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ABSTRACT

E-commerce brings companies and customers together in an exchange market environment, beyond any
physical, cultural, and legal boundaries, and on an unimaginable scale, which was considered to be
technically impossible before. The companies’ online facilities have been improved and become accessible
to everyone through smart phones, tablets, etc. as the web pages and social networks started to direct
individuals towards e-commerce. E-commerce not only raises economic concerns related to competition
and pricing, but also reveals new social and environmental threats that can be quite widespread and
viral. Several studies have been conducted to examine the transformation of traditional business models
into e-businesses, the impact of e-commerce businesses on traditional business activities, or opportuni-
ties brought by technological innovations. For this reason, the effects of the competitive strategies will
be explained in terms of ensuring sustainable competitive advantage within e-commerce companies.

INTRODUCTION

E-commerce is becoming increasingly important for companies due to increasing technological op-
portunities. The companies that want to reach more customers and present their product range can use
their web pages to conduct marketing and sales activities and share corporate information. As a result,
technological and managerial strategies are becoming increasingly widespread in the political, social,
and regulatory environments of e-commerce. The growing development of e-commerce has caused an
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intensely competitive environment where only strong companies can survive and the weaker ones are
eliminated. The power wars in a competitive environment can create new markets, increase or decrease
existing legal regulations, create market entry barriers, affect prices, decrease or increase competition
costs, and re-structure interactions between companies and customers (Chen, 2001). E-commerce brings
companies and customers together in an exchange market environment, beyond any physical, cultural,
and legal boundaries, and on an unimaginable scale, which was considered to be technically impossible
before. Because of competition, consumers can make a selection by comparing products and/or services
as they wish. E-commerce is defined as the transactions of financial, marketing, and human resources
management or similar functional activities by means of information technologies and through web-
based networks (Zhang & Gai, 2005).

E-commerce companies use IT and communication technologies to interact with their customers
for commercial purposes in order to gain a competitive advantage. According to the definition of e-
commerce, it includes sales activities by telephone or e-mail or through online shopping systems over
the Internet. The most important factor behind the thrive of e-commerce is the accessibility of the
thousands of networks by individuals around the world. E-commerce began to boom, especially after
the development of the World-Wide-Web and establishments of sector networks. The companies’ online
facilities have been improved and become accessible to everyone through smart phones, tablets, etc.
as the web pages and social networks started to direct individuals towards e-commerce. Furthermore,
e-commerce companies have changed the market rules and the role of information technology (IT) in
the sectors. Before, information technology was just another option within market strategy; however, in
today’s world, information technology has a power all its own since the Internet is accessible by everyone
(Venkatraman & Henderson, 1998). Indeed, some companies established their market strategies based
on information technology. When we look at today’s successful e-commerce models, we see that market-
ing and technological activities interlock with each other in a competitive environment (Ghosh, 1998).

E-commerce not only raises economic concerns related to competition and pricing, but also reveals
new social and environmental threats that can be quite widespread and viral. One of the advantages is
that e-commerce reduces the cost of organising activities in every sector and this is an issue compa-
nies should give necessary importance to. In the last decade, significant studies have been carried out
on e-commerce technologies and multi-dimensional applications. It is clear that ever-expanding and
developing e-commerce opportunities affect the organizational management field; therefore, studies
on new e-business technologies and e-business modelling have been carried out (Brynjolfsson & Hitt,
2003; Rust & Kannan, 2003; Yunus, Moingeon, & Lehmann-Ortega, 2010). Several studies have been
conducted to examine the transformation of traditional business models into e-businesses, the impact
of e-commerce businesses on traditional business activities, or opportunities brought by technological
innovations. There are entangled applications such as Internet business models, web business models,
e-commerce business models, and e-market business models (Koellinger, 2008).

The e-commerce concept can transform organisations and industries into virtual networks where
customers and suppliers come together to create value-added processes, a concept that challenges long-
accepted business models. Thus, it is important to analyse the transformational effects of e-commerce
on the critical and fundamental processes of organizations (Fahey et al., 2001). E-business strategies,
funding, and governance are considered critical issues that require efficient planning, and effective con-
trol of information technologies in private and public organizations (Gottschalk, 2006). For this reason,
the effects of the competitive strategies will be explained in terms of ensuring sustainable competitive
advantage within e-commerce companies.
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WHAT IS E-COMMERCE?

According to the world trade organization, the definition of e-commerce is the advertising, sales, and
distribution of products and services through the Internet network (Ussahawanitchakit & Intakhan, 2011).
E-commerce is the realization of all commercial activities through computer networks, as from the design
of the products to the production and promotion. Furthermore, E-commerce is the implementation of all
business activities in an electronic environment (Ramanathan, 2010) and refers to all business transac-
tions of processing, transmission, and storage of digital information in the form of text, sound, and image
either over the Internet (reached by all the individuals and institutions) or over the intranet (accessed
by limited number of users) (Chaffey, 2007). E-commerce can be defined as the process of delivering
products and services to the customer after payment transactions, performing after-sales support, and
also providing information and search opportunities to consumers, organisations, and public institutions
by means of presenting data in Internet or intranet environments (Canpolat, 2001).

Different Definitions of E-Commerce

In terms of communication; e-commerce is the promotion of products and services by telephone, fax,
computer networks, Internet or similar electronic tools for the purpose of sales.

In terms of business; e-commerce uses information technologies for the work- related activities of
companies (Dal & Ozbek, 2006).

E-commerce is the advertising, sales, and distribution of products and services through communica-
tion networks (Canpolat, 2001).

E-commerce is the new commercial understanding of the new century where the exchange of products
and services is carried out on electronic environments, a result of the rapid changes and developments
of information technologies (Mucuk, 2012).

E-commerce is all kinds of transactions related to commercial activities through computer networks
(Erbaglar & Dokur, 2012).

These definitions include wide and multi-dimensional relationships between provider and the con-
sumer and also all the possible commercial transactions. Therefore, it can be said that e-commerce covers
large scopes of transactions conducted in an electronic environment for providing information, carrying
out promotions, and advertising and public information activities for commercial purposes (Canpolat,
2001). E-commerce activities started with telephone, fax, telex, television sales and electronic payments
and money transfer systems (EFT) but reached a point where all commercial activities can be carried out
over the Internet as a result of the developments in information technologies (Coskun, 2004).

Today, the ‘Information Society’ or ‘Knowledge Society’ is seen as post- industrial societies, with the
advancement of knowledge causing significant developments in commercial activities as technological
developments are used to process and manage information or resources (Marangoz, 2014). E-commerce
is a concept that includes the sale and purchase of all kinds of products and services with the use of
computer technology, electronic communication channels, and related technologies (smart card, elec-
tronic fund transfer EFT, POS terminals, fax, etc.) (Ersoy, 1999). E-commerce refers to the purchase
and sales of products and services and payment transactions over the Internet. The economy generated
by e-commerce is called ‘digital economy’ or ‘e-economy’ (Erbaslar & Dokur, 2012). Globalization
makes it necessary for companies to closely follow the developments in information and communication
technologies in order to obtain a permanent and firm position in competitive markets.
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In a highly competitive environment, e-commerce is the most efficient and fastest way for companies
to reach and communicate with their customers if they use the right tools. In particular, e-commerce
enables companies to operate in global markets, easily make differentiations, reduce operational costs,
expand their customer portfolio and control the risk structure, as well as having a key role in the efficient
use of distribution channels. E-commerce is about the management of consumption activities between
manufacturers, consumers, and the public and private organizations in an electronic environment (Erbaglar
& Dokur, 2012). E-commerce is the realisation of promotions, sales, insurance, and the distribution and
payment of products and services through Internet networks.

E-commerce is the implementation of commercial transactions in an electronic environment and has
three stages;

e  Advertising and market research
e  Order and payment
e  Delivery

With the rapid expansion and development of Internet technology, e-commerce has become a new
and very effective tool of commercial transactions and has emerged as a result of technological develop-
ments and the liberalization of trade.

The Actions of E-Commerce (Akgo6z, 2009)

Providing/getting information and conducting search activities in an electronic environment.
Meeting of both parties in an electronic environment and during the transaction of payments
Fulfilment of the commitment to the delivery of goods or services to the customer
After-sales maintenance, support, etc.

E-commerce is about the activities carried out by the companies in an electronic environment in order to
provide faster services, decrease service costs, and improve the quality of products. E-commerce enables
products and services to be bought, sold, and shared over the Internet and by means of other electronic
services (Gorkey, 2001). E-commerce companies responds faster to customers’ expectations and needs in
line with the rapid changes and developments in a global world. E-commerce also offers the possibility
of choosing the best supplier from widespread sales networks (Akgoz, 2009).

Common grounds of e-commerce (Erbaslar & Dokur, 2012);

1.  E-commerce can be carried out via Internet or intranet.
Interest holders of e-commerce including producers, consumers, public and private sector compa-
nies, and other organisations.

3. Tools of e-commerce: TV, Radio, Fax, EFT, EDI, ATM, Telephone, Internet.

These definitions not only cover the relationships between the seller and the buyer but also cover a wide
and multi-dimensional relationship, together with all possible commercial transactions. Therefore, the
context of e-commerce include activities such as promotions, advertising, training, and public informa-
tion (Canpolat, 2001).
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E-commerce Activities are Carried out in 4 Stages (Akgoz, 2009)

e  1st Stage: Sharing information and documents of foreign trade in the Internet. For example, stan-
dards such as BM / EDI-FACT, SWIFT must be introduced.

e  2nd Stage: Transactions for ordering, proforma invoice, e-contract, insurance, transportation and
payments should be carried out in an electronic environment.

. 3rd Stage: Legal structures should be established such as e-signature, e-tax, customs, and ex-
change legislation.

e  4th Stage: Necessary importance should be given to e-security. Internet security should be pro-
vided and foreign trade operations should be conducted over a secure electronic environment.

According to this view, the presentation of the product, supplying to customers, company searches,
transportation, payments, transactions and customs operations are an inseparable part of the process
(Akgoz, 2009).

The acquisition, internalization, production and efficient use of information have a key role in the
success of organisations and the national economy. In the information age, digital data regarding the
world economy has significant value for organizations. A new and rather large sector has been struc-
tured for knowledge ownership, information sharing, and the reshaping of information. The information
has become an essential capital of organizational life and is considered raw material like any product
or service or other production tool that can be obtained from suppliers if necessary (Marangoz, 2014).

The characteristics of the new world economy (also called ‘digital economy’ by some researchers)
are briefly stated below (Firlar, 2010):

e  Knowledge is the main source of production.

e  The most important resource of a knowledge-based economy is brain power, which is the tool
encompassing the production of information.

e A virtual world is formed by the digitalization of knowledge, so the relationship, interaction, etc.
between all beings in the real world changes accordingly.

e  New management processes of organizations are shaped according to micro-partitioning and are
structured on an individual basis.

e  Inthe new economy, communication provides the transfer of the knowledge and the role and func-
tion communication changes according to the digital network.

e  The communication sector is leading the way in the economies of almost all world countries.

e  One of the main rules of the new economy is planned obsolescence of products and the innovation
and servicing of new products.

e In the new economy, the individuals/customers can participate in the production process through
the elimination of boundaries by means of new information technologies and personal-oriented
products that will therefore gain importance.

e  Speed is another key factor in the effectiveness of organizational success and economic activity. In
this respect, the importance of web-based interactive environments is increasing daily.

e Inthe new economy, organizations must operate in an environment that is constantly changing and
developing without borders due to globalization.
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The common feature of these factors is the importance of generating information, specifically because
of the intense use of communication and computer technologies. Therefore, the concepts of an old or new
economy do not refer to an economy as getting older or younger. These concepts are about the changes
in the same economy in terms of value creation, relationships with customers and employees, methods
of conduct, behaviour, and management methods, etc. (Marangoz, 2014). Increasing global competi-
tion and the formation of advanced technologies manifests itself in every aspect of the economy and the
production, distribution, and consumption of goods and services are deeply affected by this processes.

Today, there are three concepts that direct the new economy (Dal & Ozbek, 2006);

a) Informatics
b) Communication
¢) Information.

Changes in macro factors affects the organisations and create pressure for the following reasons (Dal
& Ozbek, 2006);

a) Globalization

b) Rapid changes in technology

¢) Increased production

d) Increased use of computers by individuals and organisations

e) Constantly up-to-date concepts of new products and services

f)  Fast and short delivery of new products and services to the consumers

g) The opening of new business areas such as e-commerce, the opportunity of the seller and the buyer
to meet without any intermediary and beyond the national boundaries

h)  Emergence of new business opportunities

i)  Expansion of value-added concepts such as communication and information exchange for the
products and services

J)  Intense competition

k)  Focus on consumer-oriented marketing approaches

1)  Investing in research and development activities

DEVELOPMENT OF E-COMMERCE

There are two important elements in the development of e-commerce.

The first is development in the IT sector. The development of new communication environments,
the increasing interest in information communication technologies from all sections of society, and the
increasing power of social media adds a new dimension to the concept of socialization (Vural & Bat,
2010). Investments in information technologies increase each year and positively affects e-commerce
because, information technologies form the basis of development tools of e-commerce (Cogkun, 2004).

Second is the globalization of the markets, which accelerates the development of e-commerce or
vice versa. The globalization of markets accelerates the development of e-commerce, at which point
e-commerce eliminates the borders of the country leading to an ease in customs rules, and an increase
in globalization (Cogkun, 2004).
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History of the Development of E-commerce
According to Smith (2011), the timeline of e-commerce development:

1946: ENIAC (first computer) was structured at the University of Pennsylvania.

1957: The Soviet Union launched the first artificial satellite (Sputnik).

1958: USA established ARPA to gain the science and technological leadership and to withstand the
technological superiority of the Soviet Union.

1969: ARPANET (pioneer of the Internet) was founded at UCLA, Stanford, UC-Santa Barbara and the
University of Utah.

1970: Application of EDI-Electronic Information Exchange

1973: The first international communication to the ARPANET was implemented at the University Col-
lege of London.

1974: BBN company announced the establishment of Telnet, the first commercial version of ARPANET.

1982: ARPA established TCP and IP.

1984: The number of Internet users exceeded 1000.

1987: The number of Internet users exceeded 10000.

1989: The number of Internet users exceeded 100000.
° In the 1990s, the development and dissemination of the World Wide Web (www) began.

1990: The ARPANET was shut down.

1992: www (world wide web) was founded in Cern.

1994: Pizza Hut started to sell its products over the Internet.

1994: The first cyber bank First Virtual was founded.

1997: B2B (Business to Business) trading activity started.

2000: The number of Internet users exceeded 360 million.

2011: The number of Internet users exceeded 2 billion.

2011: More than 200 countries connected.

2017: The number of Internet users is about 3.7 billion (Kemp 2017).

Itis a fact that the number of Internet users increased almost six-times in a period of 10 years between
2000-2010. It is expected that the volume of e-commerce will continue to increase as Internet technol-
ogy is more widely used (Porter, 2001). The reason for this expectation is that Internet technology will
positively affect the general development of e-commerce.

The advantages of e-commerce, such as the wide range of products offered to customers, price
comparison and time savings, are important factors in e-commerce development (Hamad, Elbeltagi, &
El-Gohary, 2018). In the coming years, it is thought that e-commerce will continue to grow due to fac-
tors such as the tendency of the young population to use the Internet, the increase in the mobile device
usage rate, and the growth of emerging markets.

The most significant difference of e-commerce from traditional trade is in communication and ap-
proval processes. Transactions carried out in the traditional method are not expected to be faster than any
e-commerce methods, such as e-mail or other types of electronic data transmissions ((Elibol & Kesici,
2004; Erbaglar & Dokur, 2012).

E-commerce has caused radical changes in the marketing methods, shopping life, and payment of
purchased products as a result of the widespread use of computers, the Internet, and the high volume of

293



Effects of Competitive Strategies on the E-Commerce Companies and Achieving Sustainable Competitive Advantage

Table 1.
Traditional Trade E-commerce
Information about the products can be obtained by talking to the The customers can easily obtain information about the products or
companies or examining magazines, brochures, and catalogues. services of companies through their web pages on the Internet.

The customers should file a request and fill in a form regarding the

.. E-mail makes it possible to perform processes easily and quickly.
product or service in order to purchase. P p p! y q Y

The Purchasing Department starts the price survey with the
approval of the form from the customer. Catalogues and price lists
are reviewed and interviews are made.

The web sites of companies already provide requested information
that is easily reachable.

Forms are filled, faxed, or mailed to the supplier at the time of E-mail or electronic data exchange (EDI) methods makes the
ordering. ordering process more convenient.

commercial networks. In the Internet environment, consumers can browse the web pages of companies,
order products and services from shopping sites, and then have the products and services delivered to
their location (Damanpour & Damanpour 2001).

It is very easy for stakeholders (internal and external) to reach business registry and partnership data
by visiting the website of the company (Marangoz, 2014).

The main objective of e-commerce is to make commercial transactions in the electronic environment
easy, reliable, fast and efficient (Kiennan, 2002).

E-commerce is not a one-sided activity and provides advantages to customers and sellers.

E-Commerce Types

E-commerce is about the sales and marketing of products and services over the Internet and transmis-
sions between two or more parties. A classification of e-commerce is made in terms of the parties of
the trade who are the businesses, consumers, and the government (Doganer, 2007). Considering this
trilateral mechanism, e-commerce types are:

Companies can gain a competitive advantage by maintaining their loyal customers who are constantly
shopping through their websites (Guthrie & Austin, 1996). In periods of intense competition or economic/
financial problems, companies tend to establish e-commerce activities by setting up websites in order
to reduce costs and survive in the market, thus they also increase the possibility of achieving sustain-
able competitive advantages (Morrison & King, 2002; Tse, 2003). The reason for the private property
arrangement of B&B is the lack of systematic performance data caused by competition and differing
financial situations (Poorani & Smith, 1995). Therefore, it is necessary to pay attention to the financial
performance of B&B. In short, it is important to achieve a sustainable competitive advantage in terms
of organizational learning skills, as they have an impact on organizational performance in the field of
e-commerce (Ruiz-Mercader, Merono-Cerdan, & Sabater-Sanchez 2006).

Selecting Definitive Partners for Strategic Alliances
Another way to succeed in competition in the field of e-commerce is building strategic alliances. The

aim of strategic alliances is to eliminate or wipe out the other competitors in the market. B2B companies
are rival companies that combine their power to distribute their products in bulk, and also, they have
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Figure 1. Characteristics of e-commerce
Source: Dolanbay, C. (2000). Elektronik ticaret stratejiler ve yontemler, Ankara: Meteksan.

*E-commerce may require radical decision-making in all working methods.

*E-commerce provides instant and convenient access to products and services from

anywhere on the Internet.
J

«E-commerce companies can carry out analyses related to purchasing behaviours of the )

customers, their preferences, habits and demographic characteristics by using its electronic
structure. J

N

*E-commerce infrastructure can operate 24/7 and eliminates the problem of limited time.

*E-commerce is the largest gateway to the world for a business.

«It is almost impossible to determine the mass of consumers and the market share that can
be reached with the e-commerce system.

«With the new developing technologies of e-commerce, the security of the internet
environment is expected to be more stronger.

*The trade activities of e-commerce is performed interactively between the parties over the
internet.

*E-commerce addresses consumers in every culture.

«E-commerce requires companies to leave regionalism and globalize.

€E€ECELCLELELELL

access to new geographical markets through strategic alliances (Hamad, Elbeltagi, Jones, & El-Gohary,
2015). B2B allows information to be disseminated easily and swiftly. In a competitive environment, a
partner company should only leave the strategic alliance after gaining basic competencies, knowledge,
and developing a stronger strategic position (Stiles, 2001).

E-commerce is an important element for organisations to gain cost effectiveness against their com-
petitors (Oum & Zhang, 2001). With B2B, partners have the opportunity to share strategic resources
and capabilities that are scarce or absent in one or both companies (Gultai, 1999). Therefore, strategic
alliance relations secure a wider distribution area, increase the efficiency of distribution, and facilitate
the management of strategic resources, capabilities, and qualifications from a single source (Rowley,
2002). According to the findings of Stafford (1994), three strategic factors are necessary in order to be
successful in competition: strategic goals, resources, and a corporate culture. Geringer (1991) explained
that the collaboration, experience, and similarities in organizational culture can affect alliance perfor-
mances. A strategic alliance is perhaps the most important step in forming a successful partnership in a
highly competitive environment (Elmuti, & Kathawala 2001).
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Figure 2. E-Commerce Types. Source: Doganer, M., (2007). A study on the development of electronic
commerce in Turkey and electronic trade from business to consumer. Master Thesis. Konya: Selcuk
University Faculty of Economics and Administrative Sciences.
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Achieving Expected Performance for Strategic Alliances

The growing reputation of a strategic alliance can reduce the damage caused by opportunist companies
in a competitive environment. Trust is the essential factor for a strategic alliance to be successful in a
competitive environment (Dale, 2003). However, inter-company diversity can lead to the opportunistic
behaviour of a partner and this may adversely affect alliance performance in terms of the cost of transac-
tions (Park & Ungson, 1997). Profit, growth, adaptability, and participation are often mentioned during
the evaluation of alliance performance (Boersma & Ghauri, 1997). In strategic alliances, profit and
growth are also often used as measurement elements (Hyder & Abraha, 2004). It is necessary to analyze
the success of a strategic alliance by comparing alliances to competitors in a competitive environment
(Tinnila, 2002). A strategic alliance provides both low transaction costs and a simultaneous tracking of
products or services with high added value. In a highly competitive environment, e-commerce companies
are expected to increase their competitive advantages by adopting to B2B strategic alliances (Wise &
Morrison, 2000). In short, the performance of strategic alliances is influenced by the industry environ-
ment, the experience of cooperation of alliance members, and by the motivation of selected partners
(Harrigan, 1988; Kalakota, 2000; Chen & Tseng, 2005). At the same time, environmental characteristics
affect alliance formation and motivation (Xie & Johnston, 2004). In a strategic alliance, high-quality
partnerships increase performance (Lee & Lim, 2005).
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Figure 3. Different Types Of E-Commerce

Source: Nemat, R. (2011). Taking a look at different types of e-commerce. World Applied Programming, 1(2), 100-104.
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*The most known e-commerce application; in the business-to-
consumer system, the customers order the products from
company’s web site or from web portals or e-commerce sites
where the products are marketed.

*Business sell goods and services to each other over the
internet, in addition, it also allows companies to exchange
information and perform financial transactions between each
other. It offers significant advantages such as expanding
dealer network and providing more efficient service to
dealers. In the trading process, all transactions are carried out
electronically, which reduce the costs radically.

*In this e-commerce model, consumers come together on a
website to display their products or services, and other
consumers buy that products / services online. The website
is the mediator of the trade. For example, the most known
consumer-to-consumer e-commerce models are the pioneers
such as eBay, Amazon, Alibaba.

eIt is an e-commerce form in which individuals present their

products or services to companies and companies make the
payment.  For example, we can say that the editors of
websites or blogs sell their work to companies like
Amazon.com and earn membership revenue for successful
sales.

- 4

*Government-to-business e-commerce is the online interaction
between government and non-commercial local businesses or
commercial business sectors. It is an environment where
businesses learn and get advice about the applications of e-
commerce.

=~

*Government-to-consumer e-commerce is a link for
establishing communication between the state and
individuals. Government-to-consumer e-commerce can occur
in federal, state or local dimensions (Nemat, 2011).
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Strategic Planning in E-Commerce

In the 21st century, e-commerce businesses can achieve success by integrating new job- processes into
their organizations, giving importance to human resources, determining necessary skills/talents and
bringing appropriate management roles and knowledge management systems (Okrent & Vokurka, 2004).
Furthermore, in order to be successful in the field of e-commerce, organizations need to learn about new
planning perspectives and manage innovation cycles suitable for e-commerce (Zahra & Gerard, 2002).

There is a strategically accepted fact that the Internet is now widespread throughout all countries. As
a result, the e-commerce sector can be managed from even a home office environment, and this situa-
tion may have a devastating effect on companies in the normal trading environment, possibly bringing
alarming change and threatening businesses. ‘Alarming change’ means that if companies do not conduct
e-commerce activities through their web pages and continue their traditional trading activities, they may
disappear from the competitive market. We know that there are 3 important strategies for achieving
competitive advantage: cost leadership, differentiation, and focus strategies. It is only a matter of time
before the new strategic approaches arise in the face of the change brought by e-commerce companies
and their destructive impact (Lumpkin, Droege, & Dess, 2002). For example, if you look at potential
customer populations and annual revenues of companies such as Amazon, Alibaba, or E-bay, which only
trade over the Internet, you can better understand the impact of these potentially destructive changes of
these companies.

From a strategic point of view, organizations must be able to adeptly measure, evaluate, and manage
their skills. These skills are necessary for organizations to create value and to respond to the needs of
customers (McAdam, & Galloway, 2005). In order to be successful in a competitive environment, the
organizations need to control strategic processes (planning processes, management changes, accountability,
and returns on investment) (Ho et al., 2004). In order to evaluate the assets, resources, and qualifications
of the organization, e-business strategies must be aligned with organizational strategies, and the results
of the implemented strategies should be related to organizational efficiency (Chang et al., 2003).

STRENGTH AND WEAKNESSES OF E-COMMERCE

Although e-commerce provides a number of advantages to businesses and individuals, there are also
some questions about the reliability of e-commerce transactions as individuals have to share their per-
sonal information and credit card details on the Internet.

Strengths of E-Commerce

Advantages of E-Commerce (Budak 2010):

E-Commerce allows businesses to operate in the global market, allowing businesses to reach out to
almost all countries and different cultures, and sell their products/services.
E-Commerce provides businesses not only new customers but also an opportunity to work with better
suppliers and select partners, access to low-cost financing resources, and a qualified workforce.
E-Commerce businesses process, transmit, and record information in the electronic environment,
instead of written paper format, reducing costs and eliminating time losses.
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E-Commerce systems use visual images and personal support services in order to enable companies
to promote their products and services at the most appropriate cost.

E-commerce provides an opportunity to offer quality after-sales support services to increase customer
satisfaction and loyalty.

E-Commerce allows companies to identify and respond to customer demands and needs quickly and
effectively.

The Advantages of E-Commerce for Customers (Yesil, 2008):

E-Commerce allows customers to shop at almost any place where the Internet is available.
E-Commerce provides consumers/customers with an opportunity to compare products and services,
and select the reasonable priced ones.
E-Commerce companies use the complaints and suggestions of the customers for the purpose of
improving customer service.

Weaknesses of E-Commerce

The web pages created by the e-commerce companies may have a number of security-related problems,
which may lead to theft crime in the Internet environment.

Another security problem may arise if e-commerce companies share personal information of their
customers.

In an e-commerce environment, communities should be made aware of fraudsters who use credit card
copying technology on the Internet.

Customers can not try or test the products online, therefore returns and refund transactions are car-
ried out, subsequently resulting in a loss of time and money. This is one of the issues that receives the
most complaints from customers.

Tax problems that may arise due to the gains of enterprises in e-commerce,

The need for human resources in the field of e-commerce technology can be seen as a weakness as
it brings extra costs to companies.

Advantages and Disadvantages Of E-Commerce

Advantages of E-Commerce

The advantages of e-commerce for businesses are as follows:

e  Customer Relationship Management: Through e-commerce, companies are able to manage
customer experiences easily, and provide solutions to any problems. Companies can create a more
effective brand perception by online advertising through their e-commerce sites (Porter, 2005).

e  Reduction in Offline Store Cost: Online stores reduce the costs of rent, office, and staff expenses.

In the supply chain, it is very important to ensure accurate and fast information flow from the cus-
tomer to suppliers and the delivery of correct materials from the supplier to the customer (Pavic,
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Koh, Simpson, & Padmore, 2007). The lack of stock requirements and the need of fewer numbers
of staff can even make it possible to organise e-commerce sales from home.

Effective Use of Time: Online, time effectiveness is an element of commercial transactions be-
tween the seller and the buyer (Porter, 2001).

Documentation Process: E-commerce activities are conducted with e-documents, which reduce
stationery costs and make it possible for transactions to be carried out with minimum errors.
International Sales and Marketing: Through online stores, companies have an opportunity to
virtually conduct their sales and marketing activities in an international market without making
any physical investments (Porter, 2001).

Competitive Advantage: Online trading companies, unlike offline trading companies, provide
competitive advantages by promoting their products and services more easily in the national and
international arena without time and space restrictions (Lumpkin, Droege, & Dess, 2002).

365 Days 24 Hours Open Store: E-commerce companies can provide uninterrupted service 365
days, 24/7 hours. If the website’s software and technical infrastructure is strong, the companies can
ensure uninterrupted regular services to their customers at all times (Hidayanto, Ovirza, Anggia,
Budi, & Phusavat, 2017). E-commerce decreases informality in the economy and increases com-
petition. In addition, within related sectors, it creates new employment areas through dynamic
new business lines and specializations. Furthermore, it contributes to regional development, edu-
cation, and social solidarity (Afra, 2014).

The benefits of e-commerce for the customer are as follows: Consumers can carry out online
transactions around the clock, save time, and get the product they want through the Internet. Thanks
to e-commerce, consumers can easily compare different types of brand products. Furthermore,
consumers can read the comments of previous buyers of products or services, gleaning different
perspectives.

Disadvantages of E-Commerce

E-commerce has several disadvantages for customers and sellers.

Disadvantages of E-Commerce for Sellers are as Follows:
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Security Problem: The biggest disadvantage of e-commerce is the security vulnerability, as there
is a possibility that the web sites can be hacked and user information can be captured by the hack-
ers (Baldwin & Currie, 2000).

E-Commerce Costs: The databases and applications of e-commerce companies should be very
well maintained. The need for serious infrastructure and the cost for effective e-commerce activity
is a disadvantage for the seller.

Security-Reliability: The biggest disadvantage of e-commerce for customers is that of security
vulnerability, there is risk that all personal information such as identity details, home address,
phone number, etc., can be served to third parties (Baldwin & Currie, 2000).

Quality Uncertainties: It may not always be enough to obtain information about the product in a
virtual environment. The return process of the unwanted products often creates a great time loss
for customers (Corbitt, Thanasankit, & Yi, 2003).
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e  Delivery Delays: Delivery delays may occur due to weather conditions, public holidays, and a
lack of product in a seller’s stock. Delivery delays can cause customer dissatisfaction.

Competition Concepts and Competition Strategies

Competition has five points.

First, the goal. There must be an objective, and the existence of others might cause difficulties in the
realization of this objective.

The second is rule and restrictions. In a competitive environment, the prevention of opponents into
the game or their elimination by either force, abuse of the dominant position, agreement between the
competitors, or cheating etc. is prohibited. If arace does not have any rules and restrictions, we cannot call
it a competition. In such cases, it can be said that there is a violation in competition or unfair competition.

The third is the guarantee of fundamental freedoms and human rights. It is not enough to recognise
freedom on paper. The full guarantee of freedom is possible by the existence of a well-functioning,
independent, and effective justice system.

Fourth, there should be no discrimination. The position of the state in the competitive environment
is very important. The state should not give privilege or priority to some players for various reasons and
should not discriminate or tolerate incompliances with rules and obligations.

Fifth, the number of players should be more than one. In a competitive environment, in some cases,
certain number of players are required to play, so the players can not dominate the game and can not
affect the result of the game. In fact, all the players should have free access to the game, and none of the
players should dominate the play on their own. In some exceptional cases, even if there is only a single
player, it still may be considered a competitive environment if the entry into the race is free. However,
in such special cases, the existing player should feel the competitive pressure from the potential players
who want to enter the market (http://www.rekabetdernegi.org/rekabethakkinda.htm, Access: 01.02.2019).

Benefits of Competition

Competitive power is the key to the success for companies in national and international fields. Companies
should give necessary importance to research and development, information, and training of employees
in order to improve their technological infrastructure. In today’s intense competitive environment, only
robust companies can survive, whereas weaker ones are forced out of the market, both in production
and service sectors. Therefore, these factors become more significant as they provide flexibility for the
companies. Flexibility is an essential factor in a competitive environment because it allows companies
to survive in the market by differentiating their products or services. Furthermore, the companies need
to work efficiently to be successful in a competitive environment, and in this way, they can transform
their savings into investments and ensure capital accumulation in a country (Su, Guo, & Sun, 2017).
The companies in the e-commerce sector have flexibility, which is a significant step towards efficiency.
In comparison with traditional companies, the e-commerce companies have many advantages such as
reduction of costs, allowing flexibility and providing product/service diversity. Companies operating
in the field of e-commerce can gain more advantages and achieve sustainability if they can open up to
international economic areas and integrate with the world (Mess, 1997).
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Competitive Advantage

There are other factors that may be important for the competitive advantage. One of them is the content
of the web page. The Internet makes it possible for companies to display large amounts of content at a
very low cost. For example, REIL.com is a supplier of recreation equipment and ready-to-wear clothes
and has more than 78,000 items on its 45,000-page web site. However, the company could not manage
its website content effectively in order to gain added value. Similarly, Garden.com had a strong start in
1999, raising tremendous venture capital but failing to create detailed and compelling content (but its
name is still used by Burpee, a 125-year-old garden products supplier).

Three types of content can improve the value of a web site: customer feedback, expertise, and enter-
tainment programming:

Customer Feedback

Buyers often rely on other buyers’ comments more than a company’s promise. The customer comments
and customer feedback can help to improve the content of a website.

For example, if you want to buy a piece of furniture online, you can’t touch, feel or try it. In this case,
you can make the purchase decision by reading or evaluating the objective references of other buyers
who have previously purchased the product you want to buy. Such references can create trust or play a
significant role in the purchasing decision by highlighting the ‘unwanted or unappreciated’ sides of the
product or services as experienced by the previous buyers. This can also be a competitive advantage
source for the competitors because they follow each other. It is necessary for the companies to examine
the responses of customers and read their experiences to understand their opinions about the products and
services in order to create new product or improve services in a competitive environment (Kakalej¢ik,
Bucko, & Vejacka, 2019).

Expertise

The Internet is a very important learning tool and it is constantly developing. Fifty percent of users
regard the Internet as a kind of library, because search-oriented web pages such as Google, Yandex,
etc. allow access to a vast amount of information quite quickly. As a result, users have the opportunity
to improve their knowledge. Furthermore, some websites provide valuable new or objective informa-
tion. At the same time, its problem-solving function often educates consumers on various options and
outcomes. For example, several online web pages such as Sikayetvar.com, Sikayetim.com, or Sikayet.
com can provide information about products and services, and customers can read about the problems
they face before buying them. The expertise function is not limited to regions. In the case of B2B busi-
nesses, web sites share their expertise by creating communities or professional groups in the industry
(Kaplan, & Sawhney, 2000).

Entertainment Programming
The Internet is used for entertainment purposes by more and more people. Technologies such as streaming

media allow the Internet to send TV-like images and sound allowing computers to broadcast breaking
news, offer video games and movies, and provide fun time online. In fact, we can say that TV viewing has
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been reduced and online activity has been increased among people with high-speed broadband service
because the technology has an interactive approach, which means the viewers not only passively watch
but are involved in creating art and playing a game etc. Of course, e-commerce companies noticed this
trend and have started to create web content that is not only informative but also fun.

These three types of contents-customer feedback, expertise, and entertainment programming- are
sources of potential competitive advantage and can strengthen the value creation process. However, if
they are used negatively, they can also reduce performance. Strategically displayed quality content enables
companies to effectively differentiate their offer of product or services. This can be particularly important
in an environment where differentiation strategies provide more gains compared to a low-cost strategy.

STRATEGIES TO GAIN A COMPETITIVE ADVANTAGE

There are many methods and strategies to achieve a competitive advantage. The analysis of the competi-
tive situation of a company within the market is called competition analysis. The determination of the
competitive situation of a company reveals whether the investment was successful and if it has the ability
to gain above average profits (Lu & Wang, 2016). This skill increases the chance of being successful in
the free market. Competitive strategies also allow companies to find the most suitable position within a
competitive environment and achieve their main objectives (Porter, 2008).

There are many methods and strategies for companies to achieve a competitive advantage. Competi-
tive strategies that can be implemented according to their sector;

1. Competitive Strategy: Porter’s Model
2. Competitive Strategy: Resource-Based Model
3. Competition Strategy: Game Theory Approach

According to the Porter’s competition strategy, it is necessary for companies to determine conditions

affecting competition in order to ensure a competitive advantage (Porter, 2008). After that, the generic
competition strategies can be implemented in every sector.

Main Conditions Affecting Competition

If the company(s) are entering the sector for the first time, they need to obtain a market share in order
to stay in the market. From the moment they enter the competition, the companies should bring their
resources. However, every company may not enter the market as they wish. This situation is called market
entry barriers which is explained below (Porter, 2008):

Economies of Scale

The increase of absolute production volume per period can cause a decrease in unit costs per product.

Companies may reverse their decisions for two reasons:
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Figure 4. Competitive strategies
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They cannot take the risk of the reactions from companies already in the market.
Or, they can’t afford the cost resulting from the disadvantageous situation.

Product Differentiation

Newly entered companies may have to spend more money to create satisfaction and gain loyalty of the
customers as this is a barrier for companies.

Figure 5. There are five powers that influence competition (Porter 2008)
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Capital Requirements

New companies in the market should spend on advertising and/or R&D activities in order to compete.
This means that they should have more financial resources. For companies that are unable to handle this
burden, insufficient capital is an barrier to entry.

Transition Costs

If a company does not like its supplier or does not agree with its supplier, the transition process to a new
supplier may create a barrier to entry as it may be reflected in costs.

Access to Distribution Channels

When the company enters the market, it must have a good distribution channel to respond to the demand
from the buyers. The need to guarantee the delivery of the product to the buyer may create a barrier to
entry.

Cost Disadvantages

One of the biggest entry barriers for new entrants to the market is the position of the companies that
have already taken place in the market. Their superiority gained from experience, image, reputation, or
location can be a barrier to the market for possible entrants.

Government Policies

A number of state policies, restrictions, prohibitions, penalties, etc. or similar elements can be entry
barriers for new entrants to the market.

Intense Competitiveness Between Competitors

From the moment of market entry, there will be competitive manoeuvres of competitors within the mar-
ket. In many sectors, the competition of companies can have a significant impact on competitors in the
market. In the face of these moves, opponents will tend to retaliate against their counterparts. In fact, as
a result of these mutual moves, the firms become dependent on each other because they re-develop and
renew themselves through retaliation.

Substitute Products

If the products of a company are also available from the competitors, and if buyers have the right to
choose, this may cause a reduction in profits. The most important move of the company (s) against sub-
stitution products is to explain to consumers the difference of their products from other products in a
positive way. Because, what is important for consumers is the relationship between price/performance/
quality (Porter, 2008).
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The Bargaining Power of Buyers

One of the most important situations for companies is that there are buyers who will benefit from com-
petition in the market because buyers have the right to buy a product according to their budgets. The
buyers gain this power as a result of competition among companies (Porter, 2008).

The Bargaining Power of Suppliers

When companies enter the market, they may see that suppliers can play with the price or decrease the
quality of products and services. In this case, the suppliers can have power in the market. This power
can reduce the profitability of the companies due to the cost increase caused by suppliers (Porter, 2008).

Generic Competitive Strategies

Businesses who want to be active in e-commerce should be able to satisfy their customers or consumers
much better than their competitors in order to be successful in a competitive environment (Coltman,
Devinney, & Midgley, 2007). The degree of satisfaction is directly proportional to loyalty. In a competi-
tive environment, competitive analysis has a strategic importance enabling survival in the market. The
two most important elements of competitive analysis is the determination of strengths and weaknesses.
If senior management has ego problems, if they cannot have a result-oriented mindset, and if they are
not visionaries, they might ignore weaknesses within the firm. This means that the company’s life in
the market will be short-lived. Status/position title can change people. Real leadership is seen in those
who do not show any change in character/personality after receiving a office/title/status. Naturally,
during competitive analysis, companies should identify their weaknesses and turn their strengths into
opportunities within the market (Tek, 1999).

The differentiation and cost-leadership strategy are parts of the Generic Competitive Strategy and
also for companies operating under industry conditions. The focus strategy is for businesses with a nar-
row field of activity (Porter, 1985).

Industry 5.0: This means the existence of unmanned technologies in life. It is a fact that robots can
do every job that people can, while also allowing artificial intelligence to communicate among them-
selves. The unlimited advancement of technology highlights the continuing problem of ‘unemployment’.
Furthermore, industries are now able to be managed by only one group of people while all other jobs
can be carried out by artificial robots. The development of the capabilities of humanoid robots will
push companies to generate new strategic moves. It is worthy paying attention to the question of how
e-commerce companies will be affected by the attempts to bring the virtual world and the real world
together. In this case, we need to ask if generic competitive strategies need a 4th strategy? Companies
operating in the field of e-commerce should focus on technology-based activities in order to be ready
for industry 5.0. It will be possible that new strategies will be generated as a result of this atmosphere
in the competition environment.

However, Strategic Transformation should focus on;

e  Reducing costs and ensuring operational efficiency; the supply chain must be functioning smooth-

ly and technological integration, which is the pioneer of change, must be sustained successfully
(Coltman et al., 2001).
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Figure 6. Generic Competitive Strategy (Porter 1985)
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e Inorder to have a good position in the e-commerce market, it is necessary to differentiate products
and/or services and use the resources in the supply chain effectively (Chang et al., 2003).

e It is necessary to create a superior economic value that will provide a competitive advantage
(Riggins, 1999).

Cost Leadership Strategy

Cost leadership strategy is about businesses gaining advantages over its competitors and obtaining above
average income above in line with the reduction of costs in all activities and ensuring positive differences
between costs and prices (Porter, 1985).

The cost leadership strategy has several risks (Porter, 1985);

e  With the continuous development and change of technology, past investments or experiences may
become invalid.
The low cost of new entrants in the sector by imitating or investing in very good facilities,
The fact that product or market changes may not be seen due to the company’s concentration on
cost.

Differentiation Strategy

By differentiating product or services, businesses can create something that is considered unique by
consumers and customers. Carrying out business activities the same as other companies does not allow
a company to progress beyond imitation. However, the basis of the differentiation strategy is to generate
different applications, become distinct among competitors, and direct customer preferences to a com-
pany’s products and services. Then, differentiation can be made based on the design, brand name, brand
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Table 2.
Advantages of Differentiation Strategy Risks of Differentiation Strategy

- Generates customer loyalty, as well, customers become
insensitive to prices and this provides protection against - If the cost difference between low-cost competitors and the
competition. differentiated enterprise increase too much, differentiation cannot
- Customer loyalty and the uniqueness of the company, due to maintain brand loyalty, and buyers stop buying the products for
differentiation, creates barriers for new competitors, certain features, services, or the image of the enterprise.
- Creates high margins against the power of suppliers; this also -Buyers’ need for the differentiating factor may decrease. This
destroys the need for a low-cost market situation. occurs when buyers become more complex.
- The company that differentiates itself and achieves customer -Imitation can reduce the perceived differentiation. This situation
loyalty is better protected than its competitors in the case of becomes more common in widespread sectors (Porter 1985).
substitution products (Porter 2008).

image, stores, technology, support services, customer services etc. In order for the differentiation strategy
to provide a competitive advantage, the value created must exceed the cost. In addition, differentiation
must be valuable for the consumer.

From the Technological Aspect

There are a range of outsourcing options from total outsourcing to partial outsourcing. It is possible
for an organization to try to differentiate itself in the market by focusing only on one main factor. This
can shift the strategic focus to an external supplier and generates additional strategic issues but does
not generally lead to a comprehensive organizational culture change. However, if a comprehensive re-
lationship in management is needed, there may be a significant gap between strategic expectations and
fulfilment (Levina & Ross, 2003).

From the Products and Services Aspect

When e-branding becomes a critical issue, and when a difference occurs between brand identity and
brand totality, a significant cultural change is seen (Venkatraman & Henderson, 1998). This requires
all members of the organization to think ‘out of the box’ and distinguish between corporate customers
and end consumers.

Business Models, E-Positioning

At this stage, the organization regains its position in the market through e-services to a wider community.
Fujitsu and Dell have been exemplary for successful differentiation through e-business. These pioneers
developed their public relations and established a special relationship between suppliers and buyers.
This created an organizational culture that embraces ‘community culture’ throughout the organization.
Focus Strategy

Businesses choose a specific part of the market. For example; it may be certain consumer populations,

a specific production and distribution line, or a geographic location. With the focus strategy, a company
attempts to reach a specific target, market and provide better service.
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Table 3.

Advantages of Focus Strategy Risks of Focus Strategy

- It can be considered a type of competitive strategy which reduces
the threats that new entrants may create.

- The threat of substitution products for businesses is very low.

- The number of competitors in private and differing markets
decreases and competition occurs at a different severity (lower
level) (Porter, 2008).

-In the case of a wide range of products, the company with a focus
strategy may lose the cost advantage of serving a narrow target.

- Differences in products or services begin to decrease as a whole.
-Competitors find sub-markets within the strategic target and
exclude the orientation focus (Porter, 1985).

Resource-Based Competition Strategy
Resources of Business

The competitive strategy based on resources emerged after 1980, and started to develop in order to

achieve a sustainable competitive advantage in the sector. The aim of this strategy is to determine the

strengths and weaknesses of the organisation and focus on strong resources (Van Hooft & Stegwee 2001).

It is a perspective based on gaining competitive advantage by focusing on a company’s strong resources

(Karacaoglu, 2006). Resources (tangible assets, intangible assets, and organizational skills) are the tools

for organisations to develop and implement a strategy to achieve a competitive advantage (Sevicin, 2006).
There are two basic assumptions of the Resource Based Competition Strategy:

Figure 7. The Tools for Organisations ‘
Source: Sevigin, A. (2006). Kaynaklara Dayali Rekabet Stratejisi Gelistirme. Dumlupinar Universitesi Sosyal Bilimler Dergisi, (15).

*They are generally trade assets and appear on the
Tangible Assets balance sheet. For example, buildings, production
facilities, the amount of cash.

*They are not the main assets of trading and
generally do not appear in the company's balance
sheet. For example, brand name, business
reputation, patents, licenses.

Intangible Assets

«It is the capacity of an enterprise to perform certain

activities better than its competitors or to use its
Organisational Skills resources more effectively. For example, fast new
product development, management capacity,
organizational culture.
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e  Businesses may have different strategic resources in the sector. In other words, the resources of
similar production processes may have different characteristics compared to other enterprises.
This situation may cause different productivity and efficiency levels and can lead to distinctive
performance gaps. At the same time, it can generate competitive advantages.

e  Resource differences between businesses may be long-term. This situation indicates that the re-
sources are specific to the enterprises and are very valuable. At the same time, it ensures a sustain-
able competitive advantage.

Characteristics of Resources
The characteristics of the strategic resources are:
Stages of Resource-Based Competition Approach

Prahalad and Hamel, Grant and Rumelt stated that the Resource-Based Competition Strategy, carried
out from internal to external dimension, and companies should use resources and skills effectively.
Hamel and Prahalad explain certain stages of competition (Kdseoglu, 2007):

Establishing basic skills by predicting customer demands and future opportunities.

Creating an alternative product variety to reshape the customer approach

Creating and managing necessary coalitions for the sector

Forcing competitors to progress styles that will be expensive and time consuming

Ensuring suppliers have worldwide networks

Entering key markets before competitors by identifying a suitable market positioning strategy
Differentiating product and production processes to increase efficiency and effectiveness.

The Porter’s approach and Resource-based approach are alternatives to each other, however Barca
(2002) explains that these two approaches are also complementary. Barca states that ‘strategy develop-
ment is about associating internal resources with external environments in order to achieve a competi-
tive long-term advantage (Barca, 2002). Barca explains that the good ‘market position’ and ‘basic skills
position’ is necessary for gaining a sustainable competitive advantage (Barca, 2002).

The Effect of E-Commerce on Competitive Strategies

E-Commerce will require radical changes in our understanding of competing enterprises. When we

consider Porter’s Generic Competition Strategies,
Through e-commerce, businesses;

e  can focus on different markets

e  reduce their total costs

e  can develop a wide range of services or products compared to their competitors (Porter, 2008).
If we analyse e-commerce from the recourse-based perspective, we can say that e-commerce compa-

nies should have effective and efficient approaches in using their resources. If we analyse e-commerce’s
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Figure 8. The Characteristics of The Strategic

Being Valuable: Resources
can only be a source of
competitive advantage when
they are valuable. And , they
are only valuable as long as
they can reduce costs or

Being scarce: Scarcity is the
the situation where the supply
of a resource is less than the
demand of that source. In order
for a resource to generate
competitive advantage, it must

be both valuable and scarce.

differentiate the product.

Can not be substituted: A
source cannot be replaced by a
different source that can easily

create the same effects by

competitors. In order for a

resource to have a strategic

competitive advantage, it can

not be substituted, in addition

to being valuable, scarce and
cannot be imitated.

Can not be imitated: The
resource under the control of
the enterprise cannot be easily
owned or imitated by the
competitors. Sustainable
competitive advantage can be
ensured as long as valuable and
scarce resources cannot be
imitated by the competitors.

competitive strategy, in terms of game theory, e-companies will affect all companies in the sector, in
terms of added-value rules.

The reciprocal moves of companies operating in the field of e-commerce will also affect their strate-
gies and naturally have an impact on the conditions of competition (Ma, Jin and Huo 2019). If companies
want to turn these effects of a competitive environment into an opportunity and gain an advantage, they
should ensure that their strategic moves are complementary to each other.
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Adding Value

Companies need to collect information and data to analyse their customers and competitors in the sector.
At the same time, customers need information to compare the products and/or services of companies to
make a purchase. The Internet provides a great convenience both in terms of accessing and gathering
information. The Internet reduces search costs and brings multiple benefits. For example, we can use the
Google search engine to gather information and compare products and services of several companies and
then buy from the appropriate company according to our budget. Google scans 3 billion web pages in an
average of 500 milliseconds and provides instant information. Imagine if you had to do the same search
without the Internet; If you spend 1-minute per page, you will need to spend 5707 years to navigate 3
billion web pages. This example helps us to better understand what kind of technological invention the
Internet is. Therefore, Google has become of interest for people of all ages and at all educational levels.
Companies allocate significant portions of their budget to appear on the first page of Google. Because,
if you want to gain a competitive advantage, you should use the technology very effectively (both in the
manufacturing and in the service sector).

In order to achieve a sustainable competitive advantage, strong support is needed to create value in
productivity and customer service because the quality of the products and/or services or customer satis-
faction determines the value of the product/service offered. Customers value the product together with
the service received. The value created by the service will be an advantage in a competitive environment,
and a competitive advantage depends on increasing the efficiency and positive return on investments.
Therefore, trainings should be provided for employees and organisational plans should be done with the
utmost care. Continuous development and change will make it possible for companies to achieve their
targets and reach their goals. Especially in today’s business world, where there is intense competition, it
is not possible for companies to be successful if they do not learn and not keep up with the changes or
are slow to adopt to developments. Success in a competitive environment also depends on planning and
implementing non-disruptive supply chain practices and providing innovative product and/or services
compared to competitors.

SOLUTIONS AND RECOMMENDATIONS

It is accepted that ‘policy’ is an important factor for the new e-commerce concept. Indeed, technology
and management strategy options are very much linked to the political, social, and regulatory envi-
ronments of e-business. Policies can be quite complex or change regularly; therefore, their impact on
e-commerce is not fully understood yet. Policies can change market conditions, increase or decrease
regulations, create market entry barriers, influence prices, increase or decrease competition costs, and
configure interactions between companies and customers. E-commerce companies have different op-
tions, and they can either act passively and obey the rules or become an actor in managing policy limits
as a part of a company’s overall strategy (Hackney, & Burn, 2001). E-commerce brings customers and
traders together in a commercial, translational, cultural market beyond imagined technical boundaries.

E-businesses use computers and communication technologies for commercial purposes; therefore,
they should pay attention to the automation of communication and interaction activities. E-business
includes telephone, e-mail sales, or systems that support commercial activities over the Internet and
exploded with the growth of the Internet (global gathering of thousands of individual networks in the
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world), particularly the World Wide Web. E-commerce has changed the market rules and the role of
information technology (IT). Before, market strategies determined the use of I'T systems; however, now,
IT has power of its own (Venkatraman, & Henderson, 1998). Indeed, companies that want to be suc-
cessful in e-commerce are planning their market strategies based on IT. Today’s successful e-commerce
models are market and technology-oriented, but at the same time, it requires the seamless integration of
both marketing and technological skills (Ghosh, 1998). Tomorrow’s e-business model will be technol-
ogy oriented, and information technologies will be an integral part of the company strategy, in dealings
with governments, interest groups, and the public. In other words, policies will be closely managed with
strategy and technology options. Tomorrow’s e-businesses will need to design, structure, and create
relationships that allow technology and policy-driven dynamic and cost-effective options to be present.

FUTURE RESEARCH DIRECTIONS

There is a deep concern in many circles that e-commerce may be increasing the power of traders, reducing
the power of consumers, challenging the government’s ability to protect local industries, and threatening
the income sources of both the state and governments. E-commerce not only raises economic concerns
related to competition and pricing but also reveals new social and environmental threats that can be
quite widespread and viral (Kakalej¢ik, Bucko, & Vejacka, 2019). Moreover, the regulation of a country
may need global cover rather than being limited to a sovereign state. Finally, as the Internet reduces the
cost of the organization, there is an increasing number of interest groups, and their opinions about poli-
cies should be taken into consideration. These interest groups can be formed and solved in a short time
and e-businesses should develop interactions with them regarding forming policy. Up until now, there
has been little awareness or interest in public policies in the field of management within e-commerce.
Therefore, companies that want to be successful in competition conditions should thoroughly analyze
their external stakeholders before starting their activities in the field of e-commerce. Then, they need to
create their own organizational culture with a better dynamic structure than their competitors. However,
in doing so, the most important point is to make sure that their investment has a visionary perspective
and is integrated with technology.

CONCLUSION

The most important feature of e-commerce is that it provides an opportunity for customers to evaluate
and compare products and services. The customer/consumer can conduct cost and benefit analysis and
purchase the most appropriate product and/or service according to his/her budget. However, it is also
necessary to point out the disadvantages of e-commerce. There are some products that even if compari-
sons are made on the Internet, it will not be enough, and a customer will need to go and look or try. For
example, textile products may not always be same as the one on the web page, and a customer may have
to go to the store and try it on and purchase the goods there. Similarly, furniture may not be same as it
appears on web pages. One of the indicators of success for e-business is whether the company is ready
to meet the demands of customers/consumers. From a strategic point of view, the important factor is
the organisation’s adaptation process to technology (Spathis & Constantinides, 2003). The success of
the e-business initiative also depends on having a compelling vision that radically changes the organiza-
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tion’s performance. Another way of being successful is to have open communication between the leader
and employees, and also have strong organisational participation and determination. In order to achieve
this, it is necessary to establish an appropriate organizational culture (Yu, 2005). Another key point for
the success of e-business is that its vision of change should be adopted by all stakeholders within the
organization. In order to gain this, intra-organizational communication should be successfully imple-
mented at all levels. A further factor of success of e-business initiative lies in the adoption of a transpar-
ent management approach, which is very important in providing trust for all internal stakeholders and
external stakeholders. Managers need to use resources in line with organisational objectives and they
should prepare the structure of the organization for competition in order to achieve organizational change
(Huang et al., 2004; Zhao, 2004; McAdam & Galloway, 2005). A digital economy has changed the cost
structures of certain sectors, as well, the applications of Internet-based technologies have already had a
tremendous impact. It is clearly understood that the Internet reduces costs and speeds up processes. For
example, transactions between a seller and customer can be mutually agreed and implemented on E-bay.
com very easily and quickly. Similarly, payments can be made between the parties through services such
as Paypal, without any need of seeing each other. Amazon offers One-Click technology that enables high-
speed purchases and is very successful in fulfilling orders and conducting fast and reliable transactions.
These examples show that companies should focus on every detail in e-commerce, such as the variety of
payment methods they offer in their web pages, in order to be successful in a competitive environment.
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