollars a year in sectors
such as insurance.6 Manufacturing employment fell by 30,000 jobs since March 2025 amid
sector-specific tariffs, which makes digital commerce a larger share of overall economic
activity by comparison.

Key Partners

Shopify depends on a network of partners rather than owning every layer of commerce
itself. Payment processors and banks support Shopify Payments, while national and regional
carriers handle fulfillment for merchants who do not manage their own warehouses.
Independent developers build the apps and themes that fill gaps in the core platform.
Enterprise technology partners, including cloud providers and system integrators, help
larger brands migrate onto Shopify Plus.

Key Activities

Shopify's core activity is keeping a cloud commerce platform running reliably for millions of
merchants at once. The company spends heavily on onboarding new sellers and supporting
existing ones through documentation, chat and phone support. Processing payments,
extending merchant capital loans and underwriting the associated risk make up a second
major activity. Continuous product development keeps the platform competitive against
rivals such as BigCommerce and WooCommerce.

Key Resources

The platform itself, built and maintained largely by engineers based in Ottawa and other
Canadian offices, is Shopify's core resource. Its payments infrastructure, which handles
currency conversion and fraud detection at scale, took years to build and is difficult for

smaller competitors to replicate. Brand trust with millions of merchants functions as a
resource too, since switching platforms carries real operational risk for a growing store.

Value Propositions

Shopify lets a first-time entrepreneur launch a working store within minutes rather than
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hiring developers. The same platform scales to enterprise brands running thousands of
stock-keeping units across multiple countries. Built-in payments, shipping labels and tax
calculation remove tasks merchants used to outsource separately. An app marketplace lets
each merchant customize the platform instead of waiting for Shopify to build every feature
natively.

Customer Relationships

Most small merchants interact with Shopify through self-serve dashboards and help center
articles rather than a dedicated account manager. Shopify Partner agencies fill that gap for
merchants who want hands-on design or migration support. Community forums and Shopify
Academy courses let merchants learn from each other and from Shopify staff without
paying for formal consulting.

Channels

Direct signup through Shopify.com remains the primary channel for new merchants
discovering the platform. Referrals from partner agencies and existing merchants bring in a
steady share of new accounts, particularly for larger brands. The app marketplace and
public application programming interface [API] give developers and larger retailers a
technical channel to integrate Shopify into existing operations.

Customer Segments

Solo entrepreneurs and independent creators make up the largest number of Shopify
accounts, even though they generate a smaller share of total sales. Small and mid-size
retailers form the bulk of paying subscription revenue. Enterprise brands using Shopify Plus
generate outsized gross merchandise value despite being a small fraction of total accounts.
Retailers using Shopify's point-of-sale system to unify online and in-store sales make up a
growing segment.

Cost Structure

Research and development plus cloud infrastructure costs make up the largest share of
Shopify's spending, since reliability at this scale requires constant investment in servers and
engineering talent. Sales, marketing and customer support round out the remaining major
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cost categories. Funding Shopify Capital's merchant loans also adds a financing cost that

scales with loan volume.

Revenue Streams

Subscription platform fees, charged monthly for access to Shopify's core software and
point-of-sale plans, make up roughly a quarter of total revenue. Merchant solutions,
primarily payment processing fees through Shopify Payments plus Shopify Capital financing
income, generate the majority of revenue and grow directly with merchant sales volume.
This structure means Shopify earns more only when its merchants succeed, rather than
charging a flat fee regardless of outcome.

1Subscription economy market size
2Canadian SMBs embrace Al
3Canadian businesses adopting Al

4Shopify quarterly filing
5Shopify Q2 2025 results
6Competition Bureau data portability report

Summary

Four patterns define Canadian digital commerce right now: entertainment that outcompetes
idle scrolling, logistics that treats speed as a promise rather than an afterthought,
subscriptions that sell relief from small decisions, and small businesses adopting artificial
intelligence faster than they can measure its value. Shopify shows what happens when a
company builds its entire model around merchant success instead of software licensing,
and its growth numbers reflect that alignment. The businesses winning in this market share
a common trait: they remove friction from a specific, recurring frustration rather than
chasing every trend at once. Executives who want to compete need to pick the problem
their business solves best, localize it for the Canadian market and defend it against fast
followers, because the advantage window created by early entry is already closing.
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