UNIVERSITY OF WALES TRINITY SAINT DAVID

A Report On

Advancements in technology in E-Commerce and E-Business:
Organizational structures and classical management theories
evolving nature of 21st-century corporations.

Prepared by

MAHBUBA SAKIA NAJMEE

Visions for the Future - Theoretical Perspectives on

Management (LCDB7008_LON)

Lecturer: Prof Amare Desta

Programme: Doctor of Business Administration



Abstract

This study examines the impact of e-commerce and e-business on traditional
organisational structures and management roles within the retail sector. As
digital transformation reshapes modern corporations, the research evaluates
whether conventional, hierarchical models and classical management
theories remain adequate in meeting the demands of 21st-century business
environments. The study investigates how digital technologies, ranging from
online transaction systems to smart logistics, have redefined operational
efficiency, organisational design, and leadership approaches. While brick-
and-mortar retail once dominated with centralized structures, the rise of e-
commerce has emphasized agility and technological literacy. Findings
indicate that smart logistics ecosystems, powered by technological
innovations and modern communication technologies, are essential for e-
commerce platforms. The rise of e-commerce has driven the adoption of
advanced technologies in traditional businesses, and managers must now
leverage these technologies and analytics to streamline operations and make
well-informed decisions, while emphasizing the security of their digital
infrastructure. The research concludes that a blend of strategic innovation
and adaptation is crucial for businesses aiming to thrive amidst this digital

revolution, as e-commerce evolves into the retail model.
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1. Introduction

The retail sector has undergone a seismic shift in recent decades, primarily
due to rapid advances in technology. In recent years, the COVID-19
pandemic has significantly accelerated the digital transformation of the retail
sector. Online shopping has become a standard method for purchasing
goods and services. By 2022, 75% of internet users in the European Union
had engaged in e-commerce, up from 55% in 2012. On a global scale, online
sales reached around 4.9 trillion US dollars in 2021, with projections
indicating a 50% increase over the following four years, potentially reaching
7.4 trillion dollars by 2025 (Sulova, 2023). As e-Commerce and e-Business
redefine how companies interact with customers and manage operations, the
foundational principles of organisational structure and traditional
management roles are being questioned. Based on the findings of a study,
several managerial recommendations can be offered to leaders of e-
commerce platforms. These platforms should prioritise enhancing their
technological innovation capabilities when developing smart logistics
ecosystems. The smooth functioning of the entire logistics chain relies
heavily on robust technological support—particularly critical for e-commerce
businesses, which are inherently rooted in the Internet. Key components
such as intelligent storage and transportation systems, real-time operational
visibility, and seamless coordination between supply chain partners all
depend on advancements in modern communication technologies. As such,
it is recommended that e-commerce enterprises increase their investment in
technological innovation to significantly boost the organisational efficiency of
their smart logistics ecosystems (Liu et al., 2021). This report evaluates
whether such changes have rendered conventional business models

obsolete in the 21st-century retail landscape.



1.1 Background

Historically, retail businesses operated within a well-defined structure—
centralised, hierarchical, and physically rooted in brick-and-mortar
operations. Brick-and-mortar operations refer to businesses that have a
physical presence—such as retail stores, offices, or warehouses—where
customers can visit, interact with products or services, and make purchases
in person. Simple electronic transactions that emerged in the mid-20th
century have since evolved into a sophisticated, technology-driven
ecosystem encompassing online shopping, integrated supply chain
management, and digital customer interaction.

E-commerce (electronic commerce) refers to the buying and selling of goods
and services over the internet or other electronic networks. It involves online
transactions between businesses, consumers, or both, and includes activities
such as online shopping, electronic payments, internet banking, and online
ticketing. According to Laudon & Traver (2021), e-commerce is the process
of conducting commercial transactions electronically on the Internet,
including activities such as marketing, selling, delivering, and servicing
products or services. E-commerce, short for electronic commerce, involves
conducting the buying and selling of goods and services through electronic
media and the internet. It encompasses a business's use of online platforms
and information technologies such as Electronic Data Interchange (EDI) to
facilitate transactions. E-commerce typically involves a vendor offering
products or services through a website, allowing customers to make
purchases directly from the platform. Transactions are processed using tools
like virtual shopping carts, with payments made via credit card, debit card, or
Electronic Funds Transfer (EFT). More broadly, e-commerce refers to the use
of digital communication and information systems in business activities to
establish, modify, and enhance value-creating relationships between
individuals and organisations (Jain et al., 2021).

On the other hand, E-business (electronic business) is a broader concept that
encompasses all aspects of operating a business online. It includes not only

e-commerce transactions but also internal processes such as supply chain



management, inventory control, customer relationship management (CRM),

and digital communication between departments. According to some authors,

e-business refers to the use of internet technologies to conduct and support

business processes, both internal and external, improving productivity,

efficiency, and customer engagement (Turban et al., 2017). Managers

controlled resources, dictated workflow, and coordinated through top-down

communication. However, with the emergence of online marketplaces,

omnichannel strategies, and digital platforms, these models are being

challenged at every level.

Aspect E-Commerce E—Business
Buying and selling of Conducting all business
Definition goods/services over the activities using internet
internet technologies
Narrow — focuses mainly on ||Broad — includes e—commerce
Scope . . . .
online transactions and internal business processes
Supply chain management,
Activities Online sales, payment
CRM, HR, finance, internal
Involved processing, order tracking
communication
Interaction |Mainly external (business to |Both external and internal
Type customer/supplier) operations
Technology |Websites, shopping carts, ERP systems, CRM software,
Used online payment systems intranets, extranets
Amazon’s use of digital tools
Amazon selling products
Examples for managing inventory, HR,
online
etc.
Improve overall business
Generate revenue through
Objective efficiency and customer

online sales

experience

Table-1: Distinguish between E-commerce & E-business




The transformation from traditional retail models to digitally enabled
operations mark a significant shift in the way businesses function in the
modern era. While brick-and-mortar establishments once dominated the
retail landscape through centralized, hierarchical structures, the rise of e-
commerce and e-business has introduced a more dynamic, interconnected,
and customer-centric approach. E-commerce, with its focus on online
transactions, has revolutionized how goods and services are bought and sold,
offering convenience and speed to both businesses and consumers. E-
business, encompassing a broader range of digital activities, goes beyond
just sales to integrate internal processes such as supply chain management,
customer relationship management, and enterprise communication. Together,
these digital advancements have challenged traditional business models,
pushing organizations to rethink their strategies, structures, and operations
to stay competitive in a rapidly evolving digital marketplace. Understanding
the distinction and interplay between e-commerce and e-business is

essential for businesses aiming to thrive in the 21st century.

1.2 Purpose of the Study

The purpose of this study is to critically examine how advancements in e-
Commerce and e-Business have impacted the traditional organisational
structures and managerial roles within the retail sector. As digital
transformation reshapes the landscape of modern corporations, this study
aims to evaluate the extent to which conventional, hierarchical models and
classical management theories have become outdated or inadequate in
meeting the demands of 21st-century business environments. Focusing
specifically on the retail industry, the study seeks to explore how digital
technologies—ranging from online transaction systems to smart logistics and
integrated internal platforms—are redefining operational efficiency,
organisational design, and leadership approaches. The ultimate goal is to
determine whether the shift towards technology-driven models has rendered
traditional practices obsolete and to identify what new strategies managers

must adopt to remain competitive in an increasingly digital marketplace.



2. Literature Review

This section reviews the existing literature to provide a foundational
understanding of how technological advancements—particularly in the areas
of e-Commerce and e-Business—have influenced organisational structures

and management roles.

2.1 Evolution of Technology in Business

Technological innovation has always been a catalyst for change. E-business
technology can enhance a firm’s operations management by enabling real-
time information sharing across the entire supply chain. Although such
technology has become widely accessible and affordable for most large
organizations —potentially reducing its ability to offer long-term competitive
advantages—it still plays a vital role in building operational capabilities. It
supports improvements in gross margins, boosts employee productivity,
enhances talent management, and drives overall operational excellence.
Specifically, e-business tools help firms manage product margins more
effectively. Through web-based systems, companies can exchange accurate,
up-to-date information about product costs and customer demand with both
suppliers and customers. This enables better-informed decisions and tighter
margin control. Additionally, e-business platforms contribute to higher
employee productivity by allowing access to diverse sources of knowledge
through internal communication systems like email and intranets. This access
helps employees gain insights into various operational processes and
collaborate more efficiently, often enabling them to handle a broader range of
tasks (Benitez et al., 2018). In recent years, retail technology has advanced
from simple point-of-sale systems to sophisticated Al-driven
recommendation engines, virtual try-ons, and mobile wallet integrations.
Technological advancements have transformed the way businesses operate,
requiring managers to skillfully navigate areas like data analytics, artificial
intelligence, and automation. Their role now involves leveraging these
technologies to streamline operations, enhance decision-making, and

maintain a competitive edge in the digital landscape. Additionally, the rise of



remote work—accelerated by the COVID-19 pandemic—has reshaped how
teams collaborate. Managers must now effectively lead teams spread across
various locations, cultivate a sense of connection among remote staff, and
sustain productivity across multiple time zones. In today’s tech-driven world,
embracing technology and data analytics is no longer a choice but a
necessity for informed decision-making and efficient resource management
(Porath, 2023). Therefore, it can be said that the evolution of technology has
significantly enhanced and modernized business operations. Today, it is
nearly unimaginable for a business to function effectively without the

integration of advanced technological tools and systems.

2.2 The Rise of e-Commerce

The rise of e-commerce has been a transformative force in global business,
reshaping how goods and services are marketed, sold, and delivered.
Amazon, founded by Jeff Bezos in 1994 as an online bookstore, emerged as
a pioneer in the early days of e-commerce. Bezos had a broader vision—to
build an all-encompassing online marketplace beyond just books. Amazon’s
success demonstrated the potential of e-commerce and paved the way for
the expansion of online retail. Around the same time, eBay was launched in
1995, bringing the idea of online auctions to life. It offered a platform for
individuals to buy and sell a diverse range of products, revolutionizing
commerce by making virtual bidding and transactions accessible to the
general public (Ntumba et al., 2023). A co-word analysis of e-commerce
research from 2001 to 2020 demonstrates a dynamic evolution in the field,
with early studies focusing on the adoption and acceptance of e-commerce
platforms, and more recent research delving into logistics, consumer
experience, and technological innovation. In the late 1990s, the rise of the
internet laid the foundation for e-commerce, and advancements in
information technology over the following years have fueled its rapid growth
over the past two decades (Bai & Li, 2022). For instance, the advent of Web
2.0 played a key role in the rise and evolution of platform-based e-commerce

models (Yu, 2019). In addition, emerging technologies like social media,



cloud computing, big data, and artificial intelligence (Al) have significantly
accelerated the growth of e-commerce (Ilimudeen, 2021).

The economics of digital platforms is largely shaped by two interconnected
factors: economies of scale and network effects. Economies of scale arise
when the costs involved in developing, maintaining, and updating a website
or software suite grow at a much slower rate than the increase in users and
revenue. This results in higher returns on investment and improved operating
profits. Google and Facebook are prime examples—both dominate their
respective markets outside China and generate most of their income through
targeted advertising powered by consumer data analytics. As their user
bases expand, ad reach grows significantly, boosting platform revenues
accordingly. Network effects further amplify this dynamic. As the user base
grows, the overall value of the network increases for each individual user due
to the greater potential for relevant discoveries, interactions, and a larger
audience for shared content. At the same time, companies like Google and
Facebook gain access to more valuable data from user activities, enabling
them to offer more precise targeted advertising and command higher prices
from advertisers.

These scale economies and network effects have been so powerful that, by
the end of 2017, Google and Facebook had effectively formed a duopoly,
controlling over 60% of the U.S. online advertising market. A similar pattern
is seen in e-commerce: as Amazon and Alibaba expand their product
offerings, they attract more online visitors and shoppers. This accelerates
inventory turnover and draws more independent sellers to their platforms,
further enhancing the platforms’ appeal in a reinforcing cycle (Moriset, 2018).
E-commerce encompasses more than just online retail; it also involves
transactions between businesses (B2B), businesses and consumers (B2C),
and consumers themselves (C2C), involving the exchange of products,
services, money, or data. While e-commerce systems were still developing in
the early 2000s, the past decade has seen substantial growth and
transformation. As a result, the foundational aspects of e-commerce in 2022
differ significantly from those that existed in 2012 (Prachir & Nigam, 2023).
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The exponential growth of e-Commerce, particularly platforms like Amazon,
Alibaba, and Shopify, has revolutionised the way customers shop.
Consumers now expect 24/7 access, fast delivery, and seamless digital
experiences, forcing retailers to adopt agile and tech-enabled operating

models.

Types of E-Commerce
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Figure-1: Types of E-commerce

2.3 The Emergence of e-Business

The emergence of e-business marks a significant transformation in the way
organizations operate, interact, and create value in the digital age. While e-
commerce focuses on online buying and selling, e-business encompasses a
broader spectrum, including servicing customers, collaborating with partners,
and conducting internal transactions electronically. Unlike e-Commerce,
which focuses on transactions, e-Business encompasses all digital
interactions within an organisation—from supply chain management to
customer service. Retail giants have adopted ERP systems, CRM platforms,
and cloud-based collaboration tools to enhance efficiency. Over the past 15
years, the ICT revolution has significantly boosted global economic
development. Rapid technological advancements, particularly in the Internet
and its related services, have paved the way for the emergence of new

markets. For context, while the global population reached 7.2 billion in May
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2015, the number of internet users was only around 400 million in 2006,
highlighting the massive growth in internet adoption during that period
(Sharma, et al., 2023).

The roots of e-business trace back to the 1960s with the development of
Electronic Data Interchange (EDI), which enabled businesses to exchange
documents electronically. The 1980s saw the creation of the first e-
commerce platforms, such as the Boston Computer Exchange. However, it
was the advent of the World Wide Web in the 1990s that catalyzed the rapid
expansion of e-business. Companies like Amazon (founded in 1994) and
eBay (1995) pioneered online marketplaces, leveraging secure payment
gateways and user-friendly web browsers to reach a global audience. The
late 1990s witnessed the dot-com boom, characterized by a surge in
internet-based businesses. While many early ventures failed during the
subsequent bust, the survivors—most notably Amazon—solidified their
dominance and set new standards for e-business operations. The 2000s and
beyond saw exponential growth, driven by increased internet accessibility,
improved logistics, and the proliferation of smartphones, which gave rise to
mobile commerce (Prachir & Nigam, 2023). E-commerce experienced a
significant surge in popularity due to the COVID-19 pandemic. As lockdowns
and movement restrictions limited physical shopping, consumers
increasingly turned to online platforms for both essential and non-essential
purchases. This shift affected both consumer-retailer and business-to-
business interactions. In Japan, major platforms like Rakuten, Amazon, and
Yahoo saw sales growth of 7%-14% in early 2020. Globally, the pandemic
accelerated the move toward a digital economy, disrupting traditional
business models and contributing to a sharp rise in e-commerce sales, with
growth rates far exceeding pre-pandemic expectations (Alwan et al., 2023).
The evolution of e-business reflects a profound shift in how organizations
function in the digital era, extending beyond mere transactions to encompass
all aspects of electronic operations and interactions. From its roots in EDI
during the 1960s to the explosive growth of online marketplaces and mobile

commerce, e-business has continually adapted alongside technological
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advancements. The COVID-19 pandemic further accelerated this
transformation, highlighting the resilience and adaptability of digital platforms.
As technology continues to evolve, e-business will remain central to global

commerce, innovation, and economic growth.

Significant Phases in the E-commerce Evolution

1979 1995 2014
Michael Aldrich Launch of Amazon.com. Launch of eBay

Michael Aldrich pioneers online Amazon.comis launched by Jeff Pierre Omidyar launches eBay,
purchasing by linking a computer and Bezos, revolutionizing the online retail creating a new platform for online

a television using phone lines. industry. auctions and shopping.
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1994 2005 2020
Rise of mobile commerce Emergence of social E-commerce surge due to
The rise of mobile commerce begins, commerce the COVID-19 pandemic
allowing consumers to shop directly R -
from their smartphones. S_OClal commerce emerges as plglferms The COVID-19 pandemic accelerates e-commerce
f . like Facebook, Instagram, and Pinterest growth, as more people turn to online shopping
VI n Sl n U integrate shopping features. due to lockdowns and restrictions.

Figure-2: E-commerce Evolution

2.4 Definition and Explanation of Organisational Structure

Organisational structure refers to the formal framework within which tasks
are divided, coordinated, and supervised to achieve the goals of an
organization. According to a chapter of a book, the phrase "organisational
structure" describes the formal arrangement of roles, duties, and
responsibilities assigned to individuals and teams within an organization. It
defines who does what and ensures that tasks are properly distributed and
coordinated to support overall objectives (Gillam & Cosford, 2021). It outlines
how roles, responsibilities, and authority are assigned and how information
flows between different levels of management. Structures can be hierarchical,
flat, matrixed, or network-based, depending on the organization’s size,
strategy, and goals. A study concluded by offering the following three

recommendations for an effective and functional organisation:
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» In a competitive business environment, strong leadership is essential for
success. The ability to continuously implement innovative strategies
enhances the efficiency and effectiveness of business operations and
promotes ethical practices. Visionary leaders play a key role by setting
clear goals, building trust, empowering teams within defined limits,
driving change, aligning internal processes, and serving as inspiring role
models.

» An effective structure enables optimal use of human resources, enhances
coordination, ensures a clear division of responsibilities and authority,
and contributes to employee satisfaction. It also strengthens internal
controls, ensures fair systems of rewards and discipline, organizes
workflows, and avoids duplication of tasks.

» Maintaining a healthy organisational culture is crucial for sustained
performance. Managers should focus on nurturing this culture by
providing supportive work environments, ensuring employee safety,
fostering discipline, encouraging participation, and cultivating a
productive and positive workplace atmosphere (Karunia, 2020).

So, a well-defined organisational structure is vital for ensuring clarity,

efficiency, and strategic alignment within any organisation. It provides a

blueprint for assigning roles and coordinating efforts, which is fundamental to

achieving business objectives. Effective leadership, streamlined structures,

and a strong organisational culture are key elements that contribute to a

company’s long-term success. By fostering innovation, optimising human

resources, and nurturing a positive workplace environment, organisations
can enhance performance, adaptability, and sustainability in an increasingly

competitive and dynamic business landscape.

2.5 Theories of Management Roles

Management role theories provide frameworks for understanding the specific
behaviors, responsibilities, and functions that managers perform within
organizations. Classical theories, such as Henri Fayol’s management

functions—planning, organising, leading, and controlling—form the bedrock
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of traditional management thinking. However, in fast-paced digital
environments, these linear models often prove too rigid. The scientific
management theory, developed primarily by Frederick W. Taylor, focuses on
task efficiency and the systematic organization of work. Taylor introduced
concepts such as time and motion studies, incentive-based pay, precise job
instructions, and scientific methods for selecting personnel, all aimed at
improving productivity.

Meanwhile, Henri Fayol revived classical administrative theory through his
1916 work General and Industrial Administration. He proposed five key
management functions—planning, organizing, commanding, coordinating,
and controlling—and outlined 14 principles of management to guide both
public and private organizations in effective administration.

Another influential Western theory is Max Weber’s concept of bureaucracy,
which is widely recognized for its structured and formalized approach to
organizational management. Weber, influenced by the work of Frederick W.
Taylor, explored the impact of bureaucratic systems on efficiency and control
within organizations. His model emphasized clearly defined hierarchies,
impersonal rules, division of labor, and merit-based advancement, aiming to
establish order, predictability, and rationality in administrative functions
(Poazi & Timi, 2024).

Elton Mayo’s Human Relations Theory emerged as a response to the
limitations of classical management theories, such as scientific management.
Developed through the Hawthorne Studies (1924-1932), Mayo's theory
emphasized the social and psychological needs of workers. He discovered
that employee productivity improved when workers felt valued, listened to,

and socially connected (Muldoon et al., 2020).

15



General Management Theories
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Figure-3: Management Theories

Since organizational culture plays a critical role in the efficient functioning of
a business, Henry Mintzberg’s management theory offers a fitting framework
for understanding organizational management. His theory highlights the
different managerial roles and organizational structures that influence how
culture shapes operations. By examining leadership styles, decision-making
patterns, and communication flows, Mintzberg’s approach helps explain how
cultural elements are integrated into daily business practices, ultimately
affecting performance, cohesion, and adaptability within the organization.
Henry Mintzberg challenged Henri Fayol’s five-function model, arguing that it
oversimplified the unpredictable and dynamic nature of managerial work.
Instead, Mintzberg proposed a framework of ten managerial roles, grouped
into three categories: interpersonal (e.g., leader, liaison), informational (e.g.,
monitor, spokesperson), and decisional (e.g., entrepreneur, negotiator).
These roles reflect the diverse and often simultaneous responsibilities
managers handle. Additionally, scholars have emphasized the importance of
distinguishing between functional managers—who oversee specific
departments—and general managers, who manage broader organizational

functions, each requiring different skills and approaches (Gutterman, 2023).
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Mintzberg's Managerial Roles
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Figure-4: Henry Mintzberg’s Management Theory

Theories of management roles, particularly Mintzberg’s framework, provide a
practical lens for understanding what managers do and how they contribute
to organizational effectiveness. By recognizing and mastering these roles,
managers can better navigate the complexities of modern organizations and

adapt to changing business needs.

2.6 Implications for Traditional Models

The rise of e-commerce has fundamentally disrupted traditional business
models, particularly those rooted in brick-and-mortar operations. This
disruption brings both challenges and opportunities, requiring established
businesses to rethink their strategies and adapt to a rapidly evolving digital
landscape. The key implications for traditional models are discussed below:

Shift in Consumer Behavior: E-commerce has transformed how consumers
shop, prioritizing convenience, accessibility, and a wider range of choices.
This shift has forced traditional retailers to reassess their value propositions
and find new ways to engage customers, such as enhancing in-store
experiences or offering unique services. According to a study, e-commerce

provides unmatched convenience, allowing consumers to make purchases
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anytime and from almost any location with just a few clicks. This high level of
accessibility has created both advantages and obstacles for traditional
physical retail stores, pushing them to reevaluate and adapt their business
strategies to stay competitive in a fast-changing market landscape (Airen,
2024).

Increased Competition and Price Transparency: Online platforms make it
easy for consumers to compare prices, intensifying competition and
pressuring traditional businesses to adjust pricing strategies and improve
efficiency. The growth of online retail prompts the question of whether the
improved efficiency in updating and sharing information outweighs the
advantages of personalized pricing strategies. Current research offers mixed
results regarding price levels in online markets, largely because these
markets continuously evolve and are influenced by the distribution model
used. In many industries, studies show only slight variations between online
and offline pricing. For instance, a comparison of product prices from multi-
channel retailers across ten countries found that, on average, 72% of the
prices were the same, with identical pricing ranging from 42% in Brazil to
91% in both Canada and the United Kingdom (Strasseret al., 2023). A major
challenge in the development of e-commerce lies in the contrast between the
high efficiency of digital platforms in quickly updating and distributing
information, and the added complications that come with the ability to

implement personalized pricing strategies.
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Figure-5: Online & Offline Pricing Graph of UK (Strasseret al., 2023)
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Customer Engagement and Personalization: E-commerce’s data-driven
nature enables highly personalized marketing and customer experiences.
Traditional businesses are now leveraging analytics and digital tools like
artificial intelligence (Al) to better understand customer preferences and
deliver tailored experiences, both online and in-store. Artificial intelligence
has revolutionized the retail and e-commerce industries, reshaping business
operations and customer interactions. Retailers are racing to adopt cutting-
edge technologies that enhance the customer experience and build brand
loyalty. Al’s capacity to process vast amounts of data, predict consumer
behavior, and facilitate real-time interactions plays a crucial role in achieving
these objectives. The integration of Al tools such as machine learning, natural
language processing (NLP), and computer vision is driving significant
changes in retail by delivering exceptional personalization, boosting
operational efficiency, and increasing customer satisfaction (Patil, 2024).
Pressure to Innovate: Traditional models, known for their stability and
established reputations, now face pressure to innovate and adopt digital
technologies. Those slow to embrace digital transformation risk losing
relevance and market share to more agile competitors.

Hybrid and Evolving Models: With the growing accessibility of the internet,
fueled by the widespread use of home computers and the introduction of
broadband, e-commerce saw rapid and significant expansion. Businesses
began broadening their product ranges, while many traditional retailers
moved into the digital space to keep up with shifting consumer expectations
and preferences (Ntumba et al., 2023). While digital models are expected to
dominate, traditional models will not disappear entirely. Instead, hybrid
models that combine digital and physical elements are emerging, allowing
businesses to capitalize on the strengths of both approaches.

Supply Chain and Real Estate: E-commerce is reshaping supply chain
management and reducing the need for large physical retail spaces,

impacting commercial real estate and logistics sectors.
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Employment: Shifts in retail models are changing employment patterns, with
increased demand for roles in logistics, technology, and customer service,
and a decline in traditional retail positions.

Traditional business models must evolve to survive in the e-commerce era.
Embracing digital transformation, investing in technology, and prioritizing
customer experience are essential strategies. The future likely belongs to
businesses that can successfully integrate the best aspects of both
traditional and digital models, remaining agile, innovative, and customer-

centric in a rapidly changing marketplace.

In summary, technological advancements—particularly in e-Commerce and
e-Business—have catalysed fundamental changes in organisational
structures and management functions. As organisations continue to integrate
new technologies, the role of managers is likely to evolve further, demanding
continuous learning and strategic foresight to navigate an increasingly digital

business environment.
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3. Changing Nature of 21st Century Corporations

The 21st century has brought profound changes to the nature, structure, and
purpose of corporations. These changes are driven by technological
advances, globalization, shifting societal expectations, and evolving business
models. Below is a synthesis of the key trends and characteristics shaping

corporations in this era.

3.1 Increased Connectivity and Globalization

The 21st-century corporate landscape is increasingly shaped by global
interconnectivity. The widespread adoption of internet technologies has
made it possible for businesses to operate and interact across borders in
real-time. The internet provides not only limitless opportunities for consumer
transactions (B2C) but also opens up new possibilities for business-to-
business (B2B) interactions. B2B services allow companies around the world
to connect with each other, regardless of their location, thanks to advanced
global transportation and logistics systems. Furthermore, e-commerce
revenue has experienced significant growth, making it a prime opportunity for
businesses to collaborate across borders, a development made possible by
the expansion of the internet (Sadeeq et al., 2020). E-business and e-
commerce platforms enable seamless transactions and communication with
international partners, suppliers, and customers. This has led to:

- The formation of global supply chains.

- Access to international markets for even small- and medium-sized
enterprises.

- Accelerated economic development due to the widespread diffusion of
information and communication technologies (ICTs).

Companies like Amazon and Alibaba exemplify this globalization by
operating massive digital marketplaces that serve global audiences and

sellers.
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3.2 Shift towards Digital Transformation

Digital transformation is a defining characteristic of modern corporations. It
involves integrating digital technologies into all areas of a business to
enhance efficiency, responsiveness, and customer engagement. With the
rapid growth of the Internet of Things (IoT), the rising number of internet
users engaging with digital services, and the increasing digitalization of value
chains, the importance of digital data and technology will keep growing.
Having access to data and the capability to analyze it with artificial
intelligence is essential for maintaining the competitiveness of both
companies and entire countries in the modern era (Volkova et al., 2021).

Key elements include:

- Al-driven recommendation engines.

- Smart logistics and real-time operational visibility.

- Cloud-based collaboration tools and ERP systems.

- Mobile commerce and digital payment systems.

For instance, Tesco has undertaken a comprehensive digital transformation
strategy, investing heavily in technologies such as artificial intelligence, big
data, cloud computing, robotics, and alternative reality to enhance both
operational efficiency and customer engagement. The company’s leadership,
particularly under CEO Ken Murphy, has prioritized innovation, launching
initiatives like the Clubcard Pay+ mobile wallet, same-day delivery, and
advanced click-and-collect services (GlobalData, 2024). Again, Sainsbury is
also accelerating its digital transformation, focusing on Al, cloud technology,
and machine learning to modernize operations and improve both customer
and staff experiences. The table below is given a comparison between the

digital transformation of Tesco and Sainsbury.
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Aspect Tesco Sainsbury

Technology Al, big data, cloud, Al, cloud, machine
Focus robotics, alternative learning, contactless
reality retail, big data
Omnichannel Advanced e- Unified cloud platform,
Strategy commerce, click-and- | Al-driven customer
collect, loyalty experience
programs

Supply Chain Data-driven logistics, ML-based order

sustainability, planning and
efficiency forecasting, supply
chain agility
Employee Upskilling for digital Al education and
Development readiness upskilling programs
Partnerships Trigo, Skill cast, Microsoft, SAP, AWS,
various tech vendors TCS, Blue Yonder
Customer Personalization, Generative Al for
Experience frictionless stores, personalization,
virtual stores enhanced

online/offline

Table-2: Digital Transformation Comparison Between Tesco & Sainsbury

Furthermore, COVID-19 accelerated this shift, forcing traditional businesses
to digitize rapidly. Retailers had to rethink their models, embracing

omnichannel strategies and investing in technology to remain competitive.

3.3 Importance of Adaptability and Agility

Corporations today must be adaptable and agile to survive. The rise of
innovative technologies presents significant challenges for organizations,
particularly in transforming traditional business models and enhancing
strategic capabilities to navigate unexpected opportunities and threats in the
environment. Additionally, the internet and advanced digital technologies are

reshaping lifestyles, integrating daily activities into the virtual realm and
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giving rise to a digital society. The rapid growth of this digital society and
ongoing technological advancements are driving businesses to adopt digital
technologies as a core component of their operations, leading to increased
digitization and the expansion of electronic commerce (e-Commerce). This
evolution marks the emergence of a digital economy in the business world,
where the potential of e-Commerce has not only empowered numerous
companies but also contributed positively to national economic growth
(Boonlua et al.,, 2024). Traditional hierarchical models—rigid and
centralized—are being replaced by dynamic, flexible structures. Reasons for
this shift include:

- Rapidly evolving consumer expectations.

- Fast-changing technological landscapes.

- Competitive pressures from digital-first companies.

Agile companies can quickly pivot operations, customize consumer
experiences using data analytics, and manage decentralized teams—
especially in remote or hybrid work environments. This ability to adapt is no

longer optional but essential for long-term success.

CHANGING NATURE OF 21ST
CENTURY CORPORATIONS

INCREASED CONNECTIVITY
AND GLOBALIZATION

e Global interconnectivity and access to
markets

e Formation of global supply chains

SHIFT TOWARDS DIGITAL
TRANSFORMATION

e |ntegration of advanced digital technologies

e Enhanced efficiency and customer
engagement

IMPORTANCE OF ADAPTABILITY
AND AGILITY

e Fast-changing technological and market
landscape

e Flexibility to pivot operations and strategies

Figure-6: Diagram of 21% Century Corporations’ Changing Nature
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The 21st century has ushered in a transformative era for corporations,
reshaping their structure, strategies, and operations in response to
technological innovation, globalization, and evolving societal expectations.
To remain relevant and competitive, corporations must embrace continuous
innovation, invest in digital capabilities, and foster flexible organizational
models that can swiftly respond to new challenges and opportunities.
Ultimately, success in the 21st-century business world will depend on a
company's ability to seamlessly integrate technology, strategy, and human

capital into a cohesive and future-ready enterprise.
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4. Obsolescence of Traditional Organisational
Structures

The traditional, centralized, and hierarchical business models once dominant
in brick-and-mortar retail are rapidly becoming outdated due to the rise of e-
commerce and e-business. Digital transformation has disrupted the fixed
nature of traditional workflows, where authority and decision-making were
concentrated at the top. Digitally transformed companies are expected to
remain resilient in the face of environmental uncertainty by continuously
enhancing their adaptive capabilities and modifying their processes to
counter the impact of becoming outdated. Although obsolescence is widely
acknowledged as a significant organizational issue and risk, many
businesses still face difficulties in fully understanding the concept and
figuring out how to prevent it. A major contributing factor to obsolescence is
an organization's lack of responsiveness to environmental changes. However,
identifying when obsolescence begins, uncovering its underlying causes, and
creating effective strategies to maintain business relevance pose substantial
challenges (Ates & Acur, 2022).

In today’s digital economy, the need for speed, flexibility, and innovation has
rendered many classical models too rigid to meet contemporary demands.
Businesses must now shift toward structures that support collaboration,
agility, and technological integration to survive in an evolving digital
marketplace. Below discussed are some aspects of obsolescence of

traditional organisational structures:

4.1 Hierarchical Structures vs. Flat Organisations

Hierarchical structures, characterized by multiple layers of authority and clear
top-down communication, are increasingly seen as inefficient in fast-paced
digital environments. Flat organizations—those with fewer levels of
management and more decentralized decision-making—are gaining traction.
Traditional top-down models are being challenged by online platforms and
omnichannel strategies that demand responsiveness and cross-functional

coordination. Flat structures allow for faster communication, quicker
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decision-making, and greater innovation, aligning well with the expectations
of modern digital consumers. Conversely, a prominent study has challenged
the perceived benefits of the 'Flat Organisation,’ suggesting that these
advantages are largely a myth. For many years, scholars, business experts,
and mainstream media have claimed that traditional "authoritarian" and tall
hierarchical structures are outdated and should be replaced by more
"egalitarian” and flat organizational models. This belief has gained traction
recently, especially due to the visibility of a few high-profile flat start-ups like
Valve, Zappos, GitHub, Medium, and Buffer. These companies have received
significant attention for promoting non-hierarchical structures, which, due to
their rarity, has helped fuel the growing perception that all start-ups should
adopt a flat model—often referred to as a “flat organization,” “holacracy,” or
“boss-less company.” As one start-up founder put it succinctly: “Being flat
feels innovative and cool, while structure feels like something from a boring
corporate giant” (Lee, 2022). Another study argued about the effectiveness
and impact of the both structures depends on the necessity or type of the
organisation. Hierarchical structures, often utilized by major companies such
as Apple and Amazon, provide a well-defined chain of command that
facilitates effective control and coordination. In contrast, flat structures
emphasize decentralization and cross-functional collaboration, promoting
flexibility and swift decision-making—traits that are particularly beneficial for
startups and smaller firms. The success of any organizational structure
depends on how well it adapts to changing business conditions while
managing its own limitations (Matriano, 2024). For example, strict hierarchies
can limit innovation and slow responsiveness in fast-moving markets,
whereas flat models may face challenges like unclear roles and difficulties in
resolving conflicts (Bhatt & Garge, 2023).

The debate between hierarchical and flat organizational structures remains a
central theme in modern management discourse. The success stories of a
few well-known start-ups have contributed to the popularization of flat
structures, yet critics argue that these advantages may be overstated or

context-dependent. As businesses navigate increasingly complex
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environments, the choice of structure should be guided by strategic needs,
organizational culture, and long-term sustainability rather than trends alone.
Ultimately, no single model fits all, and a balanced, adaptable approach may

offer the most effective path forward.

4.2 Matrix Organisations and Cross-Functional Teams

The matrix structure, combining different functions and project-based roles,
fosters flexibility and innovation. Retail companies like Zara and Amazon use
this model to enhance responsiveness and speed to market. Besides, the
adoption of ERP and CRM systems in retail giants like Amazon and Tesco
enables departments to work cohesively, sharing data across functions. This
integration fosters efficiency, responsiveness, and adaptability—traits
essential in the current retail landscape.

Again, many organizations have increasingly adopted Cross-Functional
Teams (CFTs) because of the significant advantages they offer, such as their
agile approach to problem-solving, fostering innovation, creating new
products, and enhancing overall business performance. CFTs typically
consist of individuals from various departments—such as marketing,
engineering, sales, research and development, and production. These teams
can function as temporary project groups, with members maintaining their
roles in their original departments, or they may form part of a company’s core
or matrix organizational structure.

While CFTs have been particularly prevalent in the manufacturing sector,
their widespread application has sparked some debate. Overreliance on
these teams has led to questions about their long-term effectiveness in this
industry, especially given the challenges they face during implementation. To
ensure successful integration, CFTs must meet certain requirements—such
as having the right team composition, carefully selecting participants, and
aligning effectively with the company’s existing functional structure
(Gutiérrez-Broncano & Rubio-Andrés, 2024).

Modern organizations are increasingly embracing matrix structures and

cross-functional teams to enhance innovation, agility, and collaboration.
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While these models offer significant benefits, their success depends on
thoughtful implementation, technological integration, and alignment with
existing structures to effectively navigate today’s fast-paced and competitive

business landscape.

4.3 Decentralisation and Empowerment

The shift to e-business has encouraged a more decentralized approach to
management. With digital platforms facilitating real-time communication and
decision-making across locations, authority is increasingly distributed
throughout the organization.

Blockchain technology and smart contracts are transforming traditional
centralized systems through the emergence of Decentralized Autonomous
Organizations (DAOs) in multiple economic sectors. DAOs function
collectively while remaining decentralized, using blockchain and smart
contracts to govern operations. Members participate in decision-making
through voting, promoting transparency and a democratic structure
(Bernovskis, 2024). Empowered employees are able to access internal
communication systems, gain insights, and take on a broader range of
responsibilities, improving productivity and innovation. Leadership now
focuses on enabling teams rather than controlling them, nurturing a culture of
trust and adaptability.

So, the obsolescence of traditional organizational structures reflects the
urgent need for flexibility, innovation, and responsiveness in today’s digital
economy. Hierarchical models, while still relevant in certain contexts, are
increasingly challenged by flatter, more agile alternatives. Matrix structures
and cross-functional teams offer collaborative advantages, but their success
depends on strategic alignment and careful implementation. Decentralization,
supported by digital tools and emerging technologies like blockchain,
empowers employees and fosters transparency. As organizations evolve, no
single structure guarantees success; rather, a hybrid and adaptive approach
tailored to organizational goals and market demands will be essential for

long-term sustainability and competitiveness.
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5. Redefining Management Roles

In recent decades, societal changes have been occurring at an increasingly
rapid pace. This acceleration also impacts the business environment,
requiring companies to be agile and adaptable. As global markets become
more competitive, businesses must develop the capability to respond
effectively to ongoing changes in order to succeed and distinguish
themselves. For this reason, managers play a pivotal role within their
organizations. They are responsible for setting the strategic direction and
must possess a clear vision of the company’s future, along with a plan to
achieve it (Bellon-Alvarez, 2020).

As digital transformation continues to reshape the retail and business
landscape, the role of managers is undergoing significant change. Traditional
top-down leadership models are being challenged by the need for
adaptability, innovation, and collaboration. Managers are no longer just task
supervisors but must now act as strategic enablers, digital innovators, and
change agents. Their responsibilities now include driving transformation,
fostering cross-functional collaboration, and aligning technological tools with

business goals.

5.1 Transformational Leadership

The digital era calls for transformational leadership, where managers inspire,
guide, and empower their teams to embrace change and innovation.
Effective leaders set clear visions, foster trust, and enable teams to adapt in
fast-paced environments.

In today’s business environment, one of the key factors enhancing
organizational effectiveness is the manager’s ability to make decisions that
support the organization’s overall well-being—particularly in the context of
digital transformation. This requires more than just mutual trust and
collaboration between leaders and employees in decision-making processes.
It also involves the leader demonstrating strong digital competencies,
applying modern management techniques, and effectively operating within

the digital space. Crucially, leaders must engage employees, foster their
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commitment, and actively involve them in driving the organization forward
(Siudikiene, 2023).

As outlined previously, visionary leaders are essential for navigating digital
complexity—they must implement innovative strategies, encourage ethical
practices, and promote a strong organizational culture. Leaders now serve as
role models who align internal processes, manage change proactively, and
cultivate high-performing, agile teams capable of thriving in a digitally driven

marketplace.

5.2 Embracing Technological Literacy

With the rise of e-commerce, artificial intelligence, and digital platforms,
technological literacy has become a critical competency for modern
managers. They must be proficient in using and integrating technologies
such as ERP, CRM, data analytics, and cloud systems to enhance decision-
making and operational efficiency.

In e-commerce and e-business, embracing technological literacy is not
optional for managers—it is a core competency that underpins strategic
decision-making, operational excellence, and sustained business growth.
Organizations that invest in developing these skills at the managerial level
position themselves to thrive in the digital marketplace. Research shows that
higher digital literacy among managers directly improves SME performance
and productivity, as it enables better adoption of e-commerce platforms,
more efficient operations, and timely, data-driven decision-making (Suryani
et al., 2022).

Managers need to leverage these tools to improve productivity, drive
customer insights, and maintain competitiveness. As technology continues to
evolve, managers must commit to continuous learning to stay relevant, lead
remote or hybrid teams effectively, and foster innovation through data-driven
strategies.

In a nutshell, the evolving business landscape demands a redefinition of
managerial roles, with a strong emphasis on adaptability, strategic thinking,

and digital competence. Transformational leadership has become essential,
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as managers must inspire innovation, guide change, and actively engage
their teams. Equally important is technological literacy, which enables
managers to harness digital tools for informed decision-making, improved
productivity, and enhanced competitiveness. As digital transformation
accelerates, organizations must invest in developing these leadership

capabilities to ensure long-term success.
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6. Challenges and Opportunities

The 21st century has witnessed unprecedented technological advancements
that are reshaping the corporate landscape. As highlighted in the provided
document, e-commerce and e-business have transformed how companies
interact with customers and manage operations. Traditional organizational
structures and management roles are being questioned, and digital literacy
has become essential for competitive success. The challenges and
opportunities of these technological advances in e-commerce and e-

business are briefly discussed below:

6.1 Challenges

Adapting Organizational Structures: Traditional hierarchical structures
struggle to keep pace with the dynamic nature of e-commerce. As the
document emphasizes, agile methodologies and flatter organizations are
becoming necessary to enable rapid decision-making and innovation (Kotter,
2012).

Evolving Management Roles: The document underscores the need for
managers to be proficient in data analytics, Al, and automation. Managers
must effectively lead remote teams, foster collaboration across multiple time
zones, and cultivate a culture of continuous learning (Porath, 2023). This
requires a shift from traditional command-and-control leadership to more
collaborative and digitally savvy approaches.

Maintaining Security and Trust: As emphasized in the provided document,
ensuring data security and building customer trust are paramount.
Technological Innovation Capabilities: The document highlights the
criticality of a robust technological support structure for businesses operating
in smart logistics ecosystems that are inherently tied to the Internet and
modern communication technologies.

Digital Skills Gap: A significant challenge is the shortage of employees with

the necessary skills to implement digital transformation initiatives.
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Data Privacy and Ethical Concerns: As businesses gather more data, they
face increasing pressure to protect customer privacy and use data ethically.

Constant Technological Change: With technology evolving rapidly,
businesses face the challenge of continually adapting their strategies,

processes, and infrastructure to remain competitive.

6.2 Opportunities

Enhanced Operational Efficiency: The document points out that e-business
technologies can improve operational efficiency through real-time information
sharing across the supply chain (Benitez et al., 2018). E-business tools
facilitate product margin management and improve employee productivity.
Global Reach and Market Access: Improved Customer Experience: E-
commerce offers 24/7 accessibility, fast delivery, and seamless digital
experiences, enhancing customer satisfaction.

Data-Driven Decision Making: E-commerce platforms generate extensive
data that businesses can leverage to understand customer behavior and
make informed strategic decisions, supporting more targeted advertising.
New Business Models: E-commerce fosters innovation in business models,
such as subscription services, personalized product offerings, and direct-to-
consumer sales channels.

So, from the above discussion it can be said that organizations that embrace
digital transformation, invest in talent development, and prioritize security
and ethics will be best positioned to navigate the challenges and leverage the

opportunities that technological advancements offer.
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7. Conclusion

The retail sector has undergone a major transformation due to the rise of e-
commerce and e-business. The shift from traditional brick-and-mortar
establishments to digital platforms has reshaped organizational structures
and management roles.

The term e-business is increasingly used due to its broader and more
complex meaning, and it has become widely recognized. In the e-business
sector, a company's website serves as the central platform for delivering
services, making it a crucial factor in determining the success of online
operations—particularly in the realm of online shopping. Compared to
traditional shopping, online shopping offers greater convenience and
numerous advantages, primarily due to its faster transaction process. This
concept extends to sales channels as well, where products are offered
entirely online. Consumers are no longer limited to shopping in physical
stores like malls or department stores. Instead, technology enables them to
make purchases effortlessly using just their fingers —from the comfort of their
home or even their bed—through internet-based platforms (Asbari , 2023). E-
commerce has revolutionized how goods and services are bought and sold,
emphasizing convenience and speed, while e-business has integrated a
broad range of internal processes such as supply chain management, CRM,
and enterprise communication. To stay competitive in this rapidly evolving
landscape, businesses must embrace technological advancements, invest in

smart logistics ecosystems, and adopt agile, customer-centric strategies.

7.1 Summary of Findings

The retail sector is undergoing a seismic shift driven by technological
advancements and accelerated by the COVID-19 pandemic, resulting in the
rise of e-commerce and e-business. This transformation challenges
traditional organizational structures and management roles, emphasizing the
need for agility, technological literacy, and customer-centric strategies. E-
business technology enhances operations management, product margins,

and employee productivity by enabling real-time information sharing and
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integration of sophisticated Al-driven systems and smart logistics. It enables
data-driven management and customer-centered business, but increased
automation leads to issues that require management. Companies must invest

in talent management to use these new technologies.

7.2 Implications for Future Research

Here are several key considerations for future research:

Organizational Restructuring: Future studies should explore the
effectiveness of different organizational structures in supporting e-commerce
operations. Investigating the impact of agile methodologies, self-managing
teams, and decentralized decision-making on organizational performance
could offer valuable insights.

Management Skill Development: Further research is needed to identify the
specific skills and competencies that managers require to succeed in e-
commerce. Studies could focus on the effectiveness of training programs,
mentoring initiatives, and experiential learning opportunities in enhancing
managerial capabilities.

Customer Experience: Investigating the role of personalization, convenience,
and responsiveness in shaping customer satisfaction and loyalty in e-
commerce settings. Research could explore innovative approaches to
enhance the customer journey, such as Al-powered recommendations,
virtual assistants, and augmented reality experiences.

Smart Logistics Ecosystems: Investigating the impact of technological
innovation on logistics ecosystems, with a focus on operational efficiency,
cost reduction, and environmental sustainability. Studies could explore the
role of emerging technologies such as blockchain, autonomous vehicles, and
predictive analytics in optimizing logistics processes.

E-Business Security and Trust: Investigating the strategies that companies
can use to protect customer data and enhance digital trust. Studies could
explore the effectiveness of various security measures, such as encryption,
multi-factor authentication, and fraud detection systems, in mitigating cyber

threats.
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Sustainable E-Commerce Practices: Exploring the environmental and
social implications of e-commerce, focusing on strategies to promote
sustainability, reduce waste, and minimize carbon emissions. Research could
investigate the effectiveness of circular economy models, eco-friendly
packaging solutions, and sustainable supply chain practices in promoting
responsible e-commerce operations.

Impact of Emerging Technologies: How quantum computing, blockchain,
and other future technologies will shape e-commerce is unknown and can be
studied with both a qualitative and quantitative approach.

Cross-Cultural Studies: Comparative analyses of e-commerce adoption,
challenges, and best practices across different countries and cultures can
provide valuable insights. Such research could explore the influence of
cultural values, regulatory frameworks, and technological infrastructures on
e-commerce Success.

Integration of Al with Digital Commerce: The transformative effect of
integrating artificial intelligence (Al) into e-commerce platforms to refine
consumer experiences, streamline operations, and drive strategic planning
should also be closely examined.

Ethical Considerations: Investigate the ethical implications of e-commerce

and e-business practices.
By addressing these research questions, future studies can provide valuable

insights to help businesses navigate the complexities of e-commerce and e-

business, promote sustainable growth, and create value for stakeholders.
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