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ABSTRACT

HOW E-COMMERCE COMPANIES USE RETAIL TO MAINTAIN E-
COMMERCE AS AN INSTITUTION: A CASE FOR INSTITUTIONAL
MAINTENANCE WORK

Bahtiyar Onur Geyik
M.B.A., Department of Business Administration
Supervisor  : Asist. Prof. Dr. Cagr1 Topal
September 2019, 90 pages

The main objective of this study is to investigate how e-commerce companies
maintain e-commerce as an institution using traditional retail which is another
institution and the underlying mechanisms. In this study, we used data collected
from 10 interviews of top managers from selected e-commerce companies from
Turkey and also additional data including interviews of top managers of e-
commerce companies that went into traditional retail business collected from
various media outlets. With the help of a qualitative research design, we observed
that having retail stores impacted the e-commerce business of the companies in a
positive direction in four different ways. Firstly, it affected the customers of these
companies positively by creating a way of concretization and personalization.
Secondly, we argued that it helped companies to retain their employees and increase
their job satisfaction by creating new tasks and increasing their involvement.
Thirdly, having retail stores have a positive impact on the relationship between the
suppliers and the companies. Lastly, retail stores increase the brand image and
awareness of e-commerce companies. With these findings, we concluded that using
another institution is possible for actors trying to maintain an institution although it
can cause an interplay between institutional maintenance work and other types of
institutional work.

Keywords: institutional maintenance work, e-commerce, retail
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E-TICARETIN PERAKENDECILIK UZERINDEN BiR KURUM OLARAK
SURDURULMESI

Bahtiyar Onur Geyik
Yiiksek Lisans, Isletme Boliimii
Tez Yoneticisi  : Yrd. Dog. Dr. Cagr1 Topal
Eyliil 2019, 90 sayfa

Bu tezin amaci, e-ticaret sirketlerinin, bir kurumsal yap1 olan geleneksel
perakendeciligi kullanarak, bir baska kurumsal yap1 olan e-ticareti nasil
siirdiirdiikleri ve altinda yatan mekanizmalari incelemektir. Bu ¢aligmada,
Tiirkiye’den secilmis e-ticaret sirketlerinin yliksek mevkilerinde gorevli 10 yonetici
ile yapilan roportajlardan elde edilen veriler ile, ¢esitli medya kuruluslarindan
toplanan, geleneksel perakendecilige adim atmug farkl sirketlerin yoneticileri ile
yapilan roportajlardan elde edilen veriler kullanilmigtir. Bir nitel aragtirma tasarimi
kullanarak gézlemledik ki, perakende magazalara sahip olmak, sirketlerin e-ticaret
taraflarin1 dort farkli sekilde olumlu ydne dogru yonlendirmektedir. ilk olarak,
perakende magazalar, somutlagtirma ve 6zellestirme yontemleri ile miisterileri
olumlu yénde etkilemistir. ikinci olarak, magazalar, yeni gorevler olusturarak ve
calisanlarin islere dahiliyetini artirarak, sirketlerin ¢alisanlarini ellerinde tutmalarini
ve ¢alisanlari is tatminlerinin artmasini saglamistir. Ugiincii olarak, perakende
magazacilik, sirketler ve tedarik¢ileri arasindaki iligkinin giiclenmesini saglamstir.
Son olarak, perakende magazalar, sirketlerin marka imaj1 ve bilinirligini artirmistir.
Bu bulgular 15181nda, diger tipte kurumsal yapilarla arasinda bir etkilesime sebep
olmasina ragmen, bir kurumsal yap1y1 siirdiirmeye ¢alisan aktorlerin, bir bagka
kurumsal yapiy1 kullanmasinin miimkiin oldugu sonucuna vardik.

Anahtar Kelimeler: kurumsal pratiklerin siirdiiriilmesi, e-ticaret, perakende
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CHAPTER 1

INTRODUCTION

Retail is one of the ancient concepts in the history of humankind. Any exchange of
goods or services can be considered a retailing activity. From the beginning of
trading between humans to the first shopping malls in the USA in the 1930s
(Feinberg & Meoli, 1991), retail developed from a primitive type of interaction
between humans to a globally dominant industry. As an industry, retail saw some
major changes over the years from the development of new marketing techniques to
the introduction of TV to the masses (Hagel III, Brown, Samoylova, Lobaugh, &
Goel, 2015). One of the most influential things in the history of the retailing

industry is the invention of the internet.

With the development of the internet and the availability of the internet all over the
world, the retail industry like many other industries saw some drastic changes. E-
commerce companies emerged and became a real threat to traditional retail stores.
For example, in terms of market cap, Amazon managed to surpass WalMart which
is the biggest retail company in the world in terms of revenue (Pettypiece, 2015).
Successful retail companies started to open their e-commerce sites to catch the trend
and get a share from this emerging e-commerce industry. Organizational studies
have focused on the impact of e-commerce on the retail industry and the adoption

of the internet by successful retail companies at large.

In the last few years, this trend turned upside down. Successful e-commerce
companies have started opening up their own brick-and-mortar stores. The number
of e-commerce companies opening retail stores has been on the rise lately. This is
an unexpected event since the traditional approach is the adoption of e-commerce
by retail companies. However, digitally born companies began to open their brick-
and-mortar stores. Amazon, Warby Parker, Nasty Gal, Everlane, Bonobos and
Birchbox are among the first companies opening their stores (Shearman, 2016) and

those are only the firms in the US. Even in developing countries like Turkey,
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digitally born businesses started to open their retail stores. This shows that this

trend has been followed in both developed and developing countries.

There is a certain irony in this trend. Amazon, for example, started its operations by
selling books and moved on to sell their innovation of e-readers, Kindle, and e-
books. It has been a revolution in terms of buying and reading habits and force
traditional bookstores to close (Butler, 2014). Although Amazon is one of the
reasons for the decrease in the number of bookstores in the US, the e-commerce
giant has decided to open its own brick-and-mortar stores (Schaub, 2018). The
company now has stores in California, Oregon, and Washington, and has
announced that they will open 5 new stores in different states as well. Another
ironic event with the result of this trend is again coming from Amazon. The
company has been in the grocery business for quite some time now and they have
been trying to change the buying habits of customers with their technology of dash
buttons which allow users to order a certain product with one-click and same-day
delivery of groceries (Engdahl, 2008). However, Amazon has announced that they
will open their own grocery stores in the US. The company named these grocery
stores as Amazon Go. Although it will not be a traditional grocery store with its
innovative technology and automation to avoid human interaction, it will be a brick-

and-mortar grocery store, nonetheless.

One of the most successful e-commerce companies that adopt retail stores is Warby
Parker. According to Co-founder and CEO of the company, David Gilboa, retail
stores “drive a lot of traffic to our website and accelerate the company’s e-

commerce sales” (Walsh, 2016).

This has become a real trend and new phenomena for organizational scholars to
study. The opening of brick-and-mortar stores strategy positively influences these
businesses’ sustainability. These companies are doing some intentional work to
maintain their position, and in particular, decision makers of these companies
engaged in institutional work. These actions of the decision makers of these
companies offer a promising area of study, especially in the institutional work area
(Lawrence and Suddaby, 2006). Institutional work is a relatively new topic among

organizational studies. Of the three types of institutional work, institutional
2



maintenance work is the least covered topic (Lawrence & Suddaby, 2011).
Although there is some growing literature around institutional maintenance work
(e.g. Gawer & Phillips, 2013; Zietsma & Lawrence, 2010; Turnbull & Wass, 2015),
there is a lot of ground to make up for in terms of research. Although some
researchers (e.g. Currie et al. 2012; Zietsma & Lawrence; 2011) pointed out the
coexistence of different types of institutional work, there is a clear gap in the area of

the coexistence of disruption and maintenance work.

Our main objective in this thesis is to focus on this gap and show how these
companies can maintain their institution, e-commerce, using another institution,
classical retail. There are numerous approaches to institutions therefore numerous
definitions of what an institution is. Most scholars see institutions as an instrument
to help the social life of people. Scott (2001), for example, defines institutions as
“cultured-cognitive, normative and regulative elements that ... provide stability and
meaning to social life”. Hodgson (2006) defines institutions as “systems of
established and prevalent social rules that structure social interactions”. From this
definition, a variety of different concepts and terms can be identified as an
institution, from law, marriage, or family to organizations. However, in the context
of this study, we use Jepperson’s (1991) definition of an institution. Jepperson
(1991) defines an institution as “an organized, established procedure' with
“standardized interaction sequences”. According to Dunne, Lusch, and Carver
(2014), retailing “consists of the final activities and steps needed to place the
merchandise... or services to the consumer”. In traditional retailing, it usually
consists of a physical store or office as a way to distribute goods or services to the
consumers, and it usually includes human-to-human interaction. Brick-and-mortar
stores enable customers to see and try the product before the purchasing. That is not
the case for e-commerce or online retailing which is the process of selling goods or
services over the internet (Laudon & Traver, 2016). It is usually the faster and more
convenient way for customer to shop goods. E-commerce companies are newer
generation companies compared to traditional retail companies. They are digitally
born companies and usually define themselves as technology firms. Traditional
retail offers more experience to the customers and retail as an institution is based on

this experience logic. Retail is based on a face-to-face, direct interaction between
3



the company and customer. The role of technology is to support this interaction. E-
commerce, on the other hand, offers more convenience to the customers and e-
commerce as an institution is based on this convenience logic. It is based on a rather
indirect interaction mediated by sophisticated technology. Technology plays a
critical role to realize the interaction. With the technology, customers have more
knowledge about the qualifications and the prices of the products. Technology
allows customers to easily compare different products or different sellers in terms
of price, delivery time, quality, customer service etc. Although online and offline
are types of retailing and can be considered as different channels to reach
customers, e-commerce and traditional retailing are considered different institutions
with these fundamental differences. We selected a qualitative research method and
put together comprehensive research including conducting interviews with 10 of top

managers from 4 selected firms from the retail industry.

This study contributes in two main areas. The first one is its contributions to the
institutional maintenance work literature. Institutional maintenance and institutional
maintenance work in particular are growing areas in organizational studies. There is
not much research covering the coexistence of different types of institutional work.
To our knowledge, there is no particular study that shows the relationship between
disruption and maintenance work. Also, there is no study that focuses on the
maintenance of an institution through another institution. It shows an unexplored
part of a growing literature and introduces a new area of research. The second
contribution of this study is a practical one. There is a new trend of opening their
own physical stores and going back to brick-and-mortar among different kinds of e-
commerce companies. By focusing on this trend and these companies, this study
shows a glimpse of the thought process of top managers of these companies, shows
their reasoning of opening a brick-and-mortar store as well as their way of
implementation of this trend and its implications to their e-commerce businesses.
The findings of this study serve as a guidance and an additional research tool to the

managers of e-commerce firms looking to open their stores and follow the trend.

This thesis continues as follows. The next chapter will give an overview of the

growing literature around institutional work and institutional maintenance work, as

4



well as highlight research gaps and delineate the main research question. Chapter 3
will give information regarding the research method, reasoning behind choosing
this method, selected company profiles, and interview questions. Chapter 4 will
present the findings of this study, and finally, chapter 5 will conclude the thesis by
summarizing the research in general and its findings, also presenting future

implications of this study.



CHAPTER 2

LITERATURE REVIEW

The aim of this chapter is to review the literature regarding basic concepts that will
be covered in this study. The first section will give a brief definition of what an
institution is and move on to cover institutional work and the emergence of
institutional work as a field of study. The next section will cover institutional
maintenance work. Research questions will be presented in the third and the final

section of this chapter.

Lawrence and Suddaby (2006, p.215) define institutional work as “the purposive
action of individuals and organizations aimed at creating, maintaining and
disrupting institutions”. Although institutional work is not entirely a new concept, it
has brought different ideas and studies previously categorized under organizational

studies which fall under the definition of institutional work together.

It represents an exciting direction for institutional studies of organizations,
not because it represents a new idea, but because it connects a set of
previously disparate ideas, and in doing so points to new questions and
opens up space for new conversations (Lawrence and Suddaby, 2009, p.1).

Lawrence, Suddaby, and Leca (2011) introduced institutional work as a separate
and alternative approach to the studies of institutional organization. The traditional
approach only focuses on the work that leads to an accomplishment in terms of
change. However, according to Lawrence et al. (2011), institutional work differs
from it at this point since every effort aiming at creating, maintaining, or disrupting
institutions are considered and taken into account in the concept of institutional
work. Institutional theory in the organization study has covered real-life situations
in an organization as well as theoretical studies. This feature of institutional theory
must be appealing to those who study institutions and organizations as well as those
who work in a real organization; however, it falls short of drawing attention from
people who should be making use of those organizational concepts (Lawrence et al.,

2011). Lawrence et al. (2011) believe that institutional work has the potential to
6



draw the attention of those people and help institutional studies and ideas to be
understood and practiced by the members of an organization. This idea can be
justified since there has been a growing literature around the concept of the
institutional work including both theoretical and empirical studies. Lawrence and
Suddaby (2009) followed up their initial studies and theorized the concept. Mena
and Suddaby (2016), on the other hand, also took another step in the theorization of
the concept. Some other researchers like Gawer and Phillips (2013) have put
together an interesting case study, examining IBM and their actions which lead the
company to market leadership in terms of both institutional change and institutional
work over the course of nearly 20 years while the computer hardware industry was
changing drastically. Zietsma and Lawrence (2010, p.189) have presented a case
study of the coastal forestry industry in British Columbia to study “the role of
institutional work in the transformation of organizational fields” while showing the
relationship between boundary work and practice work. It shows that institutional
work has opened up a new area of study for scholars to dive in as well as members
of professional organizations. However, most studies are structured around two
types of institutional work; creation and disruption, leaving institutional

maintenance work understudied.

The main concept that this thesis will be focusing on is maintaining institutions. Six
types of work in the aim of maintaining the institutions are identified by Lawrence
and Suddaby (2006, p.229). These are enabling work, policing, deterring,
valourizing and demonizing, mythologizing, and embedding and routinizing.
Enabling work, policing, and deterring can be held under the same category as they
are maintaining institutions through compliance with a set of rules. Valourizing and
demonizing, mythologizing, and embedding and routinizing, on the other hand, are
maintaining institutions by focusing on the commonly accepted standards and

beliefs in society and focusing on recreating them.

Among all three types of institutional work, maintenance is the least covered one by
scholars. According to Lawrence and Suddaby (2006), one of the main reasons is
that scholars previously took institutions for granted and thought that maintaining

an institution and simple “lack of change” are pretty much the same. However, to
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maintain an institution, actors need to put in a good amount of effort and specialized
techniques and, consequently, lack of change and maintaining an institution have to
be distinguished from one another. Scholars have begun to see the difference and

explore the institutional maintenance work.

In their research, Turnbull & Wass (2015) examined how the unpaid extra working
hours along with the unpredictability and the dangers emergency services workers
had to endure was widely accepted among these workers and society in general and
the underlying institutional maintenance work to maintain this acceptance. They
have focused their attention on one group of emergency services workers, Police
Inspectors and the types of work done by different actors to maintain the acceptance
of these unpaid extra working hours, which researchers defined as “extreme work™.
To elaborate on the issue, Turnbull & Wass (2015) prepared a survey targeting
Police Inspectors in the UK. In that survey, they asked officers both open-ended and
closed-ended questions regarding their work habits, work hours, their perspective
regarding extra working hours, and work-life balance. They collected responses
from the England, Wales and Scotland Police force. They also interviewed several
Police Inspectors to collect more data. The researchers found that many of the
inspectors have been working overtime without keeping a record of it. This was
mostly the fault of the police force in charge of keeping a record of their
employees’ working time and comply with the rules of maximum working hours of
48 hours weekly. The researchers pointed out that this lack of control can be
categorized under ‘deterring’ (Lawrence and Suddaby, 2006). The researchers
found that the development of technology and the Police Force’s adoption of it is an
example of ‘enabling” work. With emails, messages and online systems, Inspectors
were pretty much expected to stay online every hour of every day. They used their
phones and laptops to respond to emails and text messages even though they were
not on duty. The other two categories of institutional maintenance work Turnbull &
Wass (2015) identified is ‘demonizing’ and ‘valourizing’ (Lawrence & Suddaby,
2006). The researchers pointed out that some of the overtime work inspectors did
were voluntary. The inspectors often felt guilty when they did not work overtime.
The study demonstrated even the most taken-for-granted institutions were

maintained through maintenance work. It shows that behind extra work done by the
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police office and its acceptance in both public and within the police force itself,

there are some mechanisms maintaining it.

Another research was conducted by Heaphy (2013). In her research, Heaphy (2013)
focused on the roles and how they are maintained through institutional maintenance
work despite the fact that they are constantly exposed to disruptions in terms of
acceptance and expectations. Breaches as Heaphy (2013) described are "a form of
disruption to institutions". They can occur at any moment and even though they are
not a significant effect on institutions, they may have a disruptive effect to some
degree. In the context of this study, she investigated hospitals and the roles of
patients, families of patients and medical staff to investigate as they have been
challenged by "breaches". She also selected patient advocates as the actor doing the
maintenance work to maintain these roles. The patient advocate is a role in the
United States healthcare system. Patient advocates help patients and their families
in issues regarding the health care system and also take on the role of being the
bridge between medical staff and patients. To collect data, she focused on an 18-
month period. During that period, she interviewed a total of 49 patient advocates.
She also collected data from various observations including attending patient
advocate meetings and fieldwork observations. Heaphy (2013) found that patient
advocates faced many challenges coming from patients, families and medical staff.
They faced conflicts between medical staff and patients or families and medical
staff. To overcome these challenges, patient advocates used rules. It could be
explaining rules to patients or their families regarding their complaints, or it could
be explaining the rules to medical staff to change their approach or business
process. By using the power of rules, patient advocates, who have almost no power
over neither the roles of patients, families and medical staff nor the rules themselves
managed to handle those challenges. She pointed out the similarities between the
work patients advocates were doing to maintain the institutionalized rules of these
stakeholders and the "enabling work" as Lawrence and Suddaby (2006) have
identified. With the fieldwork of patient advocates, Heaphy (2013) was able to
point out that even the smallest forms of disruptions could cause problems to the
institutions that need to be handled through institutional maintenance work of

actors.



Institutions do not always face small disruptions; sometimes they face bigger
disruptive forces and changes actors need to deal with. One research that focuses on
the institutional maintenance work of actors whose work field has faced with a
disruptive force has been conducted by Raviola & Norbick (2013). To elaborate on
the issue, they selected an Italian newspaper working to ease the negative effects
brought by technological changes. The main data came from field observations one
of the researchers made. They observed field work of journalists and editors for a
period of 6 months between 2007 and 2008. The researchers selected an Italian
newspaper that covers business and finance news. Besides its printed newspaper,
journalists were also producing news and articles for the website of the newspaper.
The researchers observed that differences between a printed newspaper and a
website caused many challenges for journalists and editors. They pointed out that
the content of a website can differ from a newspaper since it does not have the page
restrictions. The newspaper usually covers finance and business; the website gives
journalists to freedom and covers different topics as well. This is important since
typical readers of the newspaper usually know what kind of content they will get
when they buy a newspaper. But with search engines, a website can draw users
from multiple places. Increasing the number of topics covered could be beneficial
for the success of the website. This has caused a conflict among journalists and
editors regarding what kind of content to publish on the website. To conquer those
challenges, journalists have decided to use the newspaper's old way. For example,
they have agreed to release sports news on weekends since it could contain financial
news as well. The researchers also pointed out that the dynamic structure of a
website has caused a challenge for journalists. For example, journalists sometimes
changed the main page of the website in the morning to something different than
the front page of the printed newspaper since newspapers were usually printed with
the news covering yesterday's news. They also followed their "old way" of
preparing a front page for a newspaper when they needed to change their main page
of the website. This study of Raviola and Norbéck (2013) has significance since it
shows that actors have used established institutions to face the challenges caused by

external changes and to maintain those institutions. This also backs the claims of

10



Lawrence and Suddaby (2006) as it shows that institutions are not self-reproducing

and need to be maintained by the work of actors.

Changes and external forces not only threaten institutions but actors of those
institutions. New actors could threaten the established ones, consequently, forcing
them to maintain their position through institutional work. For example,
technological advancements and the development of the internet drastically changed
news journalism in a way that everyone can become a journalist of their own with
online websites and blogs. In their research, Grafstrom & Windell (2012) focused
on how participants of new journalism were not only helping change the field but
also help maintain it. Actors who held key positions in the field turned the threat of
new entrants into their advantage and were able to maintain their positions through
institutional maintenance work. To narrow down the field and to collect necessary
information, Grafstrom & Windell (2012) focused on online blogs and online
newspapers in Sweden. They collected data from blog posts and articles. They also
interviewed stakeholders from a company in the field to collect further information.
Researchers found that news and media companies allowed amateur journalists-
bloggers to cite their articles in their blog posts. It allowed those articles to reach to
more people and to spread more quickly. By allowing to cite their own articles,
news and media companies used these new journalists and their blogs as a
distribution channel which helped them maintain their established position in the
field of news journalism. The researchers pointed out the fact that bloggers not only
used articles published by news and media companies, many of them also backed
the ideas of those articles. For example, articles of dominant online websites
covering a pension payment scandal initially blame the company, then shift their
blaming to a company manager. Bloggers followed a similar pattern in their blog
posts. This helped to establish a view in the public that bloggers were mostly the
followers and the leaders were still the dominant media and news companies. By
backing ideas of the media and news companies, these new journalists helped them
maintain their position. This study by Grafstrom & Windell (2012) has significance
since it shows that dominant actors in a field can maintain their position despite the

challenge of new actors in their field through maintenance work. It also shows that
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the actions of the new actors could support the established institutions and actors

rather than disrupt them.

Scholars are keen to highlight six types of work in the aim of maintaining the
institutions first identified by Lawrence and Suddaby (2006, p.229) through both
theoretical and empirical studies. One such empirical study was conducted by
Bouty, Gomez & Drucker-Goddard (2013). They examined how Michelin has
maintained its dominant position in haute cuisine, which is the term used for high-
level or gourmet restaurants and hotels, through institutional maintenance work.
They focused on how Michelin has maintained its position by branching in other
continents than Europe, which is the continent where the company is founded and
established its position. They narrowed down their focus and examined the guide’s
expansion to Tokyo and New York. The founders of Michelin, which is a French
tire manufacturing company, has started a guide for a small number of car owners
to help them travel more easily and in return, help increase the car and tire sales.
After a couple of years, they have started to rate some restaurants and hotels with
zero, one, two or three stars and included those restaurants and hotels to the guide
which marks the beginning of the Michelin guide or Michelin red guide. Today, it
includes over 30000 restaurants and hotels all around the world (“About the
MICHELIN Guide”, n.d.). To elaborate on the topic, researchers interviewed a top
manager from the Michelin guide who is running the expansion process, collected
data from the Michelin red guide and the local articles covering Michelin guide in
Tokyo and New York in the time period between 2000 and 2010. Bouty et al.
(2013) argued that Tokyo and New York restaurants which were featured in the red
guide earned a place in the haute cuisine. It was made possible by Michelin’s
enabling work. The researchers argued that the star rating system of the red guide is
an example of policing work. They also found that this rating system has added
value to some of the restaurants that previously were not regarded so highly and
detracted some value from the restaurants that were highly regarded previously.
They argued that this was an example of valorizing work as Lawrence & Suddaby
(2006) described. Michelin releases the red guide once a year in autumn. By doing
that, the company managed to create a tradition in a way that generates excitement

and anticipation among the stakeholders in haute cuisine. Furthermore, they found
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that with the release of the red guide every autumn, the red guide rates both new
restaurants and previously featured restaurants. It also added value to the
restaurants or detract value from the restaurants every year by its release. These
findings are significant indications of a relationship between embedding, policing,
and valourizing work. The researchers also found that Michelin used almost the
same methods that got them success in Europe. There were no significant changes
in their process of star rating system or the guide itself. They did not alter their
system to adjust to the differences between Europe, Asia, and America; rather, the
ecosystem in those continents have adjusted to the Michelin red guide. This
research is significant since it shows the different types of institutional maintenance
work in action. It also points out the relationship between different types of
institutional maintenance work. The study also shows that institutional maintenance
can be achieved without altering successful methods despite the challenges brought

by geological differences.

Although there has been ample evidence that supports the categorization of
institutional work by Lawrence and Suddaby (2006), in some situations, the line
between three types of institutional work has become thinner. In their research,
Currie, Lockett, Finn, Martin & Waring (2012) examined the institutional work and
institutional maintenance in the context of medical professionals facing an external
threat. They conducted multiple case studies of English National Health Services
where new roles threatened the existing status and position of medical
professionals. They focused their attention on the mainstreaming genetics (MG)
policy initiative within the English National Health Services. Before the MG
initiative, tertiary care comprised of specialist clinical geneticists along with
genetics counselors in charge of serving all patients regardless of their risk level.
The aim of the MG initiative carried out by the Department of Health to mainstream
the genetics service and distribute it to primary and secondary care to make it more
accessible for patients as well as far less expensive. The Department of Health
started pilot projects aiming to have nurses specialized in the area of genetics and
give them autonomy to deliver genetics service to patients as well as become
experts who give professional advice to not only other nurses but doctors as well.

The Department of Health also started pilot projects aiming to give genetics service
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through general physicians working in primary care instead of genetics specialists
working in tertiary care. All of these pilot projects defy the common hierarchy and
division of labor observed in the medical industry and make the MG initiative the
external threat in the context of this study. The primary source of data for this study
was over 149 interviews with medical professionals and other professionals affected
by this initiative. Along with these interviews, the researchers use data from field
observations and archives as well. Through these case studies, the researchers were
able to examine the institutional work done by these medical professionals who face
an external threat to their jobs and positions to maintain their position and status as
well as institutional work done by outsiders, who are not part of the English
National Health Services but powerful within their corresponding group and are
affected by the same external threat, to maintain their status and arrangements with
these professionals. Through their research, Currie et al (2012) observed different
types of institutional work first categorized by Lawrence and Suddaby (2006). In
some of the case sites, they observed that clinical geneticists have tried to maintain
the typical model of medical professionalism by defining their role as the lead actor
and the role of genetics nurses as their assistants. They usually gave nurses the day-
to-day tasks that they did not want, and also gave them little autonomy. In other
case sites, researchers observed a very different approach by the clinical geneticists.
Geneticists in those case sites tried to theorize the policy set by MG initiative by
giving nurses more autonomy, encouraging them to take more non-routine tasks.
Basically, they saw an opportunity in giving nurses some of their jobs so that they
could focus on the jobs that they see more important and require their expertise.
Through theorizing work, they sought to not only maintain but enhance their
position as clinical geneticists. The researchers also observed some examples of
policing and educating work done by clinical geneticists. In some of the case sites,
clinical geneticists tried to educate nurses as their assistants in accordance with the
role they set for them in the first place. In other case sites, however, geneticists
trained their nurses in a way that they could do some of the jobs without constant
supervision. That is apparent in policing work as well. Nurses who trained to be
assistants were constantly supervised by clinical geneticists. In other case sites,

geneticists shifted some of their responsibilities to general physicians so that they
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could supervise some of the tasks of nurses which resulted in more autonomy for
nurses and more time for clinical geneticists. In some cases, researchers observed
that clinical geneticists engaged with patients for constructing normative networks.
Patients have the power to help clinical geneticists retain their position and power
by demanding the involvement of these experts in patient care and these
engagements with them help clinical geneticists to maintain their position. Currie et
al. (2012) have observed “theorizing”, “defining”, “educating”, “policing” and
“constructing normative networks” type work, all of which were initially
categorized by Lawrence and Suddaby (2006) under types of work used in the
creation of institutions, are also types of work used to maintain an institution. They
have also observed the interplay between different types of institutional work. It

shows that creation and maintenance work have some intersections and it is hard to

draw lines to categorize types of institutional work as creation or maintenance.

Another empirical study using a broader timeline has been conducted by Nite,
Washington and Ige (2016). In their research, they examined how one organization,
National College Athletic Association (NCAA), managed to institutionalize itself
and then how it managed to stay in power through institutional maintenance work.
Unlike the similar research examining one organization’s institutional maintenance
work in a smaller time period, this research focused on a much broader time period,
starting from the first establishment years of NCAA through 2015. Founded in 1910
as the Intercollegiate Athletic Association, the organization later changed its name
as the National College Athletic Association or NCAA quickly became the leading
organization in collegiate and amateur sports in the United States. Now with its
1123 members of colleges and universities, it runs 90 championships in 24 different
sports. Through its first 40 years, NCAA has worked through challenges to
establish its dominance and legitimacy (“What is NCAA”, 2019). After it became
the dominant organization in college sports, NCAA has faced new concerns
challenging its power position. This research has focused on those challenges and
how the NCAA has managed to solve them by doing institutional maintenance
work. The researchers examined the archives of the NCAA, the Association for
Intercollegiate Athletics for Women (AIAW), the National Association of

Intercollegiate Athletics (NAIA), and numerous academic papers regarding NCAA
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and collegiate athletics in the span of nearly 100 years. Based on these data, they
were able to draw some insights regarding institutional work done by NCAA. The
study showed that NCAA established its legitimacy by creating new rules regarding
membership, gameplay of different college sports, management of revenues, player
safety and many others to bring all amateur sports under its umbrella. This
institutional creation work is an extensive display of boundary and practice work.
Although these are examples of institutional creation, the study showed that the
boundary and practice work continued even after the NCAA claimed its legitimacy
and institutionalized many aspects of amateur and collegiate athletics. The
researchers indicated that NCAA continually faced challenges both internally and
externally. One example of external challenges was the National Association of
Intercollegiate Athletics or NAIA which comprised of smaller colleges and
universities that cannot seek membership from NCAA due to its rules. NAIA
challenged the dominance of NCAA in the field of collegiate sports. NCAA
responded to this threat by changing its rule set to attract smaller colleges and
universities as well. By changing its rules, the NCAA opened the path for smaller
schools to gain membership, thus eliminating the NAIA threat altogether. Another
external threat NCAA faced was the development of TV broadcasting and the
conflict it causes among schools regarding how to share the revenue coming from
TV broadcasting. NCAA initially responded to this conflict by defending its rules
which put NCAA in the driver seat in terms of how the revenue is shared. In
response, colleges and universities started a legal case against NCAA forcing it to
change its rules and give away some of its power over TV revenues. However, by
compromising, NCAA continued its dominant position in the field of college sports
including TV broadcasting rights and revenues. After smaller schools became
members of the NCAA, they represented an internal threat to the organization. The
first set of rules governed by NCAA favored the larger schools over smaller ones,
so this caused a conflict within the organization. The NCAA managed this threat by
changing its set of rules to become a fairer organization. All three examples show
how the NCAA responded to both internal and external threats by expanding its
boundaries and practices and it shows that boundary and practice work has

extended to become institutional maintenance work. The research of Nite et al.
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(2016) is significant in a way that it examines an organization from the first years it
was formed through the years it became fully institutionalized, hence creating an
opportunity to observe different types of institutional work done by that
organization. The study shows that institutional creation and maintenance are
continuous processes and the categorization and separation of the two which is
initially offered by scholars (see Lawrence & Suddaby, 2006) is more of a
theoretical perspective rather than practical, hence it backs up some of the recent

findings by scholars like Currie et al.(2012) and Zietsma & Lawrence(2011).

Institutional maintenance work is not just about preventing outside or inside
changes to an institution and actors. In some cases, changes are necessary to
maintain an institution. Maintenance and innovation are two concepts that one

expects not to coexist.

In their research, Koskela-Huotari, Edvardsson, Jonas, Sorhammar & Witell (2016)
examined the innovation process in the service industry and what type of
institutional work is necessary for innovation and change to happen. In order to
elaborate on the topic, the researchers chose four different case studies, all in the
service industry. They selected Volvo, Siemens, ICA Grouppen, and Eataly to
examine different cases involving innovation in the service industry. They
interviewed 21 different people from various organization levels and also gathered
data from field observations and different sources like the internet and media. The
researchers encountered two totally different findings in their cases, though they
found a similar pattern of interdependence between different types of institutional
work in all of them which is in line with the findings of other scholars (Currie et al.,
2012; Zietsma & Lawrence, 2011). The researchers found that in Volvo, Siemens,
and Eataly, actors used institutionalized rules to make the transition to a new system
easier. They actively maintained the institutionalized rules of the previous system
and made the innovation possible by using them as an incentive for users and
managers, all of whom needed some convincing to accept the change coming with
the innovation itself. This shows that maintaining institutions is sometimes crucial
to creating new ones. Other findings of the researchers are somewhat opposite to

the first finding. In the ICA Grouppen case, researchers observed that some
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managers faced challenges while trying to implement a new marketing technique
using loyalty cards due to existing institutions within the company. The researchers
pointed out that mechanisms that maintain institutions could have a negative effect
on innovation, thus it could prevent the creation of new institutions. This study is
significant since it shows the conflicting nature of institutional maintenance. While
it can support creating new institutions and innovation, in other cases, it could be a

negative force standing in the way of innovation.

Institutional maintenance work is critical since actors often engage in institutional
maintenance work not only to maintain an institution but to maintain their position
as well. This raises some ethical questions whether institutional work is always
morally correct. In their study, Clark and Newell (2013) aimed to show that there is
a “dark side” in institutional maintenance work. By the dark side metaphor, they
tried to explain that institutional maintenance work is not always in alignment with
society’s ethical codes. Their research focused on professional service firms or
PFSs and how these firms worked with different stakeholders in capital markets to
maintain the institutionalized elements of the capital markets in the United States.
In US capital markets, with the increase in the number of public firms and in the
number of products that can be invested in, collecting information and interpreting
that information becomes a challenge for investors. PFSs emerged as the solution
for this problem and become critical actors for US capital markets. To gather more
information, Clark and Newell (2013) selected credit rating agencies, security
analysts, and governance advisory services to investigate how these firms engaged
in institutional maintenance work. The researchers observed that all of PFSs have
done some sort of "rating". For example, securities analysts have the responsibility
to rate certain investment products as "buy" or "sell". Buy means that product has
the potential to increase in value and sell means the product has signaled a decrease
in their value. Governance agencies are responsible for rating firms according to
how they are managed which can be a signal for potential investors looking to
invest in those firms. Credit rating agencies have the responsibility to rate bonds.
The researchers pointed out that "rating" is a type of "policing" work as Lawrence
and Suddaby (2006) described. The researchers also observed conflict of interest in

all of those firms' actions. For example, security analysts have usually been
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employed by investment banks and they have been assigned to rate banks that are
under the same corporate umbrella as their employer. The researchers have
described this sort of conflict of interest in their policing work as "conspiring". The
researchers also observed that all of PFSs did some sort of "tutoring". Firms that are
rated by PFSs were willing to be educated on how those PFSs rate them. The
researchers identified this tutoring work as a type of "enabling" work as described
by Lawrence and Suddaby (2006). For example, firms that are rated by governance
advisors have also employed those firms to educate themselves on how to increase
their rating score. This obviously caused a conflict of interest, which researchers
described as "cheating". Another type of institutional maintenance work that
researchers observed is "embedding and routinizing" work as described by
Lawrence and Suddaby (2006). All PFSs were "collaborating" with the firms they
were going to rate since they needed inside information. The researchers pointed
out that this collaboration is a form of "embedding and routinizing" work. However,
Clark and Newell (2013) observed that this collaboration could cause a conflict of
interest. For example, researchers observed that managers of the firms usually
tended to share more information with the PFSs to increase their score when they
have thought their score would be low. The researchers described this situation as
"collusion". This study has significance since it backed the initial findings of
Lawrence and Suddaby (2006) regarding institutional maintenance work. However,
the real significance of this study is that it has also shown how institutional
maintenance work could be conflicted with ethical codes in some situations because

of the conflict of interest actors who are engaged to maintain the institution face.

Recent empirical studies covering institutional maintenance work usually focused
on complex and purposive actions of the actors trying to maintain an institution.
However, some research shows how concepts that seem small could be vital
instruments of maintenance work. In their research, Blanc and Huault (2011)
focused on the role of artifacts to maintain institutions in the face of a major
disruptive force and a revolutionary change. To elaborate on the issue, the
researchers chose the French recorded music industry as their case. They focused on
a time period between 2004 and 2008 since this era was particularly important as it

has significant value to capture the digital era and its effects on the recorded music
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industry. This time period was also significant since there was a new bill of law in
the parliament called “global license” which on paper would have a huge impact on
how people share music over the internet. Therefore, this time period offered an
area of research in terms of these institutions were maintained, and for the context
of this research, how artifacts played a role in the maintenance of these institutions.
To examine the role of the artifacts in maintaining institutionalized parts of the
French recorded music industry, the researchers interviewed 26 people associated
with the sector and collected a good amount of data from press articles. The
researchers were able to differentiate one artifact that has the most influence in
institutional maintenance in the context of this study which is the CD or disc. They
pointed out that the meaning of the CD represents a profit and the preservation of
the rights of the music artist as the sale numbers increased significantly with the
introduction of the CDs and brought a significant amount of money to the industry.
Artists were also able to preserve their rights and able to prevent illegal copying of
their work. Researchers found that stakeholders in the music industry were
associating the term CD with the term file, even though the term file carries
completely opposite meanings like "sharing". With the internet, people were able to
distribute and share music files among them, albeit illegally. This caused the term
file to be associated with sharing and distributing which is the main thing music
industry and artists have been trying to prevent. In order to alter the meanings
associated with “file”, stakeholders in the music industry used the artifact CD and
its associated meanings. By doing so, they were able to transfer some of the
institutions to the term “file”. Those institutions are the factors behind the success
music industry has achieved with CDs, like the prevention of illegal downloading
and distribution or Digital Right Management in the case of files. Besides the
artifacts, the researchers found another important factor that helps maintain the
institutions of the French recorded industry which they have described as
"dispositif". By dispositifs, the researchers have implied some undertakings, in the
context of this study, this undertaking is the Hadopi project initiated by the French
government and backed by many powerful figures in the French recorded music
industry. This project aimed to monitor Internet users and their actions of illegal

distribution of artistic files, in this case, music files. The researchers also found that
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artifacts themselves were not enough of a factor to maintain the institutions and
some projects were needed. They also pointed out that authorities that were in
charge of this project have also used artifacts CD and file to support their project.
This study has significance since it has shown that artifacts can be a mechanism to
maintain institutions. It broadens the initial works of Lawrence and Suddaby (2006)
and presents that a small concept like artifact could be a key part of institutional

maintenance.

Another study was conducted by Dacin, Munir, and Tracey (2010) focusing on
rituals as an instrument to maintain an institution. They sought to analyze how
rituals and their performance affect institutional maintenance from a broader
perspective. They argued that dining rituals that have been performed for centuries
in two of the most respected universities in Britain, Oxford, and Cambridge,
contribute to the maintenance and stability of the British class system. Most
graduates of these universities are at the top of the British class system, working as
judiciary, barristers, journalists, and politicians. They believe that the dining rituals
of these schools have a permanent impact on those who participate in terms of their
perspective in life, social norms, and values. To further investigate their argument,
they conducted a qualitative study at Cambridge University and its colleges.
Cambridge University is made up of 31 colleges and each college shares the same
dining rituals with little differences them. In each college, formal dining took place
with the participation of students, academicians, college master, and staff. Students
and academicians are all expected to follow a dress code. Students sit on tables
called “low tables” whereas Fellows and Master sit on tables called “high table”
while they all are served by university staff in the form of butlers and stewards.
Dacin et al. (2010) conducted 57 interviews with former or current participants of
these dining rituals which includes students, academicians or Fellows, staff, alumni,
and Masters. They also used data from newspapers, university sources, and books
covering Cambridge University and its dining rituals. Their study concluded that
rituals contribute to the maintenance of institutions in three ways. First, participants
of the rituals became so accustomed to the underlying rules and notions that are
needed for the institution to maintain that these rules and notions became taken-for-

granted for them. In the context of the British class system, formal dining rituals
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helped its participants to get accustomed to “social stratification and explicit
categorization of people according to rank and station”, which are the basis of a
class system. The second finding is that rituals create a willingness to perform what
is needed to maintain the rituals themselves. Therefore, rituals are “highly effective
at ensuring conformity to a particular set of practices” which would normally be
hard to be accepted by some of the members of an organization. In the context of
this study, the glamour comes with dining rituals; service by butlers and stewards,
the dress code, the significant separation of Fellows and students, and the traditional
values that are carried on for centuries make it practically impossible for
participants to resist to the practices of this ritual. Third, they found that rituals have
an impact on those who participate that lasts even after they are no longer the
participants of those rituals. Participants carry the behaviors they picked up from
the performance of those rituals into other aspects of their lives. In that manner,
rituals have social and cultural implications as well. Graduates of Cambridge
University occupy high ranking positions in numerous fields, which can be tied to
their learning from those formal dining rituals. Graduates usually learn how to
socialize with the elite as well as use those rituals as a bonding mechanism with the
elite who are most probably experience the same formal dining rituals in their time
at Oxford or Cambridge. It contributes to their career after graduation and allows
them to occupy high ranking positions and become elites themselves, which
contributes to the maintenance of the British class system. This study is significant
since it extends the literature of institutional maintenance beyond what Lawrence
and Suddaby (2006) first illustrate. It shows that smaller actions like rituals can be
an effective way of maintaining a broader institution like the British class system
which cannot be controlled or affected by one group. It shows that there is a “more
complex” part of institutional maintenance beyond what existing literature has so

far drawn attention to.

The review of the overall institutional maintenance literature highlights some
crucial research gaps. This is due to the fact that institutional maintenance work is

the least popular type of institutional work among scholars. (Lawrence et al., 2011)
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Although maintenance work is still the least covered type of institutional work,
there is a growing interest in institutional maintenance work as presented by this
review. After Lawrence and Suddaby (2006) introduced and theorized the
institutional maintenance work, many empirical studies were conducted by scholars.
Some scholars like Turnbull and Wass (2015) showed that even the most taken-for-
granted institutions needed maintenance work. Others like Raviola and Norbédck
(2013) presented the work to maintain institutions under the threat of a disruptive
force. The conflicted nature of maintenance work was highlighted by researchers
like Koskela- Huotari et al. (2016). Other researchers like Dacin et al. (2010)
showed that small things like rituals could help to maintain an established

institution.

Most scholars focused on institutional maintenance work as separate from other
types of institutional work as Lawrence and Suddaby (2006) categorized them.
Although some researchers like Currie et al. (2012) showed that different types of
institutional work entangled and even coexist, there is still a clear need for more

research in this matter.
All in all, this leads us to derive our research question as:

How is an institution, e-commerce, maintained using another institution, retail and

what are the underlying mechanisms of this institutional maintenance work?
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CHAPTER 3

METHODOLOGY

This chapter describes the methodology used in this study. It intends to give the
reasoning for the selected methodology, research site, and data sources, methods

used as well as the limitations.
3.1 Research Design

A qualitative research design is used in this thesis. This design is selected since it is
appropriate for the focus of this thesis that is institutional maintenance work. The
main goal of this study is to understand how one institution can be maintained with
another institution and the underlying mechanisms of this institutional maintenance
work as Lawrence and Suddaby (2006) stated. According to Lawrence and Suddaby
(2006), institutional work is “the purposive action” of actors to “create, maintain
and disrupt institutions”. These actions of the individuals and/or organizations and
the rationale for these actions need to be studied to truly understand the institutional
maintenance work. As Denzin and Lincoln (2008) stated, a qualitative research
design aims to understand the actions of the actors in a real-world situation with the
help of empirical materials. From that perspective, a qualitative research design
aligns with the goal of this study. A qualitative research design also helps to
understand the underlying mechanisms of the maintenance work. To identify the
mechanisms, the actors’ actions are needed to be organized and structured. This is

hard to do without the help of qualitative data.
3.2 Research Site

After defining the research question and selecting the research design, we looked to
gather qualitative data. We selected the retail industry as our main research site. In
order to find answers to our research question, we had to narrow down the retailing

industry to gather the necessary data.
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We defined the following criteria to select firms we can analyze that are appropriate

for our goals:

1)

2)

3)

4)

E-commerce firms: This criterion was the most obvious one since we aimed
to show how e-commerce as an institution is maintained. The main criteria
for a firm to be selected is that it had to begin its operations as an e-

commerce only firm.

Firms in Turkey: This criterion is more about convenience than anything
else. Since the researcher lives in Turkey, it is hard to gather data from firms
that are operating outside of Turkey. As part of the qualitative research
design, the researcher must gather data through empirical materials (Denzel
and Lincoln, 2008), in this case, interviews which we will elaborate in this

chapter.

Firms that opened a physical store: This is the most crucial criterion since
we aimed to show how retail as an institution helps maintain e-commerce.
We only selected firms that opened at least one physical store after their

operations begun as an online-only firm.

Established firms: We defined an established firm as a firm that is operating
for at least 5 years and had at least one operating physical store. We did not
count firms that began their operations on an online marketplace like
Gittigidiyor.com, nl1.com or Hepsiburada.com, or social media like

Instagram or Facebook.

In order to select firms that fit the above criteria, the researcher began to search for

e-commerce firms in Turkey. According to a report by the Turkish IT Industry
Association (“Tiirkiye’de E-Ticaret 2018 Pazar Biiytkligi”, 2019), 799 e-

commerce firms that had a monthly user of at least 15000 were operating in Turkey

in 2017. According to the same report, of those 799 firms, only 358 firms were

operating as an omnichannel firm which means that those firms were selling

products through a channel that is not their website. We found that most of those

firms had not begun its operations as an online-only firm, in fact, they are the

opposite of our criteria. Most of them began their operations as traditional retailers,
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then started their online businesses. After careful research, we found 4 firms that fit

all the criteria. Vivense, E-Bebek, Evidea, and Supplementler are the selected firms.

A brief profile of selected firms is listed below with information in terms of the

defined criteria. A side-by-side comparison of all 4 firms is also given in Table 1.

Vivense: Vivense or Vivense.com is a company selling home furniture and
decoration products. It is founded by Kemal Erol in 2013 and began its
operations as an e-commerce company. The company opened its first
showroom next to its headquarters in Istanbul, in 2014, merely a year after it
was founded.

Evidea: Evidea or Evidea.com is a company selling home products. Their
main products include home decoration, home textile, kitchenware,
bathroom ware, garden ware, and furniture. It is founded by Timur
Tandogar and Tugberk Keselioglu in 2008 as Malzemem.com selling
hardware and construction materials. They later changed the name of their
website and company as Evidea and start selling home products. The
company opened its first physical store in late 2016 in Istanbul.
Supplementler: Supplementler or Supplementler.com is a company selling
supplements for athletes including whey protein, amino acid, and
multivitamins. It is founded in 2006 as one of the first e-commerce
companies specializing in selling supplements for athletes. After 4 years of
operating as an online-only company, they opened their first physical store
in Istanbul.

E-Bebek: E-Bebek is a company selling mother and baby products. This is
the oldest of the four companies we selected, it was founded by Halil
Erdogmus in 2000 as “bebek.com”. In its first year of operation, it was a
publishing company generating mother and baby related content. After
failing to raise considerable user traffic, they pivoted the company to an e-
commerce company and changing the name along the way as “e-
bebek.com”. They opened their first physical store in 2003. They are the
first e-commerce company in Turkey that open its physical store and also

one of the very first in the world.
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All 4 of the selected firms fit the defined criteria. All of them started as an online-
only company and opened their stores later. They have operated for more than 5
years. All are based in Turkey and have currently at least one operational physical

store.

Although Evidea and Vivense have some resemblance in terms of the products they
are selling, they are placing themselves in different segments. Therefore, the
companies have a different customer base, business models and business processes
from each other. They also differ from each other in terms of the year they were
founded and the number of years they operated before they opened their first stores.
This kind of diversity in selected companies is certainly unintentional but most
welcomed since it represents a chance to understand e-commerce and retail as

institutions by analyzing companies operating in different segments of the industry.
3.3 Data Sources

This section discusses the data used in this study. The main data comes from
interviews with company officials. Participants were contacted between May 2018
and December 2018 and a total of 10 interviews were conducted between

September 2018 and December 2018.

The researcher conducted all of the interviews. Interview sessions lasted about 45
minutes on average. Most interviews were conducted over audio or video call since
the researcher was located in Ankara as all the participants were located in Istanbul

and most participants opted to conduct the interviews over a call.

All interview sessions were recorded fully with the consent of the participants in
order to be transcribed later. Transcriptions of the interview sessions were done

manually.

All interview questions are designed to be open-ended since our aim is to
understand the thought process of actors. Interviewees were selected based on their
positions in the selected firms. Top managers and directors were selected as
interviewees as they had insight into the company’s decisions about opening a

physical store and the company in general. Interview questions included:
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e Basic information about the participant and his/her position in the company
e Reasons behind the company’s decision of opening a physical store

e The process of opening a store

e Effects of opening and owning a physical store as an e-commerce company
e Company culture

e Company’s current status

With the firm selection criteria, only 4 firms were selected, and interviews were
conducted. However, when we removed the location criterion for the firms, we
could gather much more data. The geographical difference was a challenge as we
mentioned before since it was hard to reach top managers to gather insightful data
even for the selected firms. To overcome this challenge, we searched through the
media outlets to see which firms fit the criteria and if there is any data we could use
in this study. This research showed that opening a physical store is a trend among e-
commerce only firms all around the world. From France to the USA, China to
Canada, we gathered 16 different e-commerce only firms that fit the criteria. We
found interviews covering the topic of opening a physical store with the top
managers of those firms in different media outlets. Although these interviews were
not as detailed nor as reliable as the interviews conducted for this study, they were
still valuable data sources as they gave insight into the thought process of those
companies’ decision makers as they opted to open a physical store as a way to
maintain their e-commerce company. Table 2 is a side-by-side comparison of the

companies which we collected the interviews of their top managers.

The side-by-side comparison shows that the companies sell a wide range of
products. They are founded and opened their first stores in different years. This is in
line with the four selected firms as they also are different from one another. This
data is also important since it adds a different component to the mix as the firms

showed in Table 2 are located in different countries as well.
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Table 1: Firm Profiles

FIRMS VIVENSE EVIDEA SUPPLEMENTLER E-BEBEK
Year of Establishment 2013 2008 2006 2000
Year of First Store Opening 2014 2016 2010 2003

Main Products Sold

Home Furniture and Decoration

Home Products, Kitchenware,

Supplements for Athletes

Mother and Baby Products

items Garden ware
Operating Countries Turkey Turkey Turkey Turkey
Number of Physical Stores 23 1 32 136




Another component is the fact that among these companies, there are e-commerce
giants like Amazon and Alibaba, the two biggest e-commerce companies in the
world as well as growing startups. This data also shows that there is an ongoing
trend of opening a physical retail store among e-commerce companies since it
shows that e-commerce companies started to open their own brick-and-mortar
stores independent of their location, products they sell, their year of establishment,
and their size. It adds another dimension to this study as it can help analyze the

reasons and effects of this trend.
3.4 Data Analysis

As we discussed in Section 3.2, a qualitative research approach is used in this study.
This section describes the types of qualitative methods used in the data analysis
process. We used methods based on grounded theory approaches (Glaser, 1978;
Glaser and Strauss, 1967, Strauss, 1987; Strauss and Corbin, 1990) to understand
the supporting mechanisms of maintenance work from the data. Before we began to
analyze the data, we checked if the responses to interview questions contained
sufficient information in terms of the research question. After each interview was

transcribed, we started to derive the main categories.

At first, we tried to form categories by grouping individual answers by each
interview question. However, we realized that similar answers were given to
different interview questions by different interviewees. After that, we grouped all
interview questions into two: the ones that question the reasoning of opening a
physical store and the ones that question the possible effects of owning a store to

the e-commerce business and the company in general.

30



Ie

Table 2: Profiles of Companies Outside of Turkey

FIRMS Year of Establishment Year of First Store Opening Main Products Sold Location of Headquarters
MM Lafleur 2013 2017 Women clothing and accessories USA

Casper 2014 2018 Mattress USA

Away Travel 2015 2016 Luggage USA
Everlane 2010 2017 Clothing USA

Brika 2013 2015 Designer and crafted gift items Canada
Warby Parker 2010 2013 Sunglasses USA
Amazon 1996 2015 Marketplace- All kinds of items USA
Birchbox 2010 2014 Makeup, haircare and skincare products USA
Bonobos 2007 2012 Menswear USA
Alibaba 1999 2017 Marketplace-Wholesaler China
Indochino 2014 2017 Custom Made Menswear Canada
Rent the 2009 2014 Rental Designer dresses and handbags USA
Runway

BaubleBar 2010 2015 Fashion Jewelry USA

Adore me 2011 2018 Lingerie USA/France
Frank & Oak 2012 2014 Clothing Canada
Allbirds 2014 2018 Shoes USA




Next step was to develop the key issues. In order to develop key issues, we tried to
bring together different categories. For example, “design” refers to the look and
functioning of the website or the application and the stores. “User experience”
refers to the experience of website or application user; in this case, the customer of
the company. Although the term “user experience” is related to online products, the
interviewees used the term to describe the experience the store brought to their
customers as well. They used these terms as a part of the company’s “brand”.
Therefore, the categories “design” and “user experience” was transformed into one

key issue, “brand”.

After developing key issues, these issues have been analyzed to identify the ones
related to our research goal. The main focus of the whole analysis process is to
understand if traditional retail is a tool to maintain e-commerce and if that is the

case, what mechanisms support institutional maintenance work.
3.5 Limitations

One of the limitations of this study is to find companies that fit the criteria. The
reason is the fact that e-commerce is only comprised of 3 percent all retail in
Turkey, so there is not many e-commerce only companies. The other is that opening
store is a relatively new trend among e-commerce companies. These were the
expected limitations before beginning this research. Another unexpected limitation
is to find managers that have knowledge about the decision of opening stores. Most
firms that fit our criteria were only startup firms when they decided to open their
stores. There are a limited number of people that play a part in deciding a startup’s
future. This limits the number of people we can interview for this study. Also,
technology firms by nature have relatively high turnover rates among their
employees, therefore it makes it harder to find employees who work in those firms
long enough to have enough information about the company. Also, this study only
focused on the work of decision makers who represent the company in general and
are part of the store opening process. Our main data source comes from the

interviews with these decision makers who are likely to have the most knowledge
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about the process. These companies have too many customers and suppliers to
reach out and talk to. There are also many employees as stakeholders in these
companies. It was beyond the temporal and monetary resources of the researcher to
make interviews with them as well although those interviews would certainly enrich
our data. Also, there is no organization or society that gathers all of e-commerce
firms in Turkey under its roof, so it was not possible for us to interview such an
organization or society. Hence, the analysis is limited to the institutional work of

the decision makers in the selected companies.
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CHAPTER 4

FINDINGS

4.1 Introduction

From the transcribed answers of the top managers, we identified 4 mutual
categories that affect the success in both e-commerce and traditional brick-and-
mortar retailing. We relate the key issues to those higher categories and analyze
how each of them contribute to the maintenance of e-commerce as an institution. To

put it in detail:

e In Section 4.2, we analyzed customer related key issues. We took a look at
how having a store affects the existing or new customers of an e-commerce
company and found two underlying mechanisms; concretization and

personalization.

e Section 4.3 is dedicated to analyzing how not being an e-commerce only
company affects its employees in terms of new tasks and involvement as

well as its implications.

e Supplier related key issues were analyzed in the following section, Section
4.4. We relate two key issues to the supplier: concretization and product

range.

e Last level we identified is company. We analyzed which underlying
mechanisms of traditional retail support e-commerce business in terms of
the company itself and found brand and growth as two key issues, which we

analyzed in detail in Section 4.5.

e After successfully analyzing four different categories and their key issues,
we analyzed their implications in terms of our research goal and come up

with a number of propositions.
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4.2 Customer

The customer is the single most important factor that affects the success in both e-
commerce and traditional retailing. Almost all activities successful companies do,
they do it with customers in mind. The founder and CEO (Jeff Bezos) of Amazon,
an e-commerce company and also the largest public company in the world, links its
company’s success to a “secret sauce” which he described it as “obsessive focus”
on customers rather than its competitors. Inditex, the parent company of fashion
brands Zara, Pull&Bear, and Stradivarius, one of the biggest clothing firms in the
world with over 7000 stores in over 200 countries worldwide, shares the one idea

behind their success as “the customer is at the center of everything we do”.

It is obvious that successful companies consider their customers, e-commerce and
traditional retailing alike. The first thing any company should do is to reach the
customer. For e-commerce companies, reaching the customer is not enough most of
the time simply because the number of customers is much lower compared to
traditional retail. According to the US Department of Commerce Statistics
(“Quarterly Retail E-commerce Sales”, 2018), only 9 percent of all retail sales were
generated from e-commerce in 2017. This rate is much worse for the majority of the
world considering the USA is in the top 5 with China (Keung, Yiu, Mubayi,
Kawano, Cheng, & Liu, 2017), and the UK (“E-commerce and ICT activity, UK:
20177, 2018) on top. In developing countries like Turkey, this rate drops
significantly. Only 3 percent of all retail sales come from e-commerce in 2017,
according to a report by the Turkish IT Industry Association (“Tiirkiye’de E-Ticaret
2018 Pazar Biiyiikliigii”, 2019). These numbers suggest one of the reasons why e-
commerce companies go into traditional retailing by opening brick-and-mortar
stores. Another statistic that shows the struggle of e-commerce companies is the e-
commerce penetration rates. These statistics show the percentage of active shoppers
who made a purchase online at least once. It is just under 50 percent in 2018
according to Statista. This shows that there are a lot of customers e-commerce
companies simply cannot reach. One upper level manager of Evidea, explains the

situation when talking about the reasons for opening a store as:
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The customer base for online and offline is a little different from one
another. Every online customer is not an offline customer and there is a
significant number of customers we cannot reach in the offline market. We
aim to reach those customers and make them an online customer as well.

There is a discrepancy between penetration rates and sales rate of e-commerce. For
example, 43% of all customers shop online; however, e-commerce sales were
comprised of only 3% of all retail industry in Turkey in 2017 according to Deloitte.
This means even online shoppers do not spend on e-commerce as they spend on
traditional retail. This discrepancy has significance from both the e-commerce

company and customer standpoint.

4.2.1 Concretization

It is clear that customers are spending more on traditional retail. E-commerce
cannot offer something stores can, customers want to try, touch, feel or see the
product before they buy it. Vivense is one of the companies that has the chance to
see what their customers want. One manager from Vivense explains their

experience with the case as;

When we did not have a store; some customers found our office address and
visited our office to see our products. Maybe it is because of the nature of
the products we sell, but customers really want to see them before they buy.

Vivense sells mainly furniture, so it is understandable customers want to sit on the
couch or lie down on the mattress they want to buy. It is also understandable that
they want to see the product before they buy it since the cost of buying furniture is
usually relatively high for most customers. However, this case is also valid for a
number of different products like clothing, accessories, watches, home products,
and many more. Founder and CEO of Everlane, an e-commerce company selling
clothing and accessories, Michael Preysman said in 2012, “We are going to shut the
company down before we go to physical retail” (CBS This Morning, 2017). The
company eventually went into physical retail in 2017 with its first store and Michael
Preysman explained the rationale behind their decision in an interview in 2017

(CBS This Morning, 2017):
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When we started six years ago, we thought we could do this online only, but
what we found is customers like to touch things before they buy them.

One of the high-level managers of Vivense describes the experience physical stores

can offer and a website cannot as:

It is very difficult to touch the customer when you are an online only
company. Stores offer a richer experience obviously. The real life cannot be
replicated with any virtual world. The physical store reveals all the richness
of that real life. You experience everything with your five senses, you drink
your coffee, talk to the interior designer, touch the fabrics, sit down and
experience the environment in the place where you are experiencing the
aromas in your nose so you experience with your 5 senses.

Physical stores can also bring convenience to customers e-commerce sometimes
lack. Founder and CEO of Rent the Runway, a company that lets people rent luxury
clothing explains their point of view (CBS This Morning, 2016):

... by nature of having a store in the physical market, you can courier her
units from the store, if she ever has a problem you can swap for various
pieces of inventory, so it is about creating an efficient experience for the
user.

Concretization effect of having a physical store is evident from the customer

standpoint. Customers can see, touch, and feel the products they want to buy as well
as they can just come by the store if it is on their way, swap items, or return them. It
creates a familiar experience for most customers that are used to traditional retailing

and an alternative way of reaching customers for e-commerce companies.

Normally, one should expect an e-commerce company to gain more customers and
sell more products through their stores. This is true to some degree as one case
Vivense experienced showed us. When Vivense opened their first store in Kayseri,
their e-commerce business saw a decline in sales from that city. This showed that

using another institution to maintain their business can cause some disruption.

However, concretization has positive reflections on e-commerce business as well.
Since companies sell the same products both online and offline, customers can first
try the products, then buy online. The opposite is also valid as customers can visit

the website to determine what to buy before they came to the stores. The CEO of
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Warby Parker, a US based company selling glasses, explained the situation as

(Estes, 2017):

We find that about 75 percent of our customers that shop in our stores has
been on our website first. The world’s not black and white...

E-Bebek is one of the companies experienced the positive effects of having a
physical store on their e-commerce business. One top manager explained their case
as;
When we open a store in the provinces where we sell very little online, we
see that the sales increased from our website. It is like publicity. Customers
are looking if we have a website as well, they have a point of contact so they

shop online thinking they can just change or return the products from the
store.

Vivense did not just experience the disruption or cannibalization, which is a term
used in marketing usually for a decrease in sales of a product with the introduction
of another product. They experienced some positive effects of concretization on
their e-commerce business as well. They can display only a fraction of their whole
product range in their store as they have a wide range of home furniture products,
so if customers cannot find what they are looking for, their sales team shows them
similar products to try and then they encourage their customers to order online

which helps their online sale numbers.

4.2.2 Personalization

E-commerce companies use every available technology to reach their customers
and give them a better user experience when customers visit their website or use
their mobile application. They can collect a large amount of data about the
customers. They can calculate their spending habits, track what they search for and
advertise specifically to that, recommend similar items based on their previous
preferences, offer them special discounts, and do a lot more with the help of
advanced technology like big data, machine learning and artificial intelligence.
They can design slick user interfaces for better user experience, roll out different
features for the same website based on age, location, gender or another metric they

choose. Personalization is something every e-commerce company tries to achieve.
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Having a physical store is another way for companies to personalize the experience

for their customers. One manager from Vivense describes their standpoint as:

Our stores are like the missing part of the user experience of our e-
commerce business. We started them as a way to complete the user
experience.

E-commerce companies use different methods for personalization to offer what they
think their online business is missing in terms of user experience. They claim that
the experience of their stores is unique and unlike traditional retail stores. One top

manager from Evidea explains what they do differently from other stores as:

We added details like ordering from the store directly to your address. That
is one of the things that separate us from other retailers.

Personalization in retail stores is not a new concept. Apple is usually credited for
opening personalized brick-and-mortar stores selling technological products as most
technology firms only sell online or through resellers. Apple Stores are highly
regarded among retailers since their conversion rates or sales per visited customers
are exceptionally high. One-to-one meetings with well-informed store personnel
was an important addition to Apple stores then and since most stores opted to

follow a similar approach. Vivense CEO said that:

We thought that in our showrooms, our interior designers can serve our
customers more closely, help them decide which furniture or which color to
choose.

MM LaFleur, a USA based company selling fashion and beauty products mostly for
women, is another company that uses personalization. Aron Susman, a top manager

for the company, described their point of view in an article (Susman, 2018):

We decided to reimagine the shopping process by having customers come in
by appointment, work with a stylist and only try on items that have been
curated for them.

These personalization tactics companies use help them engage with their customers
more and help them decide what to buy. The idea behind all personalization
approaches retailers used, traditional or not, is to increase conversion rates which

means sales per visited customers. E-commerce companies, however, took it to
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another level and tried to increase their online sales through personalization. They
use stores as a way of introducing their products to the customer base. CEO of

Casper, a USA based company selling mattresses, said about their stores (Hanbury,

2018):

It's a way to educate new consumers

Supplementler.com is a good example of this case. They are selling supplement
foods for athletes and most of their new customers are also new to these kinds of
products. They either hire educated store personnel or educate them after they hire
them about their products so that they can assist customers. They use their
personnel to educate new customers about what to use, when to use, and how to use
their products. They can create cross-sale opportunities with this method as well.
For example, if a customer who is new to bodybuilding and supplements wants to
buy only whey protein, they can sell them amino acids as well by explaining the

customer benefits of having them in the early phases of bodybuilding.

E-commerce companies are using their stores not only educate customers about
their product but also about technology. Evidea and E-Bebek installed kiosks in
their stores. Customers can look at the product catalog, customize their product, and
even order online from the kiosks located in the stores. Store personnel assist
customers if they have trouble using kiosks. Using kiosks, companies help
customers get familiar with online shopping experience. This has positive
implications on the e-commerce business since companies are basically acquiring
new online shoppers. They are also able to direct customers who come to their
stores to shop online instead of directly shopping from the store. One top manager

from E-Bebek explained their point of view:

We are creating an environment for our customers to adapt to technology to
familiarize them with e-commerce using kiosks and technology in our
stores.

Both concretization and personalization are the mechanisms at the customer level.
Customers can feel, touch, and experience the products they want to buy with the

concretization factor of stores. It also creates a sense of familiarity at the customer
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level. Once customers are familiar with the products or the company in general,
they can shop online as e-commerce offers the same products as store and also a
wider variety of products than stores. Personalization helps companies to bond with
their customers. Stores enable organization members, employees, or managers, to
engage in institutional work through a relationship with the customers. Customers
became partners in this institutional work as stores offer a way to shop online in the

stores.
4.3 Employees

In the context of this study, employees are a big part of our focus for many reasons.
Going into brick-and-mortar retail requires some form of organizational change, big
or small, for the companies studied in this thesis. Whether it hires new employees
or fires old ones, shifts the position of current employees, gets outside counseling,
or does outsourcing, many of the actions required to open a store involve employees
of the firm. There are several studies focusing on firms going through
organizational and structural changes which have implications on company culture,
turnover rates among employees and many other aspects (Choi, 2011; Avey,
Wernsing, & Luthans, 2008; Vakola & Nikolaou, 2005). Without going into much
detail about organizational change, we aimed to focus on the effects of opening a

store on employees working on the e-commerce side of the company.

Most of the e-commerce companies studied in this thesis were startup companies
when they decided to open their first stores. The number of employees they had was
between 5 and 50 for most of the companies at the time of opening their first stores.
This has advantages and disadvantages when it comes to implementing a big
strategic decision like going into traditional retailing. A small number of employees
means that nearly all of the employees needed to be bought into the idea since
nearly all of them had some part of their jobs affected by that idea. When asked
about if there was any resistance from the employees to going into retail, answers
from top executives to new employees at that time were relatively similar. Nearly
all of the employees agreed with the strategic decision that the company should
benefit from the retail business. Employee commitment is one of the most critical
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aspects of implementing a strategic decision (Parish, Cadwallader, and Busch,
2008). However, not all employees were happy with the decision. Some were
concerned that the company could transform into a more traditional retail company
as they viewed their companies as a technology firm. They were concerned that
adding multiple employees coming from a traditional retail background could alter
the company culture and shift the power from the employees of the e-commerce
units to the store employees. Despite these concerns, e-commerce companies were
able to keep some key employees intact. This was a great accomplishment for the
companies at that time. One factor was related to money since the core unit of
employees of these startup firms were also shareholders in the company, but others
were related to other factors as Cosack, Guthridge, and Lawson (2010) suggested.
We focused on two key factors, new tasks and involvement, affecting the
employees of the e-commerce units of these companies positively hence the e-

commerce business.

4.3.1 New Tasks

Having a store brings a new dimension to an e-commerce company. Stores
automatically create new jobs and new roles within the company. In the companies
in the context of this study, most of these new positions were filled from outside of
the company via new hires, consultancy, or outsourcing. For example,
Supplementler.com opened a new department handling all store related jobs and
filled the department with employees experienced in retailing. They also hired
experienced store managers, and salespeople while giving on the job training in
their store to the inexperienced salespeople they hired. Vivense took a similar
approach and opened a department to manage all their stores. They also opened
district and branch offices. They mostly hired experienced personnel in this
department and their new offices. Vivense and E-Bebek hired outside consultants in

the opening process of their stores before they trained their own personnel.

However, not all new tasks were welcomed with open arms by them neither.
Employees were reluctant to complete new tasks created by having a store. For

example, the software engineering team at one company were needed to implement
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a new feature for their website to enable customers to shop small items directly
from stores. That feature required significant changes to their system at that time
despite the fact that sales of those small items only made up for a relatively
negligible amount of their all sales, therefore the product management team were

reluctant to make those changes to their system.

Although some of the positions were filled by hiring new employees, a growing
company meant more opportunities and more career paths for employees. Vivense
is a good example of this situation. After they opened up several stores, they created
a showroom department to manage all their stores. They hired several employees
experienced in retailing. They also wanted to bring in current employees to that
department to benefit from their experience in the company and to instill company
culture and values to newly hired employees. Another example of career
opportunity created at Vivense was for interior designers. Designs of all Vivense
stores were created in house by their interior design team. Their showrooms also
enabled the interior designers to work with the customers. The company assigned
some of its designers to their stores in rotation which enabled those designers to get

some invaluable on the job training.

Stores created new positions within the e-commerce company which they filled
mostly by hiring new personnel. However, these newly hired employees could shift
their position within the company to work in the e-commerce units. Some
companies placed their successful employees working in store-related jobs-
salespeople, store managers, branch office managers, etc.- to more e-commerce
related jobs such as digital inventory management or marketing departments.
Companies aimed to use these employees as they gained field experience by
working closely with the customers to add more insight into their e-commerce

departments.

E-commerce companies needed to expand some of their operations and tinker with
their business processes in order to accommodate changes brought by their offline
presence. This caused some positions within the company to assume new
responsibilities. One top manager from Evidea said that:
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A little more responsibility was added to the existing positions. In the
logistics section, for example, we only shipped to the customers before but
now we are shipping to our store in mass. So, we could say it was an
addition. Increased responsibilities for our existing staff.

Companies offer their key employees new career paths, training opportunities,
added responsibilities, and ownership of their work with the added growth of
having brick-and-mortar stores. By doing so, they were able to keep key employees

and help maintain their e-commerce business.

4.3.2 Involvement

Opening a store brought some form of organizational change to the e-commerce
firms. Companies in the context of this study were able to convince their employees
about the benefits of stores. Furthermore, they used this change as a tool for
employee involvement in a key strategic decision. Founder of E-Bebek explained

the process as:

From the beginning, this has been a process we have done with all our
employees.

Evidea is another firm that tried to involve all of its employees. One top manager

from Evidea explained their experience:

We were a startup company, as this was a common decision, we have
incorporated all of the company's employees into this process. Employees
were even involved in the alignment of products, selection of products,
design of the store. Everyone joined and merged under one goal.

Stores became a tool for employee involvement not just in the opening process but
afterwards as well. For most of the employees of an e-commerce company,
customers mean data. E-commerce companies collect a huge amount of digital data
from their customers to give them a better shopping experience. For example, the
software engineering team uses data to create a better user interface for the website.
They add new features to the website to attract and retain more customers or
increase the volume of shopping an average customer makes. They create
recommendation systems to recommend similar items to the customers based on

their shopping habits. The marketing team, on the other hand, collects data from
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online advertisement channels to decide on which campaigns are more successful or
decide their future marketing strategies. Operations team builds forecast models
based on the data they collect from customers. With the help of ever-growing
digital data about their customers and the help of new technologies like machine
learning and artificial intelligence, e-commerce companies are able to position
themselves to meet their customers’ needs. Companies created different methods to
get direct feedback from their customers as well. Online channels, emails, forums,
blogs, real-time online chat and customer support lines are just some examples.
However, for most of the employees, these feedback channels mean more data since
companies usually aggregate this feedback into processable digital data as well.
Having a store created an environment that enables human-to-human interaction. It
enabled customers to engage with the company, but it also enabled company
employees to engage with the customers. One executive from Vivense shared their

experience as:

Our stores have a warm friendly atmosphere. It opens a channel of one-to-
one communication with the customer. One year ago, our showroom and
office were next to each other, so we could go directly working with the
customer and establish one-to-one communication. Customers come and
show us the screenshots of the product and say, “I have looked at here, I've
done something like that here”. It offers us to do customer research.

Stores help maintain e-commerce as an institution at the employee level through
new tasks and involvement. In terms of new tasks, they create new responsibilities
for existing positions in the company. Although not all tasks are welcomed by
employees, these added responsibilities help employees develop new skills, and
grow as employees. New tasks and new roles also mean new career paths for
existing employees to follow. Stores also create new positions among the company
which companies need to fill with new employees. Companies sometimes use this

new workforce in e-commerce related positions as well.

In terms of involvement, stores help employee involvement in critical strategic
decisions by creating an opportunity for companies. Companies involve their
employees in the store opening process. It helps these employees to be bought in to
the idea of having a brick-and-mortar store. Having a physical store also enable
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employees to go into the field, study customer habits and get in touch with
customers. It allows human-to-human interaction between employees who were
able to interact with the customer indirectly or through online channels and the
customers. More involved employees also help companies to retain these key

employees of their e-commerce business.
4.4 Suppliers

Suppliers and supply chain management is another factor affecting the success of
businesses; e-commerce and traditional retailers alike. The role of a supplier is to
provide either services or products to the firm. Suppliers could provide raw or
processed materials to a manufacturer or provide finished products to a reseller or
retailer. In the context of e-commerce, the role of suppliers is to provide the

company products it sells.

A number of factors drive customers to an e-commerce company. The Variety and,
the quality of the products, delivery time and price are some of the most important
ingredients for success for an e-commerce company. It is a fact not only for today
but also for the future, says Jeff Bezos, CEO of Amazon (Clifford, 2019).
According to Bezos, Amazon builds its future strategy around the fact that
customers want a vast selection of products, fast delivery time, and low costs today
and they will want them in the future as well. Those attributes that customer want is
highly dependent on the suppliers. Product quality is the most obvious factor that
depends on the suppliers as a company either manufactures the goods which they
buy raw materials from their suppliers or directly sell the products purchased from
their suppliers. If an e-commerce company wants a wide variety of products to sell,
it needs to work with multiple suppliers that can provide different kinds of products.
Prices are also dependent on suppliers. Not only the cost of purchasing the product
to sell but also delivery costs, storage costs and transaction costs which includes the
finding of the product, legal fees, communication costs etc. affect the price of the
product. All these costs associated with the price are again dependent on the

suppliers.
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It is obvious that the suppliers are a big factor in the success of an e-commerce
company. There are numerous studies that show the correlation between the success
of a firm and its supply chain management (Christopher & Ryals, 1999; Kannan &
Tan, 2006). There are also a wide range of studies focusing on the buyer-supplier
relationship and how it affects the success of the buyer firm (Koh, Fichman, &
Kraut, 2009; Lefebvre, Lefebvre, Bendavid, Wamba, & Boeck 2006; Moharana,
Sarangl, Sahoo & Sahoo, 2011).

In the context of this study, we focus on how brick-and-mortar stores help e-

commerce in terms of suppliers.

4.4.1 Concretization

The concretization mechanism is not only in play with customers but suppliers as
well. For most buyer-supplier relationships, trust is a key factor in a healthy
relationship (Koh, Fichman, and Kraut, 2009). Suppliers want to trust the economic
power of the buyer before they ever go into business with them. Considering e-
commerce is a relatively new concept compared to traditional retailing and most e-
commerce only companies are relatively new companies, it is understandable that
most suppliers do not know or trust the e-commerce only companies. It was
certainly the case for E-Bebek when they first emerged as an e-commerce company
in the early 2000s when e-commerce was not a known concept among retailers or

suppliers in Turkey. The founder of E-Bebek explained their case as:

We founded E-Bebek in 2001 and we could not grow our company that
much until 2003 when we opened our first store. After we went into brick-
and-mortar, customer trust and supplier trust to our firm increased
significantly.

Another top manager from E-Bebek explained the situation further as:

There were suppliers that we wanted to work with, but they refused to work
with us when we were just an e-commerce company. After we started
opening stores, they became our suppliers.

This case is still valid for today’s e-commerce world even though customer

penetration and customer trust are significantly higher in Turkey compared to the
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early 2000s. Top managers from Evidea and Vivense also mentioned about the
supplier trust that brick-and-mortar store brought to their company. As one top

manager from Evidea put it:

Having a store has a positive effect in the eye of the customer and supplier.

Having a store helps e-commerce firms to be concretized in the eye of the suppliers.
It creates a sense of familiarity since most suppliers are used to work with
traditional retailers. Having a store has an economic part as well. It becomes an
asset of the company which can be seen as collateral by people or businesses the

company owes.

Trust is a part of a successful buyer-supplier relationship while successful
communication and feedback is another factor (Prahinski and Benton, 2004).
Concretization of an e-commerce company by opening brick-and-mortar stores help
the company to engage with its customers on a more personal level. Stores enable
companies to get direct feedback from their customers. This feedback from
customers is not only about the stores, firms, or the buying process. More often than
not, customer feedback is about products. Aron Susman (2018) from MM Lefleur

explained their case as:

Our stylists have helped us determine what our customer wants. For
instance, if you hear that they love a specific dress but are waiting for a new
color, do whatever you can to ensure they are first in line when it comes in.

Since this customer feedback is often about the products, companies could analyze
what their customers want more correctly. They use this new information to
establish more successful communication with their suppliers since they now know
exactly what to want from the product, they buy from them. For example, Vivense
began to offer customization of their furniture in their stores. Customers could
change the color of the furniture, adjust the softness to their liking, and even change
the mechanisms of some of their furniture. They also added this feature to their
website after they began offering it in their stores. It allowed their customers to
change their furniture and tailor them to their needs. This also allowed Vivense to

collect information about what their customers want from each of their furniture in
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terms of its features. This direct feedback allowed them to better understand what
their customers want from their products, and thus to give better feedback to their

suppliers about the features of the product they asked them to produce.

4.4.2 Product Range

The product range is an important factor affecting the success of an e-commerce
company. As Jeff Bezos, CEO of Amazon stated vast selection of products is

something customers want (Clifford, 2019).

E-commerce has a big advantage over traditional retail when it comes to the
selection of products. Stores have limited storage and shelves while an e-commerce
website can display thousands of different products without any limitation. From
that perspective, it is odd for stores to have an impact in terms of the product range.

That is certainly the case for Supplementler.com, as one top manager stated:

E-commerce has a much wider selection of products compared to traditional
retail, so having a store did not contribute to our product range.

Although stores did not affect the selection of products some companies sold, they
certainly affected others positively. All of the companies that are studied in the
context of this study sold the same products both online and offline. In the case of
MM Lefleur, the company was able to add a new dress color they were not offering
before. In the case of E-Bebek, some suppliers accepted to work with the firm
thanks to their stores. E-Bebek was able to add the products from that supplier to its
product range. Stores also contribute to e-commerce companies to add products that
they did not think of adding before or simply did not make any sense adding to an
online-only retailer. This was the case for Vivense. The company sold home
furniture long before they went into brick-and-mortar, and customers could choose
the fabrics and colors of the furniture. However, after they opened their stores and
placed different fabric options to be displayed in their stores, the company decided
to offer them online as well. They added an option to request different fabrics to be
shipped online so that customers can see and touch those fabrics. This feature of
their website enabled customers to experience something online shopping usually

lacks. It also added a new dynamic between buyer and suppliers and enabled
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suppliers to reach different customers as well. It helped to strengthen the
relationship with the suppliers by offering more of their products and widening the

product range which is also critical for the e-commerce businesses of companies.

Another aspect that stores help the supplier is visibility. Brick-and-mortar stores
help e-commerce companies to show their product range to the customers. Evidea,
Vivense, Supplementler.com, and E-Bebek all created their own brands working
with different suppliers under different categories that cannot be bought elsewhere.
However, not all of their products are exclusive to their stores or e-commerce
website. They have a vast selection of products with different brands that can be
bought from other stores or websites. Brick-and-mortar store especially helps those

suppliers increase their visibility and brand image.

Concretization and product range are two mechanisms in play at the supplier level.
Concretization helps the trustworthiness of the companies in the eyes of suppliers. It
creates familiarity at the supplier level since most of them are accustomed to
working with more traditional retailers. Stores also help create a better feedback
channel between customers and companies which creates better feedback and
communication between companies and their suppliers. Stores create opportunities
to sell different products and also increase the visibility of the products which
suppliers could take advantage of. In return, companies are able to widen their
product range. Strengthening the relationship between the companies and their
suppliers and widening the product range help maintain e-commerce as an

institution since companies sell the same product in their stores and website.
4.5 Company

The last dimension we are going to talk about is the company itself. Although all
other dimensions mentioned- customers, suppliers, and employees- are also related
to the company, we will talk about two key factors directly affecting the company

as a whole: brand and growth.

For the context of this study, we tried to distinguish companies’ e-commerce and

store businesses from one another to see how the latter can help maintain the
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former. Although e-commerce and traditional retail as institutions are different from
each other, both have the same purpose: to serve the company. E-commerce and
traditional retail could have different customer bases, different suppliers and even

different employees, but they both are under one company.

When asked about how they defined their company, e-commerce or traditional
retailer, all participants responded with similar answers. For example, one executive

from E-Bebek said that:

80% of our sales are intertwined. People sometimes shop from our website;
they sometimes shop from the store, so both our e-commerce and physical
stores are of equal importance.

One executive from Vivense said that:

We are not a retail store, but we do not place ourselves as an e-commerce
site either.

Top executives from Supplementler.com and Evidea also said that they do not
define themselves as either retailer or e-commerce websites. It is clear that
companies do not want to choose either one of these institutions when defining
themselves, but rather a combination of both. This led us to deduce that company is
another dimension in the context of this study where we will analyze two

mechanisms, brand and growth.

4.5.1 Brand

The brand is an important aspect influencing the success of a company. It is an
important factor for the success of retailers because the brand image, brand
awareness, and brand loyalty affect the shopping habits of customers (Esch,
Langner, Schmitt, and Geus, 2006). While the shopping methods and habits of
customers are changing, the brand image remains a key factor influencing
customers’ online shopping habits (Gommans, Krishnan, & Scheffold, 2001; Smith
& Brynjolfsson, 2008), thus affecting the success of e-commerce companies. In that
regard, opening physical stores becomes a method for e-commerce companies to

increase their brand awareness among customers.
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Trust is an important aspect when it comes to brand awareness and brand loyalty
(Lau & Lee, 1999). Although internet usage and e-commerce penetration are
increasing day-by-day, there is still a lack of trust. Some of it has to do with
familiarity. As Luhmann (1979) suggests, familiarity is strongly correlated with
trust. Since e-commerce is a relatively new concept compared to traditional brick-
and-mortar retailing, it makes sense that there is a lack of familiarity with e-
commerce among consumers. Brick-and-mortar stores act as a bridge between the
brand and the customers creating a sense of familiarity and helping to build trust
towards the brand of the company among customers. One top executive from E-
Bebek said that building trust among consumers is the number one thing their stores
brought to their company. Evidea is another company that mentioned the familiarity
and trust factors stores brought to their brand. One top manager from Evidea said

that:

Although e-commerce has a big market share in Turkey, having a physical
store and putting your brand out there puts you somewhere else in the eyes
of customers.

The introduction of the internet and the increase in internet access and usage all
around the world change how companies raise brand awareness and brand loyalty
among customers. Digital advertisements and online marketing campaigns become
a major part of companies’ marketing strategies. E-commerce companies have
unique advantages when it comes to digital advertising. They are naturally online
companies and they usually build their marketing strategies around digital
advertising and new generation online marketing methods. They are the true
children of the internet world, so it makes sense that they build their brand online.
Besides digital advertising, e-commerce companies use more traditional advertising
methods like billboards, TV, radio, or newspaper commercials as well. From an
advertising standpoint, having a brick-and-mortar store is similar to having a
permanent billboard or advertisement placed in a strategic point where a lot of
customers pass by, like a crowded street or a shopping mall. Stores are a physical

presence where the company brand can be advertised. It can be used as a source for
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announcing new sale campaigns or new product launches. One top executive from

E-Bebek explained how their stores are a source of advertisement for their brand as:

We see our stores as a permanent banner of our brand and our website
spread to 124 different points in Turkey. We sold 10 million bags of product
last year and those 10 million bags were carried around by our customers all
over Turkey, advertising E-Bebek and E-Bebek.com.

Stores allow companies to get creative when it comes to advertising their brand.
There is a trend among new generation retailers to host in-store events. With yoga
classes or workshops, these new generation retailers get creative to build brand
loyalty among their customers. For example, Everlane hosted an event about the
future of retail where customers even get the chance to meet with the company
CEO and ask questions about the company’s decisions and strategies. E-commerce
companies use their stores to connect with their customers on different levels to

raise their brand awareness and loyalty.

Marketing and advertising are only a part of how companies raise their brand
awareness and brand loyalty among customers. For an e-commerce company, the
user interface of their website, their mobile applications, their choice of colors,
shopping process, shipping process, product selection, and product quality are all
part of their brands. They value customer experience (or as an online term user
experience) over almost anything else because they think that is what their
customers become attached to. In fact, in their research, Sahin, Zehir, and Kitapg1
(2011) showed a strong positive correlation between user experience and brand
loyalty. Stores are a way for companies to fill the void in a user experience they
thought cannot be filled with online-only presence. They complete the lack of
human-to-human interaction, lack of touch and feel of products. One executive

from Vivense said that;

Stores are a part of user experience online. We opened our stores as a way to
complete the missing piece in user experience.

Evidea is another company that opened its stores to complete the user experience.

One top executive said that:
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The main thing here is the fact that the two complement each other in the
long term. In this way, we are trying to create a brand; this brand wants to
create an online as well as an offline experience.

Companies try to maintain the consistency of user experience and brand image.
Since they were online first companies, they built their brand image through their e-
commerce website. They already had a logo, a website, a color palette they used on
their website and advertisements when they opened their stores. They carried those
properties over to their stores to have a consistent brand image. One top executive

from Evidea explained their point of view:

Our idea was that we are actually a digital brand, but we wanted to give our
customers a physical experience, so we designed this experience. With our
colors, some kiosk experiences we made inside the stores, with the general
design of the store, with the product catalog we have created inside, we have
designed an Evidea experience for our customers.

Companies wanted to offer the same experience across their websites and all their
stores, so they created a standard design for their stores in order to implement it in
every store they had. For example, Vivense created a standard interior design and
store opening process in order to standardize all their stores. E-Bebek initially built
each store individually until 2012 which caused their stores to look different from
one another. They standardized their interior design after 2012 and they now have

124 stores which have the same look and feel.

Stores also offer companies to build unique and creative experiences for their
customers they cannot build with online-only presence. For example, Warby Parker,
a US based company selling sunglasses, created an experience they called the green
room where customers come in and make a video of themselves with special
effects. At the same time, of course, customers can try a different selection of
sunglasses Warby Parker offers. Such experiences companies created are important
because they are not only a way to attract customers into stores but also a way to

create brand awareness.

Some companies have a story to tell their customers about their brand. It could be a
social responsibility work, environmental work, or an ethical part of their company.

Stores can help companies spread those stories about their brand to their customers.
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Everlane is a good example of this case. From the beginning of the company, they
claimed that the essence of their company is ethics and transparency. They share the
cost of every product they sell so that customers can calculate the markup. They
also share the stories of their factories which they claimed are some of the cleanest
in the world. The CEO of Everlane said that stores offer them an opportunity to tell
those stories in real life, not just online (CBS This Morning, 2017). They tried to
create an experience in their stores where customers actually listen to the sound of
the product they want to buy. They recorded different processes of making their
products in their factories; for example, they recorded 13 different sounds of

making a t-shirt so that customers can actually listen to those sounds in the stores.

4.5.2 Growth

Every company wants to grow in terms of size, capital, revenue, and market share.
E-commerce companies are not different as they look for ways to grow their
company. Opening brick-and-mortar stores helps companies grow in terms of
revenue, size, and capital since it adds another sales channel for them and allows
them to reach more customers. It is especially true for countries like Turkey where
e-commerce makes up for only 2 to 3 percent of the whole retail market. If
successful, stores help companies grow in total, but companies could also
cannibalize themselves as some existing customers prefer to shop from stores
instead of their website. As we look into what these e-commerce companies
experience, however, we can see that this was not the case most of the time as

stores allow e-commerce side of the companies to grow as well.

E-Bebek was one of the first companies in the world that started out as an e-
commerce firm that opened its stores. It started its operations in the early 2000s
when the internet usage in Turkey was as low as 5.4 percent among all age groups,
according to a report by the Presidency of the Republic of Turkey Strategy and
Budget Office (2010). The founder of E-Bebek explained their experience of how

stores help them grow their e-commerce business as well:

At that time, e-commerce would be used only on weekdays, and on
weekends it would be entirely in stores. We have turned into a company that
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works at the same speed for 7 days. We have achieved very good stock
turnover, so we have a very nice structure that supports each other.

E-Bebek was a small e-commerce company when they opened their first store, so
bad turnover rates were a problem at the time. They solved it by adding another
sales channel. This is not the case for them now as they have 124 stores in Turkey
and are the leading e-commerce website in mother and baby products category.
However, according to their top executives, stores are not blocking the growth of
their e-commerce business since online shopping penetration is increasing rapidly

every year.

Supplementler.com opened its first store in 2015 when it was one of the leading e-
commerce websites in Turkey in the category of supplementary athlete foods. Their
idea of going into brick-and-mortar retail differs from most companies in the
context of this study since they saw the potential to dominate the market not just
online but offline as well as one of the leader companies in their sector decides to
withdraw its operations and closed their stores in Turkey. After the company began
opening physical stores, they expanded their operations and now they are the
market leader both online and offline. Having physical stores allowed them to
dominate the market not only offline but online as well as they were able to

eliminate competition from small companies.

Retail as an institution help actors maintain e-commerce at the company level
through the mechanisms of brand and growth. In terms of brand, brick-and-mortar
retailing creates a sense of familiarity among customers who are accustomed to
physical stores. It helps increase the trustworthiness of e-commerce companies in
the eyes of these customers. Physical stores are also an organic advertisement
source since their presence itself advertises the brand of the company. They also
create multiple opportunities to get creative for companies to expand the user
experience they offer through their e-commerce web or mobile application. Stores
are a way for companies to offer their customers physical experiences which is
impossible with an online-only presence. All in all, it helps increase the brand
awareness and brand loyalty of the companies. Increased brand image in general

has positive reflections on the e-commerce business of the companies.
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Another mechanism that supports the institutional maintenance work at the
company level is growth of the companies. Stores allow companies to add another
sales channel. They help small e-commerce businesses to grow by having better
inventory turnover rates or by allowing them to access to bigger inventories, and
bigger markets. Since companies usually sell the same products through online and
offline channels, better inventory turnover rates or bigger markets in general help e-
commerce side of their businesses as well. Brick-and-mortar retailing also enables
some companies to dominate the market as a whole and eliminate competition in

both online and offline businesses.
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CHAPTER 5

DISCUSSION

In this chapter, we answer the research question and discuss the results of this
thesis. Our main goal is to expand the results of the analysis chapter and develop

additional insights.

Retail as an institution help maintain e-commerce as an institution through enabling

work

Enabling work is one of six forms of institutional work defined by Lawrence and
Suddaby (20006). It refers to a set of rules which supports the maintenance of an
institution. As Lawrence and Suddaby (2006) suggest it “may include the creation
of authorizing agents or new roles needed to carry on institutional routines or
diverting resources”. Bouty et al. (2013), for example, argued that when Michelin
guide expanded its geographical region, they used their established set of rules to
add new restaurants to their list. Heaphy (2013), on the other hand, showed how
patient advocates used a set of rules to maintain an institution as an example of
enabling work. She showed that a new role was created in order to help maintain
the institution as Lawrence and Suddaby (2006) argued. When companies decided
to open brick-and-mortar stores, they used some of their standard business
processes. For example, they usually used the same warehouses to distribute goods
that were sold via online or offline business. Most firms continued with their
existing suppliers. This backs what Bouty et al. (2013) argued in their research.
Opening stores also created new roles within the company in which companies
opted to fill with new hires or role shifts within the company. This finding is also in

line with what Heaphy (2013) showed in her study.

This study backs the initial thoughts of Lawrence and Suddaby (2006) regarding
enabling work as a form of institutional maintenance work. It also supports the

findings of other scholars like Bouty et al. (2013), Heaphy (2013), and Turnbull and
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Wass (2015). It also expands the scope of enabling work since it shows that in order
to use another institution in retail, actors needed to create new rules, use existing
business processes, open new positions within the company, make their employees
shift position, hire new employees, use existing resources for other purposes
simultaneously. All of these were necessary steps to open then operate brick-and-
mortar stores successfully. It shows that enabling work may include not just one of

those steps but all of them.

Creation of institutions and maintaining institutions go hand-in-hand in the process

Lawrence and Suddaby (2006) initially divided institutional work into three logical
categories: work to create, maintain, and disrupt institutions. Although the work of
many scholars supported that there are indeed three types of institutional work
along with subcategories under those three types, other scholars argued that the
work to create and maintain an institution is often similar and hard to distinguish
from one another. These scholars argued that the work to create and maintain
institutions can coexist and be intertwined. For example, in their study, Currie et al.
(2012) found that “theorizing”, “defining”, “educating”, “policing”, and
“constructing normative networks” can also be types of institutional maintenance
work instead of institutional creation work as Lawrence and Suddaby (2006)
initially argued. In their research focusing on the NCAA from its founding days to
its more established days, Nite et al. (2016) found that institutional creation and
maintenance work are continuous processes and can coexist. Koskela-Huotari et al.
(2016) argued that institutional maintenance work could enable the creation of an

institution in some cases.

Using another institution to maintain an institution is a complex process and often
requires actors to do the types of work Lawrence and Suddaby (2006) initially
categorized under the institutional creation work. As e-commerce companies
opened their stores, they were inspired by some of the practices or rules that are
common in traditional retail. They adopted these rules or practices into their e-
commerce businesses. For example, Vivense added a feature on their website which
allows customers to order different kinds of fabric for the furniture, which is a
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common practice in traditional furniture retail stores. Since stores could offer
different products, many e-commerce companies added new products to their
product range on their website as well. These works companies did were similar to
“mimicry” which Lawrence and Suddaby (2006) described as “leveraging existing
sets of taken-for-granted practices, technologies, and rules...” and categorized under
creation work. By opening stores, e-commerce companies were also “constructing
identities” by assigning new tasks to their employees, creating new departments,
and assigning employees to these new departments in the stores. Companies were
also “changing normative associations” tied to their brand by opening retail stores.
They are changing the company image and brand in the eyes of their customers,
suppliers, and employees from an online-only company to an omnichannel one that

sells goods online and offline by opening brick-and-mortar stores.

This study supports the findings by scholars like Currie et al. (2012), Nite et al.
(2016), and Koskela-Huotari et al. (2016) showing that institutional maintenance
work and institutional creation work can be intertwined and coexist in some cases.
It also adds to the work of those scholars by showing “mimicry”, “constructing
identities”, and “changing normative associations”, which are types of institutional

creation work but can also be used to maintain institutions.

Institutional maintenance work can cause the disruption of the institution to some

degree

As we showed earlier, this study supports the works of other scholars such as Currie
et al. (2012), Nite et al. (2016), and Koskela-Huotari et al. (2016) in terms of how
the work to maintain and create institutions can coexist. It shows that the line
separating different types of institutional work is sometimes blurred. Although there
are some studies showing the coexistence of creation and maintenance work, there
are not many studies focusing on the relationship between maintenance and
disruption work. It seems unlikely that institutional maintenance work leads to
disruption and vice versa. However, as this study shows, the work to maintain
institutions done by actors could lead to some disruption to the same institution they
aimed to maintain.
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The disruption came in the form of cannibalization as opening stores drew some
customers away from e-commerce to the stores. Stores offer familiarity and
convenience for some internet shoppers; therefore, companies initially saw some
drop off in the number of online customers from the areas where they opened their
stores. Although they made up for their customer loss with the time, their initial

efforts in certain areas became a force of disruption to their e-commerce business.

Although institutional maintenance work usually is taken for granted, this study
shows how it could be a complex process. The actors’ efforts could go to the exact
opposite direction and disrupt the institution. This finding not only supports the
findings of other scholars by showing the coexistence between different types of
institutional work but also expands the findings by unveiling the relationship

between institutional maintenance and disruption work.

An older and more established institution can help maintain a relatively new

institution although the new one is regarded as a replacement to the old one

Brick-and-mortar retailing can be traced back to the first cities humans ever built
when people stopped being hunter-gatherers and specialized in different areas
which allowed them to exchange goods or services. Modern retailing as we know it
today has roots dating back to the 1930s (Feinberg and Meoli, 1991), when first
malls were opened in the USA. E-commerce, on the other hand, is a concept made
possible by the invention of the World Wide Web in 1991. It became more popular
in the early 2000s when more people around the world started to access the internet.
Therefore, it is fair to say that retailing is an older and more established institution
compared to e-commerce. In fact, with the ever-increasing popularity of internet
shopping, whether e-commerce would become a replacement for shopping stores
became a question scholars and industry experts tried to answer (Lin, 2003).
Although e-commerce definitely affected how people purchase goods and services,

it is currently an alternative for traditional retailing, not a replacement.

Our literature review revealed that researchers did not focus on using an older

institution as a way to maintain a newer institution. The study of Grafstrom &
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Windell (2012) came closest as it showed the relationship between two institutions,
one older and one newer, the latter looking like the former’s replacement. However,
it showed that actors could use the established rules of an older institution to

eliminate threats of the newer one and maintain it.

In this study, we searched for answers to how e-commerce companies used stores as
a mechanism to maintain their e-commerce business. The study shows that using an
older and more established institution to maintain a relatively new one is indeed
possible. It adds a new perspective to the institutional maintenance work studies. It
could potentially open a pathway for other scholars to explore and derive more

studies.
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CHAPTER 6

CONCLUSION

The aim of this study is to show how e-commerce as an institution can be
maintained by actors using brick-and-mortar retailing as another institution. The
intentional work done by these companies refers to institutional maintenance work.
Institutional work is a relatively new area of study in the organizational research
area, and institutional maintenance work is the least studied among the three types

of institutional work, others being creation and disruption.

This area of research offers many gaps for scholars to fill. Although some scholars
found coexistence between different types of institutional work, mainly between
creation and maintenance work, the literature still has some gaps as not all types of
institutional creation work were associated with the maintenance work. Also, there
is limited mention of the coexistence between maintenance and disruption work in
the institutional maintenance work literature. Using retailing to maintain e-
commerce is an interesting topic since it offers an insight into how an institution
can be used to maintain another which is seen as an alternative to it. This study aims

to focus on these gaps and fill them to some degree.

In order to enlighten the underlying mechanisms of the institutional maintenance
work, we focused on four firms, all of which have retail stores despite starting their
life as an e-commerce only company in Turkey. We interviewed top managers who
are either the decision makers responsible for opening physical retail stores or
managing the aftermath of opening stores. Besides these interviews, we collected
interviews of top managers from companies outside of Turkey that fit our criteria
from different media outlets. We followed a qualitative research design to analyze
the collected data. Our analysis led to insights regarding how retail could support e-

commerce.
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The analysis showed that retail stores help support e-commerce businesses of the
companies in question in four levels. The first level we found is the customer. The
customer is the number one priority for most firms, e-commerce and retail alike.
This study shows that retail stores could help support e-commerce business at the
customer level through concretization and personalization mechanisms. Companies
were able to bring offline experiences like human interaction or touch and feel with
the help of retail stores which was a familiar experience for most customers. It
helped customers to get familiar with the product e-commerce companies sold, thus
led customers to shop online more comfortably. Retail stores also enabled
companies to personalize the shopping experience for each customer and even

educate their customers about their products or shopping online.

The second level is the employees. Employees are essential parts of any company’s
success. This is especially true in the case of institutional work done by the
companies since it is the work of actors which in this case, the employees of these
companies. Traditional retailing created new tasks for employees and increased the
involvement of employees both in critical decision making and daily jobs. It helped

to support e-commerce at the employee level with these two key mechanisms.

The third level is the suppliers. For any company that produces or sells goods,
suppliers and the relationship with the suppliers are important aspects of the success
of the company and sustainability of this success. Traditional retailing could help
strengthen the relationship between e-commerce companies and their suppliers
through the concretization mechanism as well as help to widen their product range

as it could provide additional opportunities to sell different products.

The fourth and last level is the company. All the companies we analyzed started
their lives as an e-commerce only company before they opened their first retail
stores. By going into the brick-and-mortar business, companies transformed
themselves into omnichannel firms that are selling goods from different channels.
When asked about this change in the company, the number one thing interviewees
mentioned was the brand of the company. The brand was one of the major
rationales of the decision-makers behind the decision of going into the retail
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business. It was also one of the major positive influences of the retail stores on the
company mentioned by interviewees. Retail stores created new ways for companies
to advertise themselves and also created opportunities for them to try new methods
to increase user reach and user experience. Stores helped companies increase their
brand awareness and brand loyalty which in turn positively affected their e-
commerce business as well. Retail stores also helped companies to grow organically
simply by allowing them to reach more customers. With the additional growth
supplied by retail stores, e-commerce companies became stronger in terms of
economic stability and market reach. It allowed them to dominate the market,
eliminate competition, or simply draw more customers to their e-commerce

business.

After analyzing the findings, we conclude that this study makes four major
contributions to the growing institutional maintenance work literature. Firstly, this
study supports the initial work of Lawrence and Suddaby (2006) as it shows that
actors do intentional work to maintain established institutions. By using retail stores
and traditional retailing, companies helped support their e-commerce businesses by
enabling work which is a type of institutional maintenance work defined by
Lawrence and Suddaby (2006). It backs other scholars like Bouty et al. (2013),
Heaphy (2013), and Turnbull & Wass (2015) arguing that enabling work is a type

of institutional maintenance work.

Secondly, this study adds to work of the scholars like Currie et al. (2012), Nite et al.
(2016), and Koskela-Huotari et al. (2016) arguing that there is a relationship
between different types of institutional work, mainly creation and maintenance
work. This is the first study that shows “mimicry”, “constructing identities”, and
“changing normative associations” all of which are types of institutional creation

work as first identified by Lawrence and Suddaby (2006) can be used as

maintenance work.

Thirdly, the study shows the coexistence of institutional maintenance and disruption
work. It shows the complexity of institutional maintenance work and unintentional
consequences of the work of actors trying to maintain an institution.
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Fourthly and lastly, this study argues that an older and more established institution
like retailing can be used by actors to maintain a newer institution like e-commerce
even though at first glance the latter is an alternative for or even a replacement of
the former. It shows that institutional maintenance work can be done in many forms

and actors can use other institution to their advantage.

Besides these contributions to the institutional maintenance work literature, this
study is also significant because it is one of the initial studies that focus on the new
trend which is e-commerce companies’ going into the retail business. It shows both
the reasoning behind this decision and the outcomes of that decision with regards to
e-commerce business and the company itself by analyzing inside information

coming directly from top managers of some of the early adopters of this new trend.

This study offers two directions in terms of future research. First, researchers could
follow a similar approach focusing on the maintenance of a newer institution using
an older and more established institution. Researchers could choose a similar
situation happening in another industry or topic. Another direction that researchers
could follow is to increase the scale of this study. The trend in this study is a
relatively new one. With bigger e-commerce companies like Amazon and Alibaba
leading the ways, it is easy to suggest that many more companies would follow.
Researchers could use a similar approach to this topic with more companies bigger
in size and impact on the industry. It could be beneficial for future researchers to
apply this study with data set collected from the USA market since it has the largest
number of e-commerce companies following this trend and also some of the biggest

e-commerce companies in the world are based in the USA.

The future research directions revealed some limitations of this study. Although
similar research could generate similar results, and other relevant data is collected
from other sources, the main findings are the result of the analysis of interviews
with the top officials of the e-commerce firms located and operated in Turkey. It is
also clear that the e-commerce industry is relatively new in Turkey compared to
other countries like the USA or Canada. It limits us to select only four firms since it
is much harder to find e-commerce companies fitting the defined criteria. It is also
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fair to say that the selected firms are small firms in terms of size, revenue, and

market share when it is compared to the whole retail industry in Turkey.
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APPENDICES

APPENDIX A: INTERVIEW QUESTIONS
1. Could you tell us about yourself and your position in the company
2. As an e-commerce company, how did you decide to engage in physical retailing?

3. Are you aiming to take part in the retailing sector or to establish a structure that

supports e-commerce?

4. What did you do during the store opening phase?

5. Did you use your existing business processes, or did you develop new ones?
6. Did you experience any resistance by employees?

7. Have there been internal shifts in the company?

8. Have you received external consultancy or new employment?

9. What were the reflections of the transition to retailing on your company culture

as an e-commerce company?

10. Did it lead to changes in your company's established structures?

11. What were the reflections of retailing on the e-commerce side?

12. Is your company's number one source of revenue e-commerce or retail?

13. Would you now describe your company as an e-commerce company or a retail

company?
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APPENDIX C: TURKISH SUMMARY/TURKCE OZET

Perakendecilik, insanlik tarihinin en eski kavramlarindan biridir. Herhangi bir mal
veya hizmet alisverisi, perakende satis faaliyeti sayilabilir. Insanlar arasinda
ticaretin baglamasindan 1930’larda agilmaya baslanan ABD'deki ilk aligveris
merkezlerine (Feinberg ve Meoli, 1991), perakende, insanlar arasindaki ilkel bir
etkilesim tiirtinden kiiresel baskin bir sektore dogru gelisti. Bir endiistri olarak
perakende, yeni pazarlama tekniklerinin gelistirilmesinden TV'nin kitlelere
tanitimina kadar gegen yillar i¢cinde baz1 6nemli degisiklikler gordii (Hagel 11,
Brown, Samoylova, Lobaugh ve Goel, 2015). Perakendecilik endiistrisi tarihindeki

en etkili olaylardan biri ise internetin icadidir.

Internetin gelismesi ve tiim diinyada internet kullaniminin artmasi ile birlikte, diger
bir¢ok sektor gibi perakende sektorii de bazi ciddi degisiklikler gordii. E-ticaret
sirketleri ortaya ¢ikt1 ve geleneksel perakende magazalari igin gergek bir tehdit
haline geldi. Ornegin, piyasa degeri agisindan Amazon, diinyanin gelir bakimindan
en biiyilik perakende sirketi olan WalMart'1 gegmeyi basard1 (Pettypiece, 2015).
Basaril1 perakende sirketleri, trendi yakalamak ve gelismekte olan bu e-ticaret
endiistrisinden pay almak igin e-ticaret sitelerini agmaya basladi. Orgiitsel
caligmalar, e-ticaretin perakende sektorii lizerindeki etkisine ve internetin genel

olarak basarili perakende sirketleri tarafindan benimsenmesine odaklanmistir.

Son birkag yilda bu egilim tersine dondii. Basarili e-ticaret sirketleri kendi fiziksel
magazalarin1 agmaya basladilar. Perakende magazalar1 agan e-ticaret sirketlerinin
sayist son zamanlarda bir artis icerisindedir. Bu olay bir siirpriz olarak kabul
edilebilir ¢iinkii perakende sektoriindeki geleneksel yaklasim, e-ticaretin perakende
sirketleri tarafindan benimsenmesidir. Ancak dijital olarak dogan sirketler bu
yaklagimi tersine ¢evirerek kendi fiziksel magazalarini agmaya basladilar. Amazon,
Warby Parker, Nasty Gal, Everlane, Bonobos ve Birchbox magazalarini acan ilk
sirketler arasindadir (Shearman, 2016) ve bunlar sadece ABD'deki firmalardir.
Tiirkiye gibi gelismekte olan iilkelerde bile dijital olarak dogan isletmeler
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perakende magazalarini agmaya bagladilar. Bu bize gosteriyor ki, bu egilim hem

gelismis hem de gelismekte olan iilkelerde takip edilmektedir.

Bu egilim, orgiitsel arastirmacilarin incelemesi i¢in dnemli bir umut vaadediyor.
Fiziksel magazaciliga giris, bu e-ticaret sirketlerinin siirdiiriilebilirligini olumlu
yonde etkiliyor. Bu sirketler ve sirketlerin karar merciileri, konumlarini korumak
icin bazi caligmalar yapiyorlar. Sirketlerin karar vericilerinin bu eylemleri, 6zellikle
kurumsal ¢alisma alaninda, umut verici bir caligma alan1 sunmaktadir (Lawrence ve
Suddaby, 2006). Kurumsal ¢aligsma, orgiitsel ¢aligmalar arasinda nispeten yeni bir
konudur. Orgiitsel calismalar igerisinde, bir kurumun ne olduguna dair say1siz tanim
vardir. Cogu akademisyen, kurumlari insanlarin sosyal yasamlarina yardimci olacak
bir arag olarak gériiyor. Ornegin Scott (2001), kurumlar “sosyal hayata istikrar ve
anlam kazandiran kiiltlirli-biligsel, normatif ve diizenleyici unsurlar” olarak
tanimlar. Hodgson (2006) kurumlar: “sosyal etkilesimleri yapilandiran yerlesik ve
yaygin sosyal kurallar sistemleri” olarak tanimlamaktadir. Bu tanimdan, hukuk,
evlilik veya aileden, kuruluslara kadar olarak ¢esitli farkli kavramlar ve terimler bir
kurum tanimlanabilir. Ancak, bu ¢alisma kapsaminda Jepperson’un (1991) kurum
tanimini kullaniyoruz. Jepperson (1991) bir kurumu “standartlastirilmis etkilesim
dizileri ile” “organize, yerlesik bir prosediir” olarak tanimlamaktadir. Dunne, Lusch
ve Carver'a (2014) gore, perakende satis “tliketiciye mallar1 veya hizmetleri
yerlestirmek i¢in gereken nihai faaliyetlerden ve adimlardan” olusmaktadir.
Geleneksel perakendecilikte, tiiketicilere mal veya hizmet ulastirabilmek i¢in
fiziksel bir magaza veya ofis kullanilir ve bu aligveris genellikle insanlar arasi bir
etkilesim igerir. Fiziksel magazalar, miisterilerin {iriinii satin almadan dnce
gdrmesini ve denemesini saglar. Internet iizerinden mal veya hizmet satma islemi
olan e-ticaret veya ¢evrimi¢i perakendecilik i¢in ise durum bdyle degildir (Laudon
& Traver, 2016). E-ticaret, genellikle miisterinin aligveris yapabilmesinin i¢in daha
hizl1 ve daha kolay yoludur. Geleneksel perakendecilik miisterilere daha fazla
deneyimleme imkani sunar ve bir kurum olarak temelini bundan alir. E-ticaret ise
miisterilere hiz ve kolaylik sunuyor ve bir kurum olarak temelini hiz ve kolaylik
iizerine kurmustur. E-ticaret ve geleneksel perakendecilik, bu temel farkliliklar

sebebiyle farkli kurumlar olarak kabul edilir.
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Lawrence ve Suddaby (2006, s.215) kurumsal ¢alismay1 “kurumlar1 yaratma,
stirdiirme ve bozma amacli bireylerin ve kuruluslarin amagli eylemi” olarak
tanimlamaktadir. Kurumsal ¢caligma tamamen yeni bir kavram olmasa da, daha 6nce
kurumsal ¢aligma tanimina giren kurumsal ¢alismalar kapsaminda kategorize

edilmis farkli fikir ve ¢aligmalar1 beraberinde getirmistir.

Literatiir aragtirmasi, bize bazi 6nemli arastirma bosluklarin1 vurgulamaktadir. Bu
bosluklarin bir kismi, kurumlarin siirdiiriilmesi ¢aligmalarinin, aragtirmacilar

tarafindan en az islenen konu olmasindan ileri gelmektedir.

Kurumlarin siirdiiriilmesi ¢alismalart hala en az kapsanan kurumsal ¢alisma tiirii
olmasina ragmen, bu incelemenin 6nerdigi gibi kurumlarin siirdiiriilmesi
caligmalarina artan bir ilgi vardir. Lawrence ve Suddaby (2006) kurumlarin
stirdiiriilmesi ¢aligmalari fikrini ortaya atip, bu fikri teoriklestirdikten sonra, bu
konu iizerine bir¢ok arastirmaci yeni ¢aligsmalar ortaya ¢ikarmislardir. Turnbull ve
Wass (2015) gibi baz1 akademisyenler, en temel kurumlarin bile siirdiiriilmeleri i¢in
belirli ¢alisamlara ihtiya¢ duyduklarini gosterdi. Raviola ve Norbéck (2013) gibi
digerleri, kurumlarin yikici bir dig gii¢ tehdidi altinda siirdiiriilmelerini konu alan
caligmalarda bulundu. Bazi akademisyenler, kurumlarin siirdiiriilmesi
caligmalarinin ¢eliskili dogasini vurgularken (Koskela-Huotari, Edvardsson, Jonas,
Sérhammar & Witell, 2016), Dacin, Munir, ve Tracey (2010) ritiiel gibi kii¢iik

seylerin bile kurumun siirdiiriilmesine yardimci olabilecegini gostermistir.

Birgok arastirmaci, kurumsal yapilarin siirdiiriilmesi ¢aligmalarina Lawrence ve
Suddaby (2006) tarafindan kategorize edilen diger kurumsal ¢aligma tiirlerinden
ayr1 ve bagimsiz olarak odaklanmistir. Her ne kadar bazi aragtirmacilar (Currie,
Lockett, Finn, Martin & Waring, 2012), farkl tiirlerde kurumsal ¢alismalarin
dolastigin1 ve hatta bir arada bulundugunu, bu konuda daha fazla arastirmaya hala

ihtiya¢ duyuldugunu gostermistir.

Bu bilgiler ve arastirma bosluklar1 dogrultusunda, arastirma sorumuzu su sekilde

turettik:
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Bir kurum, e-ticaret, bagka bir kurum, perakende, kullanilarak nasil siirdiiriiliir, ve

bu kurumsal siirdiirme ¢alismasinin altinda yatan mekanizmalar nelerdir?

Bu tezde bir nitel aragtirma tasarimi kullanilmistir. Bu tasarim, bu tezin odagi olan
kurumsal yapilarin siirdiiriilmesine uygun oldugu i¢in secilmistir. Bu ¢aligmanin
temel amaci, bir kurumun bagka bir kurumla nasil siirdiiriilebilecegini ve bu
kurumsal siirdiirme ¢aligmasinin temel mekanizmalarini gibi anlamaktir. Lawrence
ve Suddaby'e (2006) gore, kurumsal ¢alisma “kurumlarin olusturulmast,
stirdiiriilmesi ve aksatilmas1” i¢in aktorlerin “bilingli eylemleri” dir. Bireylerin ve /
veya kuruluslarin bu eylemlerinin ve bu eylemlerin gerekg¢esinin kurumsal
stirdiirme ¢aligmasini ger¢ekten anlamak i¢in incelenmesi gerekir. Denzin ve
Lincoln'lin (2008) belirttigi gibi, nitel bir arastirma tasarimi, oyuncularin gergek
diinyadaki davranislarin1 ampirik materyallerin yardimiyla anlamay1
amaglamaktadir. Bu agidan nitel bir aragtirma tasarimi bu ¢aligmanin amacina uyum
saglar. Nitel bir arastirma tasarimi ayn1 zamanda kurumlarin siirdiiriilmesi
caligmalarinin altinda yatan mekanizmalarin anlagilmasina da yardimci olur.
Mekanizmalar1 tanimlamak i¢in, oyuncularin eylemlerinin 6rgiitlenmesi ve
yapilandirilmasi gereklidir ve bunu nitel verilerin yardimi olmadan yapmak oldukga

zordur.

Arastirma sorusunu tanimladiktan ve arastirma tasarimini segtikten sonra, verileri
toplamaya calistik ve bu baglamda, perakende sektoriinii ana arastirma alanimiz
olarak sectik. Arastirma sorumuza cevap bulabilmek adina, perakende sektoriinii

gerekli verileri toplamak i¢in daraltmak durumunda kaldik.

Hedeflerimize uygun, analiz edebilecegimiz firmalar1 segmek icin asagidaki

kriterleri belirledik:

1) E-ticaret firmalar1: Sirket, hayatina yalnizca bir e-ticaret firmasi olarak baslamis

olmali.

2) Tiirkiye'deki firmalar: Arastirmaci Tiirkiye'de yasadigindan, Tiirkiye icerisindeki

firmalar tercih edilmistir.
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3) Fiziksel magaza acan firmalar: Bir kurum olarak perakendenin e-ticareti
stirdiirmeye nasil yardime1 oldugunu gostermeyi hedefledigimizden, firma

secerkenki en 6nemli kriter budur.

4) Oturmus firmalar: Oturmus bir firmay1 en az 5 yil ¢alisan ve en az bir isletme

fiziki magazasina sahip bir firma olarak tanimladik. Faaliyetlerine Gittigidiyor.com,
nll.com veya Hepsiburada.com gibi ¢evrimigi bir pazarda baslamis veya Instagram
ya da Facebook gibi sosyal medya iizerinden faaliyet gosteren sirketleri kritere dahil

etmedik.

Belirlenen kriterlere uyan 4 firma belirlenmistir. Bu firmalar, Evidea, Vivense, E-
Bebek ve Supplementler.com’dur. Bu ¢alismada kullanilan ana veriler belirlenen
sirketlerin yetkilileri ile yapilan goriismelerden gelmektedir. Mayis 2018 ile Aralik
2018 arasinda katilimcilarla temasa gecilmis ve Eyliil 2018 ile Aralik 2018 arasinda

toplam 10 goriisme yapilarak veriler toplanmustir.

Veri analizi siirecinde, “grounded” teori yaklagimlarina dayanan yontemler
kullandik (Glaser, 1978; Glaser ve Strauss, 1967; Strauss, 1987, Strauss ve Corbin,
1990). ilk olarak, elde ettigimiz verileri inceleyerek kategoriler olusturduk. Bir
sonraki adim kilit meseleleri gelistirmekti. Birden fazla kategoriyi igerisine alan
kilit meseleleri tespit ettikten sonra, arastirma hedefimizle ilgili sorunlar1 belirlemek
icin bu meseleler analiz edilmistir. Tiim analiz siirecinin ana odagi, geleneksel
perakendenin e-ticareti siirdiirmek i¢in bir ara¢ olup olmadigini ve bu durumda,

hangi mekanizmalarin kurumlarin siirdiiriilmesini destekledigini anlamaktir.

Bu ¢aligma belirli sinirlamalara sahiptir. Ilk sinirlamalardan birisi, kriterlere uyan
sirket bulmaktaki zorluktur. Bu zorluga neden olarak, e-ticaretin Tiirkiye'deki tiim
perakende satiglarin yalnizca ylizde 3'linden olugmasi ve bu nedenle yalnizca e-
ticaretin ¢ok fazla sirketi olmamasini gosterebiliriz. Bir diger neden ise, fiziksel
magazaciligin e-ticaret sirketleri arasinda nispeten yeni bir trend olmasidir. Bunlar,
arastirmaya baslamadan once beklenen sinirlamalardi. Beklenmeyen bir diger
simirlama, magazacilia giris ile ilgili yeteri kadar bilgisi olan yoneticileri bulmakta

yasanan zorluktur. Kriterlerimize uyan firmalarin ¢ogu, magazalarin1 agmaya karar
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verdiklerinde girisim sirketi ya da bir diger degisle startup firma konumundalarda.
Bir girisimin gelecegine karar vermede rol oynayan sinirli sayida insan bulunmast,
caligma icin gdriisme yapabilecegimiz insan sayisini oldukca sinirladi. Ayrica, bu
caligma yalnizca sirketi genel olarak temsil eden ve magaza agma siirecinin bir
pargasi olan karar vericilerin ¢aligmalarina odaklanmistir. Temel veri kaynagimiz,
stire¢ hakkinda en fazla bilgiye sahip olabilecek bu karar vericilerle yapilan
goriigmelerden gelmektedir. S6z konusu sirketler, ¢cok fazla miisteri ve tedarikgiye
sahip sirketlerdir. Miisteri ve tedarik¢ilerle yapilabilecek goriismeler verilerimizi
zenginlestirebilecek olsa da, bu goriismeleri gergeklestirmek, aragtirmacinin
zamansal ve parasal kaynaklarinin 6tesinde bir durumdu. Ayrica, Tiirkiye'deki tim
e-ticaret girketlerini ¢atis1 altinda toplayan higbir 6rgiit veya dernek yoktur,
dolayistyla boyle bir kurulus veya dernek ile de gériismemiz miimkiin olmamuistir.
Dolayisiyla, analiz, se¢ilen firmalardaki karar vericilerin kurumsal ¢alismalar ile

siirlidir.

Veri analizi sonucunda, perakendeciligin, e-ticareti dort seviyede destekledigini
tespit ettik. Bunlar; miisteri, ¢alisan, tedarik¢i ve sirkettir. Tespit ettigimiz ilk seviye
miisteridir. Miisteri, hem e-ticaretteki ve geleneksel perakendecilikteki sirketlerin
basarisini etkileyen en 6nemli faktdrdiir. Herhangi bir sirketin yapmasi gereken ilk
sey miisteriye ulagsmaktir. E-ticaret sirketleri icin, miisteriye ulasmak ¢ogu zaman
yeterli degildir, ¢linkii miisteri sayis1 geleneksel perakendeye gore ¢ok daha
diistiktiir. Tiirkiye Bilisim Sanayicileri Dernegi (“Tiirkiye’de E-Ticaret 2018 Pazar
Biiytikliigii’, 2019) tarafindan yayinlanan bir rapora gore, Tiirkiye’de tiim
perakende satislarin sadece ylizde 3’ii e-ticaretten geliyor. Bu rakamlar, e-ticaret
sirketlerinin geleneksel perakendecilige girmesinin nedenlerinden birini gdsteriyor.
E-ticaret sirketlerinin miicadelesini gdsteren bir bagka istatistik de e-ticaret
penetrasyon oranlaridir. Bu istatistikler, en az bir kez ¢evrimigi aligveris yapan aktif
miisterilerin yiizdesini gdsterir. Bu oran 2018'de yilizde 50'nin altindadir. Bu, e-
ticaret sirketlerinin ulasamadigi ¢ok sayida miisterinin oldugunu bir gostergesidir.
Miisteri seviyesindeki ilk destekleyici mekanizma somutlagtirmadir. Miisteriler,
magazalarin somutlagtirma faktorii ile satin almak istedikleri iirlinleri hissedebilir,

dokunabilir ve deneyebilirler. Ayrica, magazalar, misterilerde bir aginalik duygusu
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yaratirlar. Miisteriler iirlin veya sirkete genel olarak asina olduklarinda, e-ticaret,
magazalarla ayni Uirlinleri ve ayn1 zamanda magazalardan daha genis bir lirlin
yelpazesini miisterilere sunabildiginden, ¢evrimigi aligveris yapabilirler. Ancak
somutlagtirma bir e-ticaret lizerinde istenmeye yikici bir etkiye de sahip olabilir.
Magazalar, bulunduklar1 bolgelerde, e-ticaret miisterilerinin bir kismini kendine
cekerek, sirketlerin e-ticaret tarafina zarar verebilirler. Kisisellestirme, miisteri
seviyesindeki ikinci mekanizmadir. Kisisellestirme, sirketlerin miisterileriyle bag
kurmasina yardimci olur. Aligveris deneyimini her bir miisteri i¢in
kisisellestirebilmek, her e-ticaret sirketinin basarmaya ¢alistig1 bir sey. E-ticaret
sirketleri, internet uygulamalarinin kullanici deneyimi agisindan eksik oldugunu
diistindiikleri yonleri kapatabilmek adina farkli yontemler denemektedirler. Bu
baglamda, fiziksel bir magazaya sahip olmak da, sirketlerin, miisterilerinin
deneyimlerini kisisellestirebilecekleri baska bir araca sahip olmak demektir.
Magazalar, organizasyon iiyelerinin, ¢alisanlarinin veya yoneticilerinin, miisterilerle
iliski kurarak kurumsal islere girmelerine olanak saglar. Sirketler, magazalarini,
miisterilerini, hem sattiklar1 liriinler, hem de teknoloji ve ¢evrimigi aligveris
konusunda egitmek i¢in kullaniyorlar. Bu magazalar ayn1 zamanda ¢evrimigi
aligveris yapmaya olanak saglayan kiosk benzeri uygulamalara sahip oldugundan,

icin miisteriler bu kurumsal ¢aligmada ortak konumundadirlar.

Tespit ettigimiz ikinci seviye c¢alisan seviyesidir. Bu ¢calisma kapsaminda ¢alisanlar,
bir¢cok nedenden dolay1 odagimizin biiyiik bir boliimiinii olusturuyor. Fiziksel
perakendeciligine girmek, bu tez kapsaminda bulunan sirketler i¢in biiyiik veya
kiigtik bir tiir orgilitsel degisim gerektirir. Yeni ¢alisanlar ise almak ya da eski
caligsanlar1 kovmak, mevcut ¢alisanlarin pozisyonunu kaydirmak, dig danismanlik
yapmak veya dis kaynak kullanmak gibi, magaza agmak icin gereken eylemlerin
bircogu firma ¢alisanlarini kapsamaktadir. Orgiitsel degisim hakkinda ¢ok fazla
ayrintiya girmeden, bir magazanin ag¢ilisinin, sirketin e-ticaret tarafinda ¢alisanlara
etkisi lizerine odaklanmay1 hedefledik. Bu baglamda, perakendecilik, e-ticareti,
calisan seviyesinde ilk olarak yeni gorevler yaratarak desteklemektedir. Fiziksel
magazaciliga giris ile birlikte, sirket icerisindeki mevcut pozisyonlar i¢in yeni
sorumluluklar da dogmustur. Bu yeni gorev ve sorumluluklarin bir kismi1 ¢aliganlar
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tarafindan hos karsilanmasa da, bu ilave gorev, yetki ve sorumluluklar, ¢alisanlarin
yeni beceriler gelistirmelerine ve ¢alisanlar olarak biiyiimelerine yardimci olmustur.
Yeni gorevler ve yeni roller ayrica mevcut ¢alisanlarin izleyebilecegi yeni kariyer
yollar1 anlamina da gelir. Magazalar, firmalarin, sirket icinden yetki ve sorumluluk
kaydirmalar1 ile dolduramadigi ve yeni ¢alisanlarla ise almalarini gerektiren yeni
pozisyonlar da yaratti. Sirketler, zaman zaman bu yeni isgiiclinii e-ticaretle ilgili
pozisyonlarda da kullanarak, sirketlerinin e-ticaret tarafinda da bu iggiiclinden katk1
aldilar. Calisan seviyesindeki ikinci mekanizma katilimdir. Magaza acilis stireci,
sirketler i¢in 6zel bir durum ortaya ¢gikarmistir. Organizasyonel bir degisimden
gegen ve onemli bir stratejik karar1 uygulamaya sokan bu sirketler, ¢alisanlarini da
magaza a¢gma siirecine dahil ettiler. Bir e-ticaret firmasindan, ¢coklu satis kanali olan
bir sirkete doniisiim siirecine dahil olan ¢alisanlar, magaza acilisinin hem fikir hem
de uygulama kisminda yer alarak, mevkileri ve sorumluluklar diisiik olsa dahi
sirketin geleceginde 6nemli yer tutabilecek bu siirece katilmig, bu sayede sirkete
olan bagliliklarini da artirmiglardir. Fiziksel bir magazaya sahip olmak ayni
zamanda, sadece ¢evrimigi ¢alisan ve miisterilerini yalnizca dijital bir perspektiften
goren calisanlarin fiziksel diinyaya adim atmalarina olanak saglamis, ¢aligsanlara,
miisteri aligkanliklarin1 daha yakindan inceleme ve miisterilerle birebir iletisim
kurma firsatin1 dogurmustur. Magazalar, ¢alisanlara hem sirket kararlarinda ve
saglamis, bu sayede ¢alisan memnuniyetini artirmis ve e-ticaret sirketlerinin kilit

calisanlarini elinde tutmasina da olanak sunmustur.

Fiziksel perakendeciligin, e-ticareti destekledigi ti¢lincii seviye tedarik¢idir.
Somutlasma mekanizmasi sadece miisteri seviyesinde degil, tedarik¢i seviyesinde
de rol oynamaktadir. Cogu alici-tedarikei iliskileri i¢in, gliven, saglikli bir iliski i¢in
kilit bir faktordiir (Koh, Fichman ve Kraut, 2009). E-ticaretin geleneksel
perakendecilige kiyasla nispeten yeni bir kavram oldugu ve ¢ogu e-ticaret sirketinin
nispeten yeni sirketler oldugu diisiiniiliirse, bir¢ok tedarik¢inin e-ticaret sirketlerini
bilmemesi veya glivenmemesi anlasilabilir bir durumdur. Fiziksel bir magazaya
sahip olmak, e-ticaret firmalarinin tedarikgilerin goziinde somutlagsmasina yardimci
olur. Cogu tedarikgi geleneksel perakendecilerle ¢alismaya aliskin oldugundan,
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magazalar bu tedarikgiler icin bir aginalik yaratir. Giiven, basarili bir alici-tedarikgi
iligkisinin bir parcas1 iken, basarili iletisim ve geribildirim baska bir faktordiir
(Prahinski ve Benton, 2004). Fiziksel magazaciliga girerek bir e-ticaret sirketinin
somutlastirilmasi, bu sirketin miisterileriyle daha kisisel bir diizeyde iletisim
kurmasina da yardime1 olur. Magazalar, sirketlerin miisterilerinden dogrudan geri
bildirim almalarina olanak saglar. Miisterilerden gelen bu geri bildirimler sadece
magazalar, firmalar veya satin alma stirecleriyle ilgili degildir. Cogu zaman, miisteri
geribildirimleri tirtinlerle ilgilidir. Bu miisteri geribildirimleri genellikle iiriinlerle
ilgili oldugundan, sirketler miisterilerinin ne istedigini daha dogru analiz edebilirler.
Sirketler, artik miisterilerinin onlardan tam olarak ne istediklerini analiz
edebildiklerinden, tedarikgilerle daha basarili iletisim kurmak icin bu yeni bilgileri
kullanabiliyor ve dogru iiriinleri tedarik edebiliyorlar. Tedarik¢i seviyesindeki ikinci
mekanizma iiriin yelpazesidir. Uriin yelpazesi, bir e-ticaret sirketinin basarisini
etkileyen onemli bir faktordiir. Magazalar, bazi sirketlerin sattig iirlin yelpazesinde
herhangi bir degisiklige sebep olmasa da, baz1 e-ticaret sirketlerini olumlu yonde
etkilediler. Magazalar, sirketlere, farkli iiriinler satmak i¢in firsatlar yaratmakta ve
tedarikgilerin faydalanabilecegi iirlinlerin gortintirliglinii arttirmaktadir. Sirketler ile
tedarikgileri arasindaki iligkinin gili¢lendirilmesi ve {iriin yelpazesinin
genisletilmesi, sirketler ayni1 {irlinleri hem magazalarindan hem de web
uygulamalar lizerinden sattiklar1 i¢in, e-ticaretin kurum olarak korunmasina

yardimc1 olmaktadir.

Tespit ettigimiz son seviye sirkettir. Bir kurum olarak perakende satig, aktorlerin
sirket diizeyinde e-ticareti slirdiirmelerine marka ve biiylime mekanizmalartyla
yardimci olur. Geleneksel perakendecilik, fiziksel magazalara aligmis miisteriler
arasinda bir aginalik duygusu yaratir. Bu miisterilerin géziinde e-ticaret sirketlerinin
giivenilirligini artirmaya yardimer olur. Fiziksel magazalar ayn1 zamanda organik
bir reklam kaynagidir, ¢linkii varliklarinin kendisi sirketin markasini tanitmaya
yardimci olur. Ayrica, fiziksel magazalar, sirketlerin e-ticaret web siteleri veya
mobil uygulamalari araciligiyla sunduklari kullanici deneyimini genisletmeleri
konusunda yaratici fikirler ¢ikarmalari i¢in birgok firsat yaratirlar. Magazalar,
sirketler i¢in, miisterilerine yalnizca ¢evrimigi ortamda sunmalart miimkiin olmayan
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deneyimler sunmanin bir yoludur. Sonug olarak, magazacilik, sirketlerin marka
bilincini ve marka sadakatini artirmaya yardimci olur. Genel olarak artan marka
imaji, sirketlerin e-ticaret isi iizerinde de olumlu yansimalar yaratir. Sirket
diizeyindeki bir bagka mekanizma da sirketlerin biiylimesidir. Magazalar, sirketlerin
baska bir satis kanali eklemesine izin verir. Kiigiik e-ticaret isletmelerinin daha iyi
stok devir oranlarina sahip olmalar1 veya daha biiyiik stoklara ve daha biiyiik
pazarlara erismelerini saglayarak biiyiimelerine yardimci olur. Sirketler genellikle
ayni irlinleri ¢cevrimici ve ¢cevrimdisi kanallardan sattiklari i¢in, daha iyi stok devir
oranlar1 veya genel olarak daha biiyiik pazarlar, isletmelerin e-ticaret tarafina da
yardimc1 olur. Tugla ve harg perakendeciligi, baz1 sirketlerin pazara bir biitiin
olarak hakim olmalarini ve hem ¢evrimi¢i hem de ¢evrimdisi igletmelerdeki

rekabeti ortadan kaldirmalarini saglar.

Bu bulgular 15181nda, bu ¢alisma, literatiire bes farkli alanda katki saglamaktadr. Ilk
olarak, bu ¢alisma gosteriyor ki; bir kurum olarak perakendecilik, ¢alismay1
miimkiin kilarak e-ticaretin bir kurum olarak korunmasina yardimci olur. Bu
caligma, Lawrence ve Suddaby (2006) 'nin kurumlarin siirdiiriilmesi ¢aligmalari
altinda kategorilendirdigi ¢alismay1 miimkiin kilma kategorisine yonelik ilk
diisiincelerini desteklemektedir. E-ticaret sirketleri, baska bir kurumu kullanmak
icin yeni kurallar olusturmak, mevcut is siireglerini kullanmak, sirket i¢inde yeni
pozisyonlar agmak, ¢alisanlarinin pozisyonlarini degistirmek ve yeni ¢alisanlar ige
almak gibi eylemler yapmak durumunda kaldilar. Bunlarin hepsi, fiziksel
magazalarin basariyla isletilebilmesi i¢in gerekli basamaklardi. Bu da, ¢calismay1
miimkiin kilmanin bu adimlardan sadece birini degil, hepsini igerebilecegini

gostermektedir.

Ikinci olarak, ¢alismamiz gdsteriyor ki; kurumlarm olusturulmasi ve kurumlarm
stirdiiriilmesi stire¢ icerisinde el ele gider. Bir kurumu siirdiirmek i¢in bagka bir
kurumu kullanmak karmasik bir siiregtir ve genellikle kurumsal yaratma ¢alismasi
altinda siniflandirilan is tiirlerine gereksinim dogurur. E-ticaret sirketleri
magazalarini agtiklarinda, geleneksel perakendede yaygin olan bazi uygulama veya

kurallardan ilham almiglardir. Bu kurallar1 veya uygulamalari e-ticaret igletmelerine
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de uygulamislardir. Bu ¢alisma, kurumsal siirdiirme ¢aligmasi ve kurumsal yaratma
caligmasinin i¢ ice gegebilecegini ve bazi durumlarda bir arada bulunabilecegini
gostermektedir. Ayrica literatiire, kurum olusturma calismasi tiirleri olan “taklit”,
“kimlik olusturma” ve “degisen normatif dernekler” gibi kategorilerin kurumlari

stirdiirmek i¢in de kullanilabilecegini gostererek de katkida bulunur.

Ucgiincii olarak, bu ¢alisma gdstermistir ki; kurumsal siirdiirme galigmalari, kurumun
bir dereceye kadar bozulmasina neden olabilir. Bu ¢aligsma bize farkli kurumsal is
tiirlerini ayiran ¢izginin bazen bulanik oldugunu gostermektedir. Yaratma ve
stirdiirme ¢aligmalarinin bir arada varliin1 gésteren bazi ¢aligmalar olsa da,
siirdiirme ve bozma ¢aligmalari arasindaki iliskiye odaklanan ¢ok fazla ¢alisma
yoktur. Bu ¢alisma kurumlart siirdiirebilmenin karmasik bir siire¢ olabilecegini
gostermektedir. Kurumlari siirdiirme ¢abasinda olan aktorlerin bu ¢abalari tam tersi
yonde gidebilir ve kurumu bozabilir. Bu bulgu, farkl: tiirlerdeki kurumsal
caligmalarin bir arada bulunabildigini gostererek hem diger arastirmacilarin
bulgularini destekler, hem de kurumsal siirdiirme ve bozma ¢aligmalar1 arasindaki

iligkiyi ortaya ¢ikararak bu caligsmalari genisletir.

Bulgulardan yaptigimiz son ¢ikarim ise gostermistir ki; daha eski ve daha koklii bir
kurum, nispeten yeni bir kurumun korunmasina yardimeci olabilir. Literatiir
taramamiz, aragtirmacilarin daha eski bir kurumu daha yeni bir kurumu
stirdiirmenin bir yolu olarak kullanmaya odaklanmadiklarini ortaya koydu. Bu
caligma gostermistir ki, e-ticaret kurumunu siirdiirme ¢abasindaki aktorler, daha
eski bir kurum olan geleneksel perakendeyi kullanarak, e-ticaretin siirdiiriilmesine

katk1 saglayabilmislerdir.

Kurumsal bakim c¢aligmalart literatiirline yapilan bu katkilarin yani sira, bu ¢alisma,
e-ticaret girketlerinin perakende sektoriine girmeleri trendi tizerine odaklanan ilk
caligmalardan biri olmasi sebebiyle de 6nem arz etmektedir. Bu tez, hem bu 6nemli
stratejik kararin arkasindaki gerekceyi hem de e-ticaret tarafi ile ilgili olarak bu
kararin sonuglarini ve bu yeni trendin ilk uygulayicilarinin bazilarmin iist diizey
yoneticilerinden dogrudan gelen bilgileri analiz ederek gosterir. Bu ¢alisma
gelecekteki arastirmalar icin iki yon sunar. 11k olarak, arastirmacilar daha eski ve
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daha koklii bir kurum kullanarak daha yeni bir kurumun siirdiiriilmesine odaklanan
benzer bir yaklagim izleyebilirler. Arastirmacilar baska bir endiistride veya konuda
benzer bir durum secebilirler. Aragtirmacilarin izleyebilecegi diger bir yon ise bu
caligmanin 6lgegini biliylitmektir. Bu calismadaki egilim nispeten yenidir. Bu
trende, Amazon ve Alibaba gibi daha biiyiik e-ticaret sirketleri onderlik ettiginden,
daha fazla sirketin takip edecegini sdylemek yanlis olmaz. Gelecekteki
aragtirmacilar i¢in bu ¢alismay1 ABD pazarindan toplanan verilerle uygulamak
faydali olabilir, ¢iinkii bu egilimi izleyen en biiyiik e-ticaret sirketi ve ayn1 zamanda
diinyanin en biiylik e-ticaret sirketlerinden bazilart ABD pazarinda faaliyet

gostermektedirler.
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