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E-Commerce in the Digital Era: Implications for Management and Organizational Design

Abstract
Over the last two decades, e-commerce and digital technologies have changed the way businesses operate. This study looks at how platforms like Amazon, TikTok, Alibaba, and Shopify are reshaping companies and management. Using technologies like Big Data, AI,cloud computing, the IoT and the Metaverse, companies are shifting from traditional top-down hierarchies to flatter and more flexible structures (Ma & Yu, 2021). Managers are now focusing more on strategy, innovation, and data-driven decision-making rather than routine tasks. Employees are empowered to take decisions and collaborate across teams, while companies face challenges like cybersecurity, skills gaps, sustainability, and managing remote teams. At the same time, digital tools and immersive technologies offer opportunities to personalize customer experiences, improve operations, and expand globally. The study finds that traditional management principles are still useful but need to be adapted to the digital environment. The research provides practical guidance for managers and organizations on how to combine classical management approaches with modern digital strategies to succeed in the rapidly changing business world.




Chapter 1: Introduction
Background of the Study
In the last twenty years, businesses have changed rapidly because of digital technologies, with e-commerce becoming a major force in the global economy. E-commerce, which means buying and selling products or services online, has grown rapidly because of better technology, more internet access, and changes in how people shop (Laudon & Traver, 2023). Companies like Amazon, Alibaba, TikTok, and Shopify show how digital platforms help businesses reach customers worldwide, improve operations, and offer personalized experiences (Ma & Yu, 2021; Rao et al., 2021).
Traditional management approaches, developed during the industrial era, focused on strict hierarchies, control, and predictable workflows, as described by Taylor, Weber, and Fayol (Weber, 1947; Brynjolfsson & McAfee, 2014). While these methods worked well in structured and repetitive environments, they struggle to keep up with the fast-changing digital economy. E-commerce companies now operate in a global and highly connected market, where quick responses, creativity, and adaptability are essential (Criveanu, 2025; Moodley & Sookhdeo, 2025).
New technologies like Big Data, AI, cloud computing, and the IoT are transforming how companies operate.
AI tools like chatbots and recommendation systems help make customer interactions better (Bocean et al., 2025; Moodley & Sookhdeo, 2025).
Big Data and IoT give companies real-time information, helping them make faster and smarter decisions (Criveanu, 2025). New technologies like the Metaverse are also creating virtual shopping experiences and new ways for companies to connect with customers (Büchel & Spinler, 2024).
These developments have pushed organizations to move away from traditional hierarchies and adopt more flexible, agile structures. Decisions are increasingly decentralized, teams work across functions, and leadership relies on data to guide strategies, all of which are critical in fast-moving, digital-first companies (Rao et al., 2021; Ma & Yu, 2021).

Problem Statement
Classical management theories were built for stable and predictable work environments. However, the rise of e-commerce and rapid digital adoption has created a dynamic environment where rigid hierarchies can slow down innovation and responsiveness (Büchel & Spinler, 2024; Criveanu, 2025).
Today, AI and analytics handle many routine tasks, reducing the need for middle management and changing managers’ roles to focus more on strategy and innovation (Davenport & Kirby, 2016; Bocean et al., 2025). 
Research Aim
This study aims to examine how e-commerce and digital technologies affect traditional organizational structures and management roles. It explores how classical management practices are evolving or being combined with modern digital strategies.
Significance of the Study
E-commerce now generates over $6 trillion globally and is expected to exceed $8 trillion by 2027, highlighting its importance in the modern economy (Kalinin, 2024; Rao et al., 2021). Understanding how digital transformation changes organizational structures and management roles is essential for both research and practice. This study provides practical insights to help leaders manage digital change while keeping the strengths of traditional management principles.
Structure of the Report
Chapter 1: Introduction
Chapter 2: Review of traditional management theories and digital organizational structures
Chapter 3: How e-commerce affects organizational structures and management roles
Chapter 4: Analysis of the e-commerce sector, technology use, and managerial implications
Chapter 5: Discussion of traditional vs modern management approaches
Chapter 6: Conclusion and recommendations

Chapter 2: Literature Review
Digital transformation has become one of the main forces changing modern business, and this change is especially visible in e-commerce. Recent studies show that e-commerce is no longer only about selling products online. It now affects how firms create value, organise work, compete in the market, and respond to customers. Because of this, managers can no longer depend only on traditional systems that were designed for slower and more stable business settings. Instead, organisations are moving towards more flexible, data-driven, and technology-based ways of operating (Thenoz et al., 2024; Plekhanov et al., 2023).
Recent literature also makes it clear that digital transformation is not just about using new technologies. It also changes internal structures, working relationships, and management roles. Firms that move forward in digital transformation often become more connected, more platform-based, and more dependent on collaboration across teams and networks. In e-commerce, this is especially important because customer expectations change quickly, competition is intense, and digital innovation moves fast. As a result, managers are expected to support learning, innovation, and adaptation rather than only focusing on control and efficiency (Plekhanov et al., 2023; Awad and Martín-Rojas, 2024).
Classical Management in a Digital Context
The literature still shows that classical management ideas remain useful, but they need to be reinterpreted for digital environments. Traditional management was built around hierarchy, control, planning, and standardisation. These principles are still relevant because organisations still need coordination, accountability, and clear direction. However, recent studies argue that rigid use of these principles is often less effective in digital sectors such as e-commerce, where firms need to respond quickly to market change, customer demand, and innovation pressure (Thenoz et al., 2024; Plekhanov et al., 2023).
This means that traditional management has not disappeared, but it is no longer enough on its own. Digital businesses still need structure and control, but they also need agility, faster communication, and stronger collaboration across teams. In e-commerce, success depends not only on internal efficiency but also on responsiveness, customer experience, and digital integration. For this reason, recent literature supports a balanced view: classical principles still matter, but they must be adapted to fit modern digital realities (Awad and Martín-Rojas, 2024; Schiuma et al., 2024).
Digital and Platform-Based Organisations
A major theme in recent literature is the rise of digital and platform-based organisations. Traditional firms usually create value through internal production and direct control of operations. In contrast, platform firms create value by connecting different groups such as buyers, sellers, service providers, and content creators through digital systems. This model has become highly important in e-commerce through companies such as Amazon, Alibaba, Shopify, and TikTok (Thenoz et al., 2024; Plekhanov et al., 2023).
The literature also shows that platform governance has become an important management issue. In digital platform ecosystems, managers must go beyond internal supervision and think carefully about how to coordinate users, partners, and complementors in a structured and trustworthy way. Costabile (2024) argues that successful platform governance depends on decisions and mechanisms that shape how users interact and how the ecosystem grows over time. This makes management in e-commerce more complex because leaders must balance openness, control, fairness, trust, and long-term platform growth at the same time (Costabile, 2024).
Emerging Technologies and Organisational Change
Recent research shows that emerging technologies are major drivers of organisational change in e-commerce. Technologies such as AI, machine learning, Big Data, cloud computing, blockchain, augmented reality, and immersive platforms are no longer seen as optional tools. Instead, they are now central to customer personalisation, efficiency, innovation, and competitive advantage. A review by Sandu et al. (2025) shows that these technologies are now some of the most important themes in e-commerce research because they help firms better understand customers, improve internal processes, and redesign business models.
Among these technologies, AI receives special attention. Bocean et al. (2025) show that AI has become a key source of innovation in European e-commerce, especially in marketing, customer engagement, and sales performance. Their findings suggest that AI supports e-commerce growth, but success still depends on how well technology is matched with business strategy, organisational capability, and market readiness. This shows that adopting technology alone is not enough. Managers still need to align digital tools with business goals and operational needs (Bocean et al., 2025; Moodley and Sookhdeo, 2025).
The literature also increasingly discusses immersive technologies such as the Metaverse. Büchel and Spinler (2024) argue that the Metaverse may reshape e-commerce business models by creating more immersive, emotional, and interactive shopping experiences. This could change how firms create value and how customers engage with brands. For managers, this means new responsibilities in areas such as virtual customer experience, digital ecosystem strategy, and technology oversight. Although this area is still developing, the literature suggests that immersive commerce may further reduce the suitability of rigid traditional structures because it demands even more flexibility and experimentation (Büchel and Spinler, 2024; Sandu et al., 2025).
Leadership, Management Roles, and Digital Transformation
Recent literature strongly suggests that digital transformation has an important human and leadership dimension. It is not only business models and digital systems that change. Management roles also change in major ways. Schiuma et al. (2024) note that the human side of digital transformation has often received less attention than technology itself, even though leadership plays a central role in guiding organisational change. Their research shows that managers need more than technical awareness. They also need to lead change, support innovation, and help organisations adapt successfully.
This means that management roles in e-commerce are becoming more strategic and less routine. Managers are no longer seen only as supervisors. They are increasingly expected to act as coordinators of change, interpreters of data, facilitators of learning, and builders of organisational resilience. Awad and Martín-Rojas (2024) explain that digital transformation can make organisations stronger by improving learning and encouraging innovation. This means that management is now closely connected to how well a business can adjust to change and stay competitive in uncertain situations.
Remote Work, Employee Empowerment, and Digital Collaboration
Another major issue in recent literature is the growth of remote and hybrid work. Digital communication tools have changed how employees collaborate, how managers supervise teams, and how performance is monitored. A systematic review by Bravo-Duarte et al. (2025) shows that effective leadership in telework depends on new competencies rather than simply applying old face-to-face management styles in a digital setting. This suggests that managers now need better communication skills, stronger trust-building ability, and more effective ways of supporting distributed teams.
The literature also links this change to employee empowerment. As firms adopt more digital tools and real-time systems, employees often gain greater responsibility for decision-making and problem-solving. This can improve speed, innovation, and responsiveness, but it also creates new management challenges. Leaders must make sure that autonomy does not create confusion and that teams remain aligned even when people work across different locations, platforms, and time zones. For this reason, remote work and empowerment increase the need for leadership that is both flexible and well-coordinated (Bravo-Duarte et al., 2025; Schiuma et al., 2024).
Sustainability and Responsible Digital Growth
Recent research also shows that sustainability is becoming an increasingly important issue in e-commerce. The expansion of online business has increased concern about packaging waste, delivery emissions, and the environmental impact of large digital ecosystems. Wulfert et al. (2024) argue that e-commerce ecosystems can support sustainability when leading platform actors promote sustainability practices across the wider network. Their study shows that sustainability is not only an operational issue but also a governance and ecosystem issue.
Clement and Spinler (2025) further show that packaging has become a major environmental challenge in e-commerce and that reusable transport and packaging systems can provide both environmental and economic benefits. This suggests that digital growth must be managed responsibly. For managers, sustainability is no longer separate from performance or strategy. It is increasingly becoming part of long-term planning, reputation, and operational design in e-commerce (Clement and Spinler, 2025; Rao et al., 2021).

Chapter 3: Impact of E-Commerce on Organisational Structure and Management Roles
E-commerce and digital technology have changed the way organisations work and the way managers do their jobs. Traditional structures were designed for stable environments where work was routine, decisions moved slowly, and control came from the top. However, online businesses now operate in markets that are fast, highly connected, and strongly shaped by customer expectations. Because of this, older organisational models are often less effective than before (Thenoz et al., 2024; Plekhanov et al., 2023).
Companies such as Amazon, Alibaba, Shopify, and TikTok show that digital business now depends on speed, flexibility, innovation, and customer focus. These firms use AI, Big Data, cloud computing, and other digital systems to improve efficiency, personalise services, and make faster decisions. As a result, e-commerce has changed both organisational design and management practice in important ways (Bocean et al., 2025; Moodley and Sookhdeo, 2025).
Shift from Hierarchical to Flatter Structures
One of the clearest changes in e-commerce is the move away from rigid hierarchies. In traditional firms, several layers of management were used to maintain control and standardisation. In digital business, this can slow down communication and make it harder to respond quickly to changing customer needs. Recent literature shows that digital transformation often pushes organisations towards flatter, more connected, and more agile structures (Thenoz et al., 2024; Awad and Martín-Rojas, 2024).
For this reason, many e-commerce firms now use flatter and more flexible organisational forms. These structures support faster decisions, stronger collaboration, and greater employee involvement. They also allow teams to respond more quickly to market change. At the same time, flatter structures can create problems such as unclear reporting lines and coordination difficulties. This is why many large digital firms do not fully remove structure. Instead, they combine flexibility with enough control to keep the organisation aligned and effective (Plekhanov et al., 2023; Schiuma et al., 2024).
Automation and Changing Managerial Roles
Automation has also changed many traditional management tasks. Activities such as monitoring performance, tracking operations, and preparing reports are increasingly supported by digital systems and AI tools. This has reduced the need for managers to spend most of their time on routine supervision. Instead, managers now focus more on strategy, innovation, customer experience, and guiding change (Bocean et al., 2025; Moodley and Sookhdeo, 2025).
Research shows that firms using AI and digital analytics often improve efficiency and responsiveness, but these benefits depend on how well technology is linked to organisational goals. This means that managers remain important, but their role is changing. They are no longer valued mainly for controlling routine work. They are now expected to understand data, lead change, and support long-term growth in more complex digital environments (Awad and Martín-Rojas, 2024; Schiuma et al., 2024).
Digital Leadership and Employee Empowerment
Digital leadership has become essential in e-commerce. Managers must do more than maintain order. They need to support innovation, guide employees through change, and help organisations adapt to new technologies. Recent studies show that successful digital transformation depends strongly on leadership that combines digital awareness with the ability to manage people, learning, and organisational change (Schiuma et al., 2024; Bravo-Duarte et al., 2025).
At the same time, employees in digital organisations are often given more responsibility. Real-time information systems, faster communication, and digital platforms allow staff to make quicker decisions and solve problems more independently. This can improve innovation, speed, and engagement. However, empowerment also creates new management challenges. Leaders must make sure employees stay aligned with company goals and that freedom does not lead to confusion or weak coordination. This means digital leadership is less about direct supervision and more about support, trust, and clear direction (Bravo-Duarte et al., 2025; Awad and Martín-Rojas, 2024).
Data-Driven Decision-Making
One of the biggest changes in e-commerce is the growing use of data in decision-making. AI and Big Data help firms analyse customer behaviour, predict demand, personalise services, and improve supply chain performance. Cloud computing also allows organisations to manage operations across different locations in real time. These technologies help managers make faster and more informed decisions than in traditional business settings (Bocean et al., 2025; Sandu et al., 2025).
However, data-driven management also creates new responsibilities. Managers must ensure that data is used ethically, that customer privacy is protected, and that digital systems remain secure. This means that modern management in e-commerce is not only about using more information. It is also about using it carefully and responsibly (Costabile, 2024; Wulfert et al., 2024).
Platform Business Models and New Management Challenges
Many e-commerce firms now operate through platform-based business models. Companies such as Amazon, Alibaba, Shopify, and TikTok create value by connecting users through digital platforms rather than relying only on internal production. This changes the role of management. Managers must now focus not only on internal operations, but also on platform governance, ecosystem growth, user trust, and digital coordination (Costabile, 2024; Thenoz et al., 2024).
This model creates strong opportunities for innovation and rapid expansion, but it also increases complexity. Managers must deal with cybersecurity risks, sustainability concerns, user relationships, and the challenge of keeping large digital ecosystems working smoothly. As a result, management in platform-based e-commerce is broader and more demanding than in many traditional business settings (Wulfert et al., 2024; Clement and Spinler, 2025).
Changing Skills for Managers
The skills managers need in e-commerce are different from those needed in more traditional organisations. Planning, coordination, and supervision are still useful, but managers also need stronger digital awareness, data literacy, adaptability, and communication skills. They must understand how digital tools affect business decisions and be able to work confidently with technical systems and teams (Schiuma et al., 2024; Bravo-Duarte et al., 2025).
Managers also need to support teamwork across departments, locations, and digital platforms. This requires trust-building, flexibility, and quick responses to change. In this sense, management in e-commerce is becoming more strategic, more technology-focused, and more people-centred than before (Awad and Martín-Rojas, 2024; Plekhanov et al., 2023).

Chapter 4: Critical Analysis of the E-Commerce Sector
E-commerce has strongly changed the global economy. It has affected both the way people shop and the way businesses are managed. Technologies such as Artificial Intelligence (AI), Big Data, cloud computing, the Internet of Things (IoT), and the Metaverse are changing business models, daily activities, and management decisions in the e-commerce sector (Criveanu, 2025; Moodley & Sookhdeo, 2025). The COVID-19 pandemic accelerated this shift by increasing the demand for online transactions, personalised services, and strong digital systems (Rao et al., 2021). This chapter critically examines the e-commerce sector by focusing on its rapid growth, the role of digital technologies, the main challenges it faces, and the way leading platforms are reshaping organisational structures and management practices.
Overview of the E-Commerce Sector
E-commerce simply means buying and selling goods or services online through websites, mobile apps, and social media platforms. In the beginning, it was mostly used for products like books and electronics, but now it has spread into many other areas, including food delivery, healthcare, and financial services (Kedah, 2023; Ma & Yu, 2021). This shows that digital commerce is now a normal and important part of everyday business.
The e-commerce sector has grown very quickly in recent years. Global e-commerce sales reached $5.8 trillion in 2023 and are expected to go beyond $8 trillion by 2027 (Kalinin, 2024; Moodley & Sookhdeo, 2025). This growth has been driven by better internet access, the rise of mobile shopping, safer online payment systems, and changing customer expectations for speed, convenience, and personalised service. Because of this, major platforms such as Amazon, Alibaba, Shopify, and TikTok now play a very important role in the modern economy, serving business-to-consumer, business-to-business, and consumer-to-consumer markets.
Organisational Structures in E-Commerce
One important feature of the e-commerce sector is the move towards flatter and more decentralised organisational structures. Unlike traditional firms that often rely on several layers of management, many e-commerce businesses aim to speed up communication and decision-making by giving teams greater autonomy. This helps firms respond more quickly to changing market trends and customer demands.
For example, TikTok commerce combines live-streaming and AI-supported interaction to connect sellers and buyers more directly, reducing the need for heavy managerial control (Ma & Yu, 2021). Amazon and Alibaba also rely on flexible team structures that allow rapid responses to business opportunities and customer needs (Büchel & Spinler, 2024). These approaches encourage innovation and make organisations more adaptable.
However, flatter structures are not without challenges. They can create role ambiguity, increase pressure on senior managers, and make coordination more difficult when firms expand across different countries and regions. For this reason, many large e-commerce companies do not rely on complete decentralisation. Instead, they use hybrid structures that combine flexibility with enough formal control to maintain consistency, accountability, and strategic direction.
The Role of Digital Technologies
Digital technologies are at the heart of e-commerce success. AI, Big Data, cloud computing, IoT, and immersive digital platforms have all helped firms improve efficiency, strengthen customer engagement, and support better decision-making. These technologies do not simply improve operations; they also change how managers lead and how organisations create value.
AI is widely used to personalise customer experiences, automate customer service, improve product recommendations, and support dynamic pricing strategies (Bocean et al., 2025; Moodley & Sookhdeo, 2025). Research has shown that firms using AI-based analytics have achieved significant improvements in recommendation quality and operational performance (Criveanu, 2025). Big Data allows companies to understand customer behaviour, predict demand, and improve logistics, while cloud computing provides the flexibility and scalability needed to manage large digital operations across different locations.
IoT also plays an important role by enabling real-time tracking of products, supply chains, and customer usage patterns. At the same time, newer technologies such as the Metaverse are opening new possibilities for customer engagement by creating immersive shopping environments where users can interact with products in virtual spaces (Büchel & Spinler, 2024). Together, these technologies have made e-commerce more data-driven, more responsive, and more globally connected.
Challenges in the E-Commerce Sector
Despite its strong growth, e-commerce also faces several major challenges. Cybersecurity remains one of the most serious concerns because firms must protect large amounts of customer and business data from theft, misuse, and cyberattacks (Rao et al., 2021). Heavy dependence on digital systems also creates operational risks, since technical failures can disrupt transactions, logistics, and customer trust.
Another important challenge is the digital skills gap. As technologies change quickly, both employees and managers need ongoing training in AI, analytics, cloud systems, and digital platforms (Moodley & Sookhdeo, 2025). Without regular upskilling, organisations may struggle to keep pace with competitors. Sustainability is also becoming increasingly important. E-commerce firms face growing pressure to reduce packaging waste, manage delivery emissions, and improve the environmental impact of their operations (Prakash Rao et al., 2021).
In addition, the digital divide continues to limit growth in some regions, as poor internet access and limited digital infrastructure can reduce participation in e-commerce (Escursell et al., 2020). These issues show that although e-commerce creates many opportunities, it also increases complexity and places new demands on management.
Case Study Examples of Global E-Commerce Platforms
A closer look at major global platforms helps to show how e-commerce is reshaping management and organisational design in practice.
Amazon is often seen as one of the strongest examples of digital transformation in e-commerce. The company uses small and relatively independent teams, often described as “two-pizza teams,” to support faster decision-making and continuous innovation. Each team focuses on a specific service or function while still working within the company’s larger strategy. Amazon also relies heavily on AI recommendation systems, automated warehouses, and predictive logistics. These technologies reduce the need for routine supervision and allow managers to focus more on strategy, innovation, and customer experience.
Alibaba offers another important example. Rather than operating as a single marketplace, it manages a wide digital ecosystem that includes platforms such as Taobao, Tmall, and AliExpress. This shows how e-commerce management is no longer limited to overseeing internal departments. Instead, managers must coordinate large networks of sellers, buyers, and partners, while also maintaining trust, platform governance, and smooth digital interaction.
Shopify represents a different model. It empowers entrepreneurs and small businesses by providing the digital tools needed to build online stores, process payments, and analyse customer behaviour. Instead of directly controlling every transaction, Shopify acts as an enabling platform. This highlights a major shift in management thinking: value can now be created by supporting others within a wider ecosystem rather than by controlling every step internally.
TikTok commerce reflects the rise of social commerce, where entertainment, content creation, and online shopping are closely connected. Through live-stream selling and influencer-led marketing, TikTok allows more direct and interactive relationships between businesses and consumers. In this environment, managers must handle challenges related to content moderation, platform safety, algorithm management, and brand reputation, while also supporting creativity and innovation.
These examples show that e-commerce firms differ from traditional organisations in important ways. Rather than relying mainly on formal hierarchies and internal control, they operate through digital ecosystems, platform coordination, real-time data, and flexible team structures. This changes both organisational design and the role of management.

Chapter 5: Critical Discussion and Evaluation
This chapter critically discusses how e-commerce and digital technologies have changed organisational structures and the role of managers. It looks at whether traditional management models are still useful or whether they need to be changed for businesses that mainly operate online. The discussion shows that digital transformation has clearly reduced the effectiveness of rigid traditional systems. However, it also shows that traditional management has not become completely useless. Instead, many classical ideas are still important, but they now need to be used in more flexible and modern ways.
Organisational Transformation and the Need for Change
One of the biggest changes in e-commerce is the move away from traditional hierarchical structures. In the past, many organisations relied on clear chains of command, several layers of management, and strict reporting systems. These structures worked well in stable environments where work was predictable and decisions did not need to be made very quickly. However, e-commerce businesses work in a much faster environment, where customer preferences change quickly and competition is very intense.
For this reason, companies such as Amazon, Alibaba, Shopify, and TikTok have adopted flatter, more decentralized, and platform-based structures (Ma & Yu, 2021; Rao et al., 2021; Büchel & Spinler, 2024). These structures reduce delays in communication, allow employees to act more quickly, and support innovation. For example, TikTok commerce allows sellers and buyers to interact directly through live-streaming and AI-based systems, which reduces the need for multiple management layers. Amazon also uses smaller cross-functional teams to support rapid innovation and fast decision-making.
This shows that traditional hierarchies are often too slow for modern digital markets. In e-commerce, speed, flexibility, and customer responsiveness are very important. Businesses that still rely too heavily on rigid structures may struggle to compete effectively. At the same time, this does not mean that structure itself is no longer needed. Large digital businesses still require coordination, accountability, and control. So, rather than becoming fully obsolete, traditional structures are being reshaped into hybrid models that combine flexibility with some level of formal control.
Automation and the Changing Role of Managers
Another important change is the effect of automation on managerial work. In traditional organisations, managers often spent much of their time supervising staff, checking performance, preparing reports, and controlling day-to-day operations. In digital businesses, many of these tasks are now supported by automation, AI, and digital platforms (Davenport & Kirby, 2016).
This change has reduced the importance of routine supervision. Instead, managers are now expected to focus more on strategy, innovation, customer experience, and long-term planning (Bocean et al., 2025; Moodley & Sookhdeo, 2025). For example, AI tools can track customer behaviour, predict demand, and support pricing decisions. This means managers need to understand data, interpret digital insights, and respond quickly to changing business conditions.
Research has shown that e-commerce firms using AI have improved efficiency and customer responsiveness, which highlights the growing value of data-based decision-making (Criveanu, 2025). Because of this, the role of the manager is changing from controller to strategist. Managers are no longer needed mainly to monitor routine work. Instead, they are needed to guide change, make sense of information, and help the organisation move in the right direction.
Still, this does not mean managers are becoming less important. It means their work is becoming different. While some middle-management tasks may reduce, the overall need for good leadership, judgement, and coordination remains very strong.
Digital Leadership and Strategic Vision
The rise of e-commerce has also increased the importance of digital leadership. In the past, managers often focused on giving instructions, enforcing rules, and maintaining control. In digital organisations, leaders must do much more than that. They need to create a clear direction, support innovation, and help teams adapt to constant technological change.
Digital leadership is especially important in e-commerce because companies now depend on technologies such as AI, IoT, cloud computing, and even the Metaverse (Büchel & Spinler, 2024; Moodley & Sookhdeo, 2025). Managers need to understand how these technologies influence customer experience, business operations, and competitive advantage. For example, in the Metaverse, managers may need to oversee virtual shopping environments, understand digital customer behaviour, and coordinate new types of marketing activities.
This means leadership in e-commerce is no longer only about control. It is also about vision, adaptability, and learning. Managers must encourage creativity, support experimentation, and help employees work across teams and departments. At the same time, they must still keep people aligned with the wider goals of the organisation. So, while traditional leadership ideas still matter, they are now being applied in a more flexible and people-focused way.
Employee Empowerment and Remote Work
Digital transformation has also changed the relationship between managers and employees. E-commerce businesses often rely on collaboration, real-time information, and quick decision-making. Because of this, employees are now given more freedom to act, solve problems, and make decisions without waiting for approval from several managers (Rao et al., 2021; Ma & Yu, 2021).
This kind of employee empowerment can improve creativity, speed, and responsiveness. It can also make employees feel more responsible and more engaged in their work. Digital tools have made this even easier by allowing people to work together from different locations and across different time zones.
Remote and hybrid work have become more common, especially in digital businesses. This gives organisations access to wider talent and more flexible working arrangements. However, it also creates new management challenges. Managers need to make sure that communication stays clear, employees remain motivated, and everyone understands their goals and responsibilities (Büchel & Spinler, 2024).
So, while remote work and empowerment offer many advantages, they also require strong leadership and good coordination. Managers can no longer rely only on direct supervision. Instead, they must guide teams through trust, communication, support, and performance systems.
Data-Driven Decision-Making
One of the most important features of modern e-commerce management is the growing use of data. Today, managers use AI and Big Data to forecast demand, personalise marketing, manage stock levels, and improve customer experience (Bocean et al., 2025; Moodley & Sookhdeo, 2025). Instead of depending mostly on intuition or delayed reports, managers can now use real-time dashboards and analytics to make faster and more informed decisions.
This is especially important in e-commerce, where customer behaviour changes quickly and businesses must respond immediately. For example, post-COVID data from the EU shows that online order processing increased significantly between 2021 and 2022, showing how important strong digital systems have become for managing operations effectively (Criveanu, 2025).
Data has therefore become a key source of managerial control. In the past, control often depended on direct supervision and formal reporting structures. Now, managers can use digital systems to monitor performance in real time, identify problems quickly, and respond without relying on rigid hierarchy. This shows that control has not disappeared, but it is now being achieved in new ways through technology.
Challenges in Digital E-Commerce Management
Even though e-commerce offers many advantages, it also creates serious challenges. One major issue is cybersecurity. Because digital businesses collect and store large amounts of customer and company data, they are at constant risk of cyberattacks and data breaches (Rao et al., 2021). Protecting this information is now a major management responsibility.
Another important challenge is the lack of digital skills. Many employees and even managers need regular training so they can keep up with fast-changing technologies like AI, data analytics, and cloud systems (Moodley & Sookhdeo, 2025).Without regular training, businesses may fail to use digital tools properly and could lose their competitive advantage.
Automation also raises concerns about job displacement. As more routine tasks are automated, some traditional management and administrative roles may become less necessary (Davenport & Kirby, 2016). Sustainability is another growing issue. E-commerce businesses face pressure to reduce packaging waste, improve delivery efficiency, and lower environmental impact (Prakash Rao et al., 2021).
In addition, global competition creates extra pressure. E-commerce firms often operate across many markets and must deal with different customer expectations, laws, and cultural differences. These challenges show that digital transformation creates opportunities, but it also increases complexity.
Opportunities in Digital E-Commerce
Although the challenges are significant, the opportunities created by e-commerce are also very strong. AI and Big Data help businesses personalise services, improve customer support, and work more efficiently (Bocean et al., 2025; Criveanu, 2025). Platform-based business models make it easier to grow quickly, expand into new markets, and connect many different users in one business ecosystem (Ma & Yu, 2021).
New technologies also open fresh possibilities. The Metaverse, for example, may create more immersive shopping experiences and new sources of revenue (Büchel & Spinler, 2024). Sustainability can also become an opportunity when firms use greener practices to improve their image and strengthen customer trust (Rao et al., 2021).
These opportunities explain why so many organisations continue investing in digital transformation. E-commerce does not simply change how firms sell products; it changes how they compete, grow, and create value.
Balancing Innovation and Organisational Control
One of the most important issues for modern managers is how to balance innovation with control. Digital businesses need creativity, experimentation, and quick responses. However, too much freedom can also create confusion, inconsistency, and poor coordination.
Traditional organisations relied on rules, supervision, and hierarchy to maintain control. Digital organisations rely more on autonomy, collaboration, and decentralized decision-making. This can improve innovation, but only if the organisation still has clear goals, strong communication, and reliable coordination systems.
To manage this balance, many e-commerce companies use data-based performance systems. These systems track key indicators such as customer satisfaction, operational performance, and productivity in real time. This allows managers to identify problems quickly and take action without using heavy bureaucracy.
Organisational culture is also very important. When employees understand and share the values of the organisation, they are more likely to make decisions that support company goals, even when they work independently. In addition, agile management practices help firms stay flexible while still keeping accountability and direction.
This shows that the real issue is not choosing between old and new management completely. The real challenge is combining flexibility with control in a way that supports both innovation and long-term success.
Overall Evaluation
Overall, this chapter shows that e-commerce has strongly changed organisational structures and management roles. Flat structures, employee empowerment, digital leadership, and data-driven decision-making have reduced the importance of rigid traditional hierarchies. Automation has also moved managers away from routine supervision and towards more strategic and innovative roles.
However, it would be too extreme to say that traditional management models have become completely obsolete. Many classical principles, such as planning, coordination, accountability, and control, still remain important. The difference is that they are now carried out through digital tools, flexible teams, and more adaptive forms of leadership.
Therefore, the most balanced conclusion is that traditional management has not disappeared, but it is no longer enough on its own. In the e-commerce sector, it has been reshaped and combined with modern digital practices. Organisations that can blend classical management principles with agility, technology, and innovation are in the best position to succeed in today’s fast-changing digital environment.

Chapter 6: Conclusion
This study has shown that e-commerce has changed the way organisations are structured, managed, and led. It is no longer accurate to view e-commerce as simply another sales channel. Instead, it has become a wider business model that influences organisational design, leadership style, decision-making, and the daily work of managers. The rapid growth of digital platforms, AI, Big Data, cloud systems, and other emerging technologies has pushed firms to become more flexible, faster, and more customer-focused than many traditional organisations were designed to be. In this setting, the old model of slow decision-making, rigid hierarchy, and heavy dependence on routine supervision is becoming less suitable for digital business conditions (Thenoz et al., 2024; Plekhanov et al., 2023).
One of the clearest findings of this study is that organisational structure in the e-commerce sector is changing in important ways. Traditional hierarchical systems are becoming less common, especially in firms that compete in fast-moving digital markets. Many e-commerce businesses now use flatter, more flexible, and more platform-based structures. These structures support faster communication, quicker decision-making, and stronger employee involvement. They also make it easier for firms to respond to market change and shifting customer expectations. Companies such as Amazon, Shopify, Alibaba, and TikTok show how digital platforms can support rapid growth and innovation while also changing how teams are organised and coordinated (Ma and Yu, 2021; Costabile, 2024; Büchel and Spinler, 2024).
At the same time, the findings of this study make it clear that traditional structures have not disappeared completely. Large digital organisations still need coordination, accountability, and control. They still need systems for managing performance, protecting data, and ensuring that business activities remain aligned with wider strategic goals. What has changed is the form this control takes. Instead of depending only on strict layers of management, many firms now use a hybrid approach that combines flexibility with digital systems, real-time information, and team autonomy. This means the shift is not from management to no management. It is a shift from rigid control to more adaptive and technology-supported coordination.
Another important finding is that the role of managers has changed significantly. In the past, managers often focused on supervision, routine control, reporting, and maintaining order. In e-commerce, many of these tasks are now supported by digital tools and automation. AI systems can analyse customer behaviour, assist with forecasting, improve pricing decisions, and automate some repetitive processes. This allows managers to spend less time on routine administration and more time on strategy, innovation, customer experience, and long-term growth (Bocean et al., 2025; Moodley and Sookhdeo, 2025).
This shows that management has not become less important in digital business. Instead, it has become different. Managers are now expected to guide change, interpret data, solve new problems, and help organisations remain competitive in a much more dynamic environment. In this sense, digital transformation has not removed the need for management. It has increased the need for managers who are adaptable, informed, and able to work across both human and technological systems (Awad and Martín-Rojas, 2024; Schiuma et al., 2024).
The study also finds that digital leadership has become essential. Managers can no longer rely only on authority, rules, and direct supervision. They now need to create vision, encourage innovation, support learning, and help teams adapt to constant technological change. This is especially important in e-commerce, where firms are heavily influenced by changing platforms, consumer expectations, and digital competition. Managers need to understand how tools such as AI, IoT, cloud computing, and immersive technologies can affect operations, customer experience, and future business models (Büchel and Spinler, 2024; Sandu et al., 2025). Good digital leadership therefore involves not only technical awareness but also communication, trust-building, and the ability to guide people through uncertainty.
Another key issue highlighted in this study is the growing importance of data-driven decision-making. E-commerce firms increasingly depend on data to understand customer needs, improve efficiency, forecast demand, and support strategic planning. This has changed how managers make decisions. Instead of depending mainly on past experience or delayed reporting, they now have access to real-time dashboards, digital performance measures, and large volumes of customer data. This can improve decision quality and speed, but it also brings responsibility. Managers must make sure data is used ethically, customer privacy is protected, and digital systems remain secure and reliable (Bocean et al., 2025; Costabile, 2024). In this way, data has become both a source of opportunity and a source of managerial responsibility.
The findings also show that e-commerce creates both opportunities and challenges. On the positive side, digital tools help firms improve operational efficiency, personalise services, enter global markets, and build stronger customer relationships. Platform models make it easier for organisations to scale quickly and connect different groups of users through a shared digital system. Emerging technologies also open new possibilities for innovation, including immersive commerce and more sophisticated digital ecosystems (Thenoz et al., 2024; Büchel and Spinler, 2024). These opportunities explain why digital transformation has become such an important priority for modern businesses.
However, the study also highlights important challenges. E-commerce firms must deal with cybersecurity risks, data privacy concerns, technology dependence, and digital skills shortages. Automation can also create job displacement and uncertainty in some traditional roles. In addition, sustainability has become a growing concern because online business often increases packaging waste, transport emissions, and environmental pressure. This means digital growth must be managed responsibly. Firms need not only better technology, but also stronger ethics, better training, clearer communication, and more sustainable business practices (Wulfert et al., 2024; Clement and Spinler, 2025). Technology can improve performance, but it does not remove the need for human judgement and responsible leadership.
For managers, the overall lesson from this study is clear. They should not reject traditional management completely, because core ideas such as planning, organising, leading, and controlling are still valuable. However, they should also recognise that these ideas are no longer enough on their own in a digital environment. The most effective approach is to combine traditional management strengths with digital tools, flexibility, continuous learning, and strong ethical awareness. Managers need to invest in employee development, encourage collaboration, improve digital capability, and support innovation without losing organisational discipline. They also need to manage remote and hybrid teams more effectively by creating trust, setting clear expectations, and using digital communication systems well (Bravo-Duarte et al., 2025; Schiuma et al., 2024).
In conclusion, this study argues that traditional management models are not completely obsolete, but they are no longer enough by themselves in the e-commerce sector. They must be adapted and reshaped to fit the realities of digital business. The organisations most likely to succeed in the future will be those that can combine classical management foundations with agility, innovation, technological competence, and responsible governance. Likewise, the managers most likely to succeed will be those who are open to change, willing to learn, and able to lead in ways that balance technology, people, and long-term strategy. E-commerce has therefore not removed the need for management. It has redefined what good management looks like in the digital age.
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