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Executive Summary:

The subject of this report is to explore how technological advances in e-commerce and e-business have reshaped the organizational structures and managerial roles in the 21st century companies. Disruptive technologies like AI, cloud computing, IoT and Big Data have completely changed the way businesses operate and made them more agile and customer-centric. As a result, traditional hierarchical structures and classical management approaches that were one valued for control and stability, are now struggling to find their place in the modern digital markets. This report draws on academic literature and the case of Netflix to show how modern organizations are moving towards flatter, networked and platform-based structures, while managers becoming coaches, coordinators and data-informed leaders. The modern e-commerce and digital businesses are faced with significant challenges but they also have opportunities to leverage technology for growth, agility, and innovation like never before. Overall, this report looks into how technology has reshaped the traditional management models into flexible, hybrid approaches, instead of completely replacing them.
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[bookmark: _Toc218535977][bookmark: _Hlk218536256]1. Introduction
As society has gone through economic and technological change, so has the organization of business. Each phase of these changes from agriculture to industry, post-industrial systems, to today’s knowledge era  has reshaped how firms create value and how they are managed. In today’s digital economy, the primary drivers of growth are ideas, innovation and knowledge. The rapid expansion of e-commerce and e-business, fueled by advanced digital technologies, has challenged traditional hierarchical structures and management models. In response, organizations are increasingly adopting flexible, collaborative and technology driven structures to remain competitive in today’s fluid global markets.

[bookmark: _Toc218535978]1.1. Background 

Unprecedented technological advancement is the hallmark of the 21st century. It has fundamentally transformed how businesses operate and compete. The incredibly rapid growth of e-commerce and e-business, driven by AI, Cloud Computing, Big Data, IoT and Blockchain, has created highly connected, customer-centric and fast-moving digital marketplaces. These developments have shown how the traditional organizational structures characterized by stability, predictability and control, that were originally designed for industrial era environments and historically enabled efficiency in mass production settings through rigid hierarchies, specialized roles, top-down decision making, and bureaucratic control mechanisms have limited application to current fast-paced business settings. Models like these have fallen short in enabling instant decision making, fostering fast-paced innovation and staying responsive to shifting market conditions. Instead, modern organizations are increasingly adopting fewer hierarchical layers, decentralized decision-making, higher cross-functional collaboration, (Shahzad et al., 2025) virtual teams, and platform-based ecosystems to remain competitive. As a result, traditional command-and-control style managerial roles have shifted towards facilitation, coaching and digital leadership.
This digital transformation has also led to a reduction in hierarchical layers, weakened traditional administrative controls and increased integration across organizational boundaries. Although these changes provide significant opportunities like enhanced customer insight, improved customer experience and greater innovation, they also present great challenges like cultural resistance, organizational rigidity, cybersecurity risks and ethical concerns which can hinder successful transformation. This situation raises important questions about the continued relevance of classical management theories and traditional organizational structures. Instead of assuming they are totally obsolete, this report delves into whether such models are still relevant in specific contexts or if they need fundamental reconfiguration. By reviewing scholarly literature and examining real world cases such as Netflix’s digital reinvention, the report aims to analyze how organizations can adapt their structures and management approaches to thrive within complex, technology driven digital ecosystems. 


[bookmark: _Toc218535979]1.2. Purpose and scope of the report
This study is focused on how technological advances particularly in e-commerce and e-business are reshaping organizational structures and managerial responsibilities in modern corporations. It examines whether long‑standing management models, built on hierarchical control and classical theory, remain relevant or are being challenged by digital transformation.
The scope is defined through a review of scholarly literature on management theory, organizational design and digital technologies, supported by case evidence from firms like Netflix that demonstrate adaptive strategies. The analysis delves into understanding how structures are shifting from rigid hierarchies to more agile, networked and platform‑based ecosystems, and how managerial roles are being reframed from command‑and‑control toward coaching, coordination and data‑driven decision‑making. By integrating theoretical perspectives with real world examples, the study is intended to clarify whether technology has rendered traditional models obsolete or repositioned them as contingent tools within hybrid designs.
Ultimately, the study is aimed at informing corporate leaders, managers, and policymakers as they navigate the balance between agility, innovation, and governance in a rapidly evolving digital economy.
[bookmark: _Toc218535980]2. Literature Review

This literature review systematically examines the scholarly work on traditional as well as modern management theories, technology advances particularly in areas of e-commerce and e-business and their impact on organizational structure and management practice organized in several key themes to guide the pathway for our study. Research articles have been sought from university library databases, citation databases like Google Scholar, Research Gate as well as different other journal websites and company. 

[bookmark: _Toc218535981]2.1. Traditional Management Theories and Organizational Structures: 

Classical management theories developed in the late 19th and early 20th centuries during industrialisation, focusing on efficiency, hierarchy and top-down control to manage factory- based production (Okon, 2025). In response to growing organisational complexity these ideas evolved into traditional management theory and developed three mainstream theories, well known as scientific management, administrative principles, and bureaucratic organisation.

Scientific Management
Scientific Management Theory is developed by Frederick Winslow Taylor which is based on the idea that work should be planned and performed using scientific analysis rather than tradition or guesswork. Taylor argued that for every task there is a “one best way” to perform the task identified through observation, measurement, and experimentation (Robbins, Coulter, & Randel, 2021). It posits that productivity can be enhanced by decomposing work into standardised tasks and aligning employees with roles that match their skills. Managers assume responsibility for planning, supervision and method design, while employees execute tasks according to established procedures. 

Administrative Theory
Administrative theory was developed by Henri Fayol but unlike Taylor he focused on the activities of all managers rather than frontline worker. He developed fourteen principles that are fundamental rules of management that could be applied to all organizational situations and taught in school (Robbins, Coulter, & Randel, 2021). These principles emphasize that organizational effectiveness comes from clear structure, authority and coordination. Specialization improves efficiency and authority and hierarchy ensure order and accountability. Unity of command and direction prevent confusion by aligning employees under one leader and plan. Fair remuneration, equity, and staff stability support motivation and commitment, while centralization enables control and consistency. Subordinating individual interests to organizational goals, encouraging initiative, maintaining order, and fostering team spirit together enhance productivity, cooperation, and long-term organizational success.

Bureaucracy
Max Weber was a German sociologist who introduced bureaucratic management as an ideal model of how organizations should function (Robbins, Coulter, & Randel, 2021). This system is characterised by special division of work, a clear hierarchical authority and operations are guided by formal rules and standardized procedures. Relationships remain professional, and authority is tied to positions rather than individuals, ensuring stability, consistency, and control throughout the organisation.

Common structures of Traditional Organisation
An organisational structure defines task allocation, decision making authority and how employees’ roles interconnect within the company. The common form of traditional organizational structures can be categorised as following:

Hierarchical structure:  This is characterised by multiple layers of authority, with decisions following from top management to lower levels. This structure promotes control and discipline but can hinder the speed of decision making. 

Functional Structure: It organises employees according to specialised tasks, such as marketing, finance or operations, enhancing expertise and operational efficiency. But as they emphasize on efficiency, they may generate silos and limit interdepartmental coordination and communication.

Divisional Structure: Divisional structures work around products, regions or customer segments, providing greater focus and accountability but often at the cost of resource duplication. 

Matrix Structure: These structures seek to integrate the advantages of functional and divisional models but they frequently introduce role ambiguity and conflict due to dual reporting relationship. 

Traditional management models face major limitations in e-Commerce and e-Business as rapid change and high customer demands need flexibility and speed. Rigid hierarchies and functional silos are no longer sufficient for digital organisations, where innovation, adaptability and customer focus are essential.
[bookmark: _Toc218535982]2.2 Evolution of Technology in Organisations
Businesses have been going through waves of technological changes over the past few decades. that changing and dictating the way businesses operate and interact with customers. From automation to captivating shopping, innovations are navigating efficiency, personalization and global competitiveness.
Artificial Intelligence (AI), Cloud computing, Internet of Things (IoT) are the tools that aid smart manufacturing, automation as well as enhanced customer experiences. They have significantly changed how business operate by improved decision making, enabling faster processes and creation of new and innovative business models. (Reis & Melao, 2023)
Simultaneously, personalized services and automate tasks enabled by AI, Web 3.0 and Machine learning have forced business to transition from traditional shopping to online platforms. Introduction of mobile commerce facilitated by 5G networks has made shopping faster and more convenient. Innovation of like voice assistants and chatbots have strengthen customer support.  Virtual Reality and Augmented Reality backed by Blockchain with e-wallets making secure and seamless payments, have significantly enhanced people’s shopping experiences. Through integration into social media, these Technologies are encouraging Social Commerce (S-Commerce) and Sharing Commerce, which promotes greater collaboration and interaction between businesses and customers (Attar et al., 2022). 
Taken together, advanced digital technologies such as IoT, AI, Cloud computing, Blockchain, Bigdata analytics are transforming business operations by interpreting large datasets, enabling real time connectivity and by automating tasks. Such technological innovations foster new models that make businesses more competitive around the world, ensure safer transaction and increase efficiency (Ismaeel & Zeebaree, 2025).
The communication between businesses and consumers has shifted from face to face interaction to online platforms enabled by AI powered chatbots, social media and emails. Customers can easily share their recommendations or feedbacks that guides businesses to improve their decisions and product designing (Attar et al.2022). AI driven systems and Digital dashboards facilitates collaborative commerce where businesses and customers are co-creating in design, production and marketing making business operations faster, better aligned with customer needs and more transparent (Reis & Melao, 2023).
[bookmark: _Toc218535983]2.3 Impact of e-Commerce and e-Business on Organisation Design
In today’s rapidly changing environments businesses are becoming more and more digital making faster decision making and flexibility essential to stay competitive as well as to survive. The COVID 19 pandemic have shown that rigid systems cannot cope with unexpected situational changes, making AI, IoT and blockchain essential for fast adjustment and quick data analysis. Industry 5.0 tools like simulation software and 3D printing help businesses to adapt production processes faster. Real time data is the foundation of these models on which businesses make accurate planning and monitoring through integration of digital system (Patalas-Maliszewska & Łosyk, 2024). Through immediate access to market information and customer trends digital transformation makes businesses resilient, on the other hand social media, analytics, and cloud platforms provide flexibility to rapid products, services and process modifications (Awad & Martín Rojas, 2024). Speed is highly important in e-commerce because unpredictable and high customer expectations needs instant responses to changes in demand, delivery schedules and inventory.  Businesses are facilitates by advanced IT systems like ERP, WMS, and IoT to track shipments and manage supply chains efficiently (Zennaro et al., 2022). 
Virtual teams, flat hierarchies, agile organisations, platform-based ecosystems, networked systems are essential for modern business structures to remain competitive in  digital world. Flat structures ensures faster communication and quicker decision-making by reducing unnecessary layers of management. Agile organization gives importance on adaptability and quick response to market shift, evolving customer needs and to crisis. Networked organizations capitalize on ICT ensures global connection of internet platforms to connect customers, suppliers, and partners, foster cooperation, resilience, and resource sharing (Gökmen, 2012; Patalas-Maliszewska & Łosyk, 2024). 
Similarly organizations with remote teams are facilitating collaboration across different time zones and locations through video conferencing and cloud systems to ensure business continuity (Awad & Martín Rojas, 2024). Platform-based ecosystems support innovation, sustainability and efficiency in operations by integrating the diverse stakeholders like consumers, businesses, suppliers, logistics providers and even governments (Zennaro et al., 2022). Together, these modern structures prove how digital transformation and e-commerce help organizations to adopt flexible, collaborative and technology-enabled models that enhance their resilience, improve communication, and expedite decision-making.
To cope with the demands of digital transformation modern organizations must adjust their structures accordingly. Centralized environment and long approval chains are the basic characteristics of traditional hierarchy that makes organizations slow, rigid and incompatible for rapid changing business environment. It delays innovation, reduce flexibility and hinder quick response that make companies unable to adopt advanced technologies and to respond disruptions effectively (Patalas-Maliszewska & Łosyk, 2024). 
Digital transformation requires companies to have digital speed, innovation and dynamic capabilities as well as agile and networked structures that enable rapid adjustments to processes, products and strategies. Traditional hierarchies cannot support that because they rely on siloed departments and long approval chain blocking open communication and knowledge sharing. They lack flexibility because they are designed for stability not speed. (Awad & Martín Rojas, 2024).
The growth of e-business and e-commerce has exposed the limits of traditional hierarchies, which are often too slow and rigid for today’s fast-moving digital environment. As a result, organisations are shifting from rigid hierarchies to agile, networked and platform based models that support speed, collaboration and continuous adaptation.

[bookmark: _Toc218535984]2.4 Changing Nature of Management Roles:
In today’s digitally transformed organizations the role of managers shifted from control to coordination, facilitating and collaboration. Teamwork and integration has replaced the traditional approach of strict supervision and authority.  Managers now are organizers whose job is to ensure digital projects run smoothly across departments and locations, reflecting a move from controlling to coordinating (Firk et al., 2021, p. 1802). Supervision has transformed into facilitating role, where leaders remove obstacles, provide support, and empower teams to align digital initiatives with company strategy. Authority is becoming more collaborative, requiring managers to break down silos and foster cooperation across units and external partners (Firk et al., 2021). This change has strengthened further by agile transformation, as managers are expected to share responsibility for decisions making, support team learning, coach and create psychological safety (Obode et al., 2025). While encouraging innovation through collaborative problem-solving, managers now have to guide employees by offering training, tools and support (Qiao, Li, & Hong, 2024). Taken together, these changes highlight a clear picture of managerial role shifting from rigid, top‑down control toward agile, empowering leadership styles that prioritize integration, adaptability, and teamwork.
In digital and agile transformation managers are no longer expected to be evaluated solely on controlling people or processes rather they must foster collaboration, encourage learning and innovation, leverage digital tools and guide teams through change. Digital literacy is essential, with proficiency in AI, cloud computing and data analytics to make informed decisions (Firk et al., 2021; Qiao et al., 2024). Data-driven decision-making has become critical, with managers using analytics to align performance with organisational goals (Qiao et al., 2024). In agile settings, these skills are even more important, as leaders support distributed teams, integrate agile tools, and promote knowledge sharing across departments (Obode et al., 2025). Overall, modern managers must combine digital literacy, remote team management, and data-driven strategies with strong collaborative skills to thrive in dynamic digital business environments. The new expectation has created new leadership roles that reflect the shift toward agility, coordination, and collaboration.  This change reflects in the role of Chief Digital Officer (CDO) who oversees company‑wide digital strategies, promotes projects, and ensuring technology aligns with business goals (Firk et al., 2021). Agile transformation has also introduced the Agile Coach, who acts as a mentor and facilitator, guiding teams in adopting agile practices, improving performance and sustaining cultural change. Agile coaches are now increasingly viewed as change agents for helping organisations build adaptability and resilience in fast-changing environments (Obode et al., 2025).
Digital transformation making traditional control to change into coordination, collaboration and team empowerment. Effective leadership now blends technical expertise, interpersonal skills and change management showing that modern leadership is about guiding organisations through continuous transformation, leveraging technology and fostering agility to stay competitive.
[bookmark: _Toc218535985]3.Critical Analysis:

[bookmark: _Toc218535986]3.1 The way Technological Advances Challenge Traditional Structures:

Obsolescence of rigid hierarchies

The rapid technological advances in in e-commerce and e-business have made the 21st century corporation  significantly change the way they operate as it requires the current organizations to move faster, to be more flexible, to be more creative and to be more responsive to customer need and market changes. Because of this shift traditional rigid hierarchical structures are becoming less effective as they delay decision making and communication making businesses too inflexible to respond today’s fast moving digital environment. Businesses must transform into “infinitely flexible organizations” to survive in the digital age, moving away from static, hierarchical models that cannot cope with rapid technological and market changes (Cosa, 2024).
To succeed and survive in digital markets, contemporary businesses must continuously experiment with new business model, customer experiences and technologies but rigid hierarchy limits this innovation by discouraging experimentation because its high dependence on compliance and risk avoidance, whereas flatter and more flexible structures support learning, creativity, and rapid innovation. Cloud systems, digital systems, and collaboration tools open new doors for employees to work across departments, locations and time zones, which requires horizontal coordination reducing the need for vertical bureaucratic system. Traditional organizations with rigid processes and long approval chain won’t survive in rapidly evolving digital market enabled by technologies like Artificial Intelligence, big data and IoT. Growing role of data and analytics in decision making is another important factor e-business environment because here decisions are guided by real time data rather than managerial. Another important factor is the growing role of data and analytics in decision-making. In e-business environments, decisions are increasingly guided by real-time data rather than managerial instinct only.  As a result, authority has moved from formal hierarchy to those with knowledge and expertise, reducing importance of traditional command-and-control management and changing managers roles as facilitators who interpret data and support team decisions. Digital Transformation often requires new organizational configurations, such as flatter structures, cross-functional teams, and collaborative networks, to enable agility and innovation (Kraus et al., 2022).
Agility is the above collective qualities that are the backbone of digital transformation, linking leadership, culture, technology, and processes into one adaptive system capable of thriving in a fast‑moving digital world. It enables organizations to adapt to uncertainty, integrate social and technical systems, and respond to change in real time. Agile governance creates decentralized decision-making, iterative feedback loops, and flexible coordination, which are vital for digital transformation success (Chen et al., 2025), which traditional hierarchies cannot provide due to its reliance on top-down authority and multiple approval layers that reduce organisational agility. This is one of the major reasons hierarchical models are becoming obsolete is the speed and complexity of digital environments. 
Globalisation and decentralisation
Globalisation driven by rapid advances in digital technology, has made the world more interconnected than ever. Businesses can now reach customers anywhere, opening new opportunities for growth, innovation  and collaboration. However this interconnectedness also intensifies competition, forcing companies to adapt quickly and make strategic decisions to stay competitive. The resulting pressure has accelerated the decline of traditional hierarchical structures in modern corporations.

As companies expand across countries and regions, they increasingly rely on regional and local teams to respond swiftly to customer needs and market changes. In global digital markets, decision-making often needs to be decentralised so that local units can act efficiently. Rigid, top-down hierarchies are poorly equipped to support this flexibility. Instead, organisations are adopting more decentralised structures, leveraging digital platforms and Industry 4.0 technologies to coordinate globally while remaining responsive locally. 

E-business also depends on teams spread across different countries and cultures, working both online and offline. Cross-cultural and virtual teams challenge traditional command-and-control models, as they require trust, autonomy and open communication rather than close supervision. Hybrid work further reinforces this shift, combining remote and office-based work to create flexible, technology-enabled systems that adapt to diverse cultural contexts. As a result, organisations become more resilient, innovative, and better equipped to meet market demands. Alkoud and Qatamin (2023) observe that the transition from traditional to virtual and hybrid work reflects a broader move toward flexibility, collaboration, and the use of digital tools to overcome geographic barriers and enhance productivity.

Globalisation has also transformed how value is created. Modern digital ecosystems rely on co-creation, where companies work closely with customers, platform partners, logistics providers, and digital financial services. Open collaboration, shared resources, and data-driven models replace isolated, hierarchical processes. Traditional organisations struggle to support these interactive networks, while platform-based enterprises thrive as dynamic ecosystems that foster innovation and enhance customer experiences. Co-opetition—collaboration with competitors on shared platforms while still competing in the market—has emerged as a common practice, further challenging old boundaries and control mechanisms (Cosa, 2024).
Together, these shifts demonstrate that digital markets demand openness, agility, and collaboration. The era of rigid, top-down structures is giving way to adaptive, networked organisations capable of responding to global opportunities and challenges.

[bookmark: _Toc218535987]3.2 Whether the Traditional Theories are Completely obsolete:

Elements that are still relevant: 

Technological developments in e-commerce and e-business have significantly reshaped the organizational structure of 21st century organizations, which raises the question whether the traditional theories of organizational structure and management remain relevant or not. Although the rigid, top down, vertical hierarchical structure has evolved to flatter, horizontal and flexible structure due to complex technological transformation, its certain core elements and functions like planning, organizing, directing, control and coordination, rooted in classical and bureaucratic models, are still critical for organisational stability and accountability. Even Some highly digital firms require formal structures to manage risk, ensure regulatory compliance, and coordinate complex global operations. Top down and strict organizational structure is still practiced and required in Industries like aerospace, pharmaceuticals companies where strict control and constant quality output, precision is required (Hastings & Meyer, 2020). Similarly Joseph and Sengul (2025) note that centralized and hierarchical coordination is particularly important when tasks are highly interdependent and when it requires to maintain quality, timing and resources across the units.

Areas where traditional theories are obsolete:

In relation to the effectiveness in rapid technological change traditional theories show clear limitations. It has already been discussed that rigid hierarchies and centralized decision-making reduce flexibility and speed which is essential for survival and in fast moving digital market. Classical models also fails to support innovation as they prefer control over creativity which give importance to internal efficiency instead of customer centricity. In response to these shortcomings, today’s corporations are increasingly adopting modern theories and practices like systems thinking which sees company as connected, flexible network where all parts influence each other. “Systems thinking, a holistic approach to analyse that a system’s constituent parts interrelate and how systems work over time and within the context of larger system, offers valuable insights into organizational developments (Sulkowski, Dacko-Pikiewicz, & Szczepańska-Woszczyna, 2026, p.104)”
For example, traditional management theories tend to view organisational problems as isolated issues that can be fixed by controlling individual parts of the system. So mangers focus on supervising tasks, enforcing rules, and correcting specific mistakes within their own departments. They see problems as the result of poor performance or inefficient processes rather than deeper, interconnected causes. Traditional thinking sometimes fails to see how decisions in one unit affect the entire system as it breaks organizations into separate units. These traditional methods contrast sharply with systems thinking, which emphasises relationships, patterns, and the wider and deeper organisational context. 

Traditional management focuses on strict top-down control, stability and efficiency and assumes change as a problem instead of an opportunity to improve. So modern companies shifted to adopt organizational learning that enhance firm’s ability to adapt to technological and market changes by continuous learning. As Senge (2010) defines learning organization as a company that keeps improving its ability to shape its own future as just staying alive isn’t enough. Basic “survival learning” i.e. adapting to changes, must be combined with “generative learning,” which means learning that helps the organization grow, innovate, and create new possibilities (p.14-15). 
Similarly leadership style has also changed and evolved into transformational leadership where top down approaches have become increasingly less prevalent and coercion. Rather than issuing commands, such leaders act as role models who inspire, encourage and motivate their charges. Giving employees individual attention and challenging them intellectually are other fundamental characteristics of this approach. Effective transformational leaders help create a workforce that feels empowered, confident in its ability to find creative solutions, and willing to prioritize the firm’s needs (“An ideal climate for knowledge-sharing and organizational learning,” 2021,p.39).
To summarize traditional theories are not entirely obsolete, but they are insufficient on their own. Their enduring value lies in providing foundational control mechanisms, which must be supported by contemporary, technology driven management approaches to remain effective in 21st-century corporations.
[bookmark: _Toc218535988]3.3 Implications for Management Roles

Managers as coaches, facilitators, and enablers: 

The 21st century technological transformation has changed the mangers way of managing their work making traditional command and control model obsolete as the time passes. In today’s corporation managers are no longer just task supervisors in rigid hierarchies instead their roles have changed into support people, guide process and help develop digital skills so the organization can function smoothly and adapt quickly in the dynamic business world.

One of the most important developments in management role is the shift coaching, mentoring and guiding people instead of telling them what to do. Digital business depends heavily on independent, cross-functional, and often virtual teams. Therefore, manager must support employees with advice and encouragement rather than strict control. “Being a manager is being a good coach: through regular one-on-one meetings, consistent feedback and balancing negative with positive criticism managers should opt to be good coaches “(Dimitrakaki, 2022,p.8). This approach fosters teamwork, trust and sense of responsibility and accountability. Coaching style leadership build a team that react quickly to changing customer needs and technological developments, which is essential for fast moving e‑commerce driven market.

Managing digital tools, virtual teams, and data governance

On the other hand e-business and e-commerce platforms also produce huge amounts of real time data on customers, daily operations and overall performance, so managers are increasingly responsible for managing digital tools and data, which means they must have the understanding of usance of digital systems and smart decision making based on the data they receive. As Lagzi et. al. (2025) highlights in their study that data is the primary foundation for managers' decision-making, and the success of an organisation depends on the timely and appropriate decisions they make. The data-driven decision-making (DDDM) process involves using evidence and data analysis to guide and verify action plans before implementation. Data analysis offers insights that lead to effective decisions, driving success and goal achievement (p.3). Furthermore, technological understanding is now a core competency in modern manager. Although managers need not be technically an expert but they must understand digital platforms, cybersecurity, automation, and data ethics to make informed decisions. This represents a clear transformation from old management style of intuition based leading and experience based management theories by which traditional organization is led by.

Facilitating continuous learning and adaptability

Leading innovation and continuous learning is another critical role of modern managers particularly in virtual work setting. Digital transformation requires constant test of new ideas, rapid iterations and continuous skill development. Managers must build a culture that encourage innovation, tolerate failure and support growth. In virtual work context, this also means maintaining employee engagement, knowledge sharing and supporting creativity despite physical distance.

In addition to that leading and managing remote and culturally diverse teams require clear communication, empathy and more importantly the ability of build psychological safety. Psychological safety means feeling safe to speak up at work without fear of being judged or punished. It allows team members to share ideas, admit mistakes and ask questions confidently. Teams perform best when everyone feels respected, valued, and comfortable contributing openly (Dimitrakaki 2022. p.7).

Collectively, these changes demonstrate how technology-driven e-commerce and e-business environments have reshaped managerial roles, making traditional management theories increasingly inadequate for contemporary organisations.



[bookmark: _Toc218535989]4. Case Study: Netflix
This study is a critical analysis of how the traditional management theories have become obsolete in the face of e-commerce advancements. Netflix has been chosen as a case analysis because of its organizational and management policies as it argues that it is necessary to abolish hierarchical control in favour of radical autonomy and talent density to handle the needs of 21st century digital agility

[bookmark: _Toc218535990]4.1 Company Background


Netflix began its journey on August 29, 1997 by DVD-by-mail rental service in 1998. Later they shifted to online streaming and became one of the first companies to offer on-demand video streaming service globally. In 2023 they stopped DVD mail order service and made streaming the core focus of their business. Netflix now produces original content, explores gaming, live programming and consumer products, serving over 302 million subscribers in more than 190 countries (Netflix, Inc., 2025).

  Netflix: A Timeline of Major Milestones
	1997
	Incorporation of Netflix

	1998
	Operations launched as DVD by Mail service

	2007
	Transition to Streaming Begins

	2013
	Expansion into Original Content Production

	2023
	Discontinuation of DVD Service, Full Streaming Focus

	2024
	Global Reach with 302 M Memberships, Added Games and Live streaming


  (Netflix, Inc., 2025)
Business model
Netflix runs a subscription based streaming business model that gives people around the world access to TV shows, films and games. Netflix’s aim is to expand globally while maintaining strong profitability. Their primary revenue comes from monthly subscriptions supplemented by advertising, live events and consumer products. Netflix provides different pricing plans, including an ad-supported option to attract broader and diversified audience. To keep subscribers Netflix prioritizes high quality content, smooth user experience and ongoing technological innovation for consistent delivery of customer value (Netflix, Inc., 2025).

Financial highlights and company profile-2024
	Category
	Details

	Revenue (2024)
	$39.0 billion (up 16% YoY)

	Operating Income
	$10.4 billion

	Operating Margin
	27%

	Net Income
	$8.7 billion

	Debt
	$15.6 billion

	Stock Repurchases
	$6.2 billion in 2024; $17.1 billion remaining authorization

	Market Value (June 2024)
	$287 billion

	Employees
	About 14,000 full time globally

	Memberships
	302 million paid subscriptions worldwide


(Netflix, Inc., 2025)

[bookmark: _Toc218535991]4.2 Technological Transformation Journey

Netflix’s transformation is a leading example of digital change in the media industry. Its shift from a DVD-by-mail service to a global streaming platform shows how modern organisations operate. Netflix replaces rigid, top-down structures with a flexible, people-focused approach that values teamwork and decentralised decision-making, supported by technologies such as AWS and machine learning (Nelsa et al., 2025).

The Systematic Obsolescence of Rigid Hierarchies

Netflix’s management has shifted their view of success from resource centric only to knowledge and expertise based. They believe competitive strength comes more from knowledge creation and continuous learning rather than from static resource ownership. “A significant paradigm shift has occurred (resource-based view to knowledge-based view, where the ongoing capabilities of knowledge creating have surpassed the old capabilities of owning a static resource)” (Dimitrakaki, 2025, p. 119). To survive in the extremely competitive business Netflix adopted continuous innovation and customer centric strategy. The strategy focusses on building a strong teams by keeping only top talents instead of strict chains of command, which they call “Keeper Test”. This approach enables managers at Netflix to focus on giving clear direction and context rather than micromanaging tasks. The model also uses another term called “Informed Captains”, the experts who make important decision. Here the boss’s role is to set the context, while captains use that context to guide their decisions, giving the Leadership system a form that is more like a tree, with the CEO at the roots and captains at the branches, rather than a rigid pyramid (Hastings & Meyer, 2020). This structure helps Netflix avoid the delays and information gaps which is most common in traditional top‑down management.
From Centralization to Distributive Global Network:
Netflix’s shows its ambition to be truly international by entering 190 countries and gaining 232 million subscribers worldwide. Current research highlights Netflix’s “glocal strategy”, releasing shows and contents at the same time and everywhere to bring audiences together while giving local teams the power to make production decisions (Neira et al., 2023). This proves that the main headquarters no longer makes every decision rather they act as the facilitator of a distributed global network. Also in today’s tough streaming market, waiting for slow approvals is a big disadvantage. Netflix avoids this problem with its “Context, Not Control” approach. Netflix shares important information openly across the company so that teams can quickly adjust their strategies using real‑time data and testing results, without needing permission from multiple layers of bosses (Hastings & Meyer, 2020). Hence Netflix can move much faster than competitors that are stuck with rigid rules and bureaucracy.
The Boundaryless Global Paradigm:
A boundaryless organization encourages open communication, collaboration, and integration across all levels and functions. It is not confined by formal roles, strict procedures, or internal divisions; rather, it thrives on flexibility, connectivity, and shared goals (Karibasaveshwara & Poorma, 2025, p. 3728). Netflix has successfully leveraged technologies to adopt boundaryless model to adapt and dominate in the digital age where remote work, global teams and real time collaboration tools have become norm. 
Netflix has evolved from DVDs to digital streaming, then to producing content worldwide and engaging viewers. They did it all by using data and strong infrastructure to grow globally, which shows a strategy of continuous adaptation and gradual transformation from traditional organizational system to modern organizational system adoption.
[bookmark: _Toc218535992]4.3 Impact on Organisational Structure and Managerial Roles

Traditional organizational and management theories were once effective in industrial era are becoming less relevant in a world driven by AI, automation and constant digital evolution. Modern organization demand creativity and agility and flexible system that thrive on innovation speed.

Breaking the chain of Standardization
Traditional model prioritize standardization and unity of command, which inadvertently creates bottleneck for innovation. Netflix addresses this issue by institutionalizing the “informed captains” (Hastings & Meyer, 2020) allowing for rapid experimentation without waiting for multiple layers of approvals. This agility is just the opposite of the traditional organizations which see difference as an error that must be removed. The whole decision-making system is highly dispersed and there are only a limited number of core rules, control processes or guidelines. This gives teams and departments more autonomy to work in their own way the best they can without constant supervision, resulting in faster, more efficient decision-making throughout the company.

Customer-Centricity vs. Procedural Compliance:

Traditional bureaucratic systems often prioritize internal rules and processes more than external values. But Netflix works differently. Netflix is extremely customer centric. It removes the gap between data and decision and let the information to reach to the people for decision making. Netflix can shape shows and movies right at the production stage by using AI to study what viewers want. Nelsa et al.,(2025) mentioned that to enhance user experience Netflix invested heavily in advanced streaming technologies, including adaptive bitrate streaming and encoding to ensure smooth play back and high quality video, up to 4K/8K under varying network conditions. The company continues to prioritize interface optimization, seamless cross device viewing and mobile friendly experiences to meet evolving consumer needs (Zhang, 2024).
From Unity of Direction to High Alignment:
At Netflix guidance and direction comes from a "Broadly Shared Context" and unified strategic "North Star", not from top‑down commands. Reed Hastings, the CEO of Netflix defined this North Star as “building a company that is able to adapt quickly as unforeseen opportunities arise and business conditions change (Hastings & Meyer, 2020, p.263)”. How each team arrives the desired goal is up to them but the goal has to be clear and the teams must be aligned to achieve that goal.

Remuneration vs. Top-of-Market Pay:

Instead of standardized pay scales, Netflix adopts "top-of-market" compensation to attract and retain talent who are the best in what they do. Creative talent is actively encouraged to communicate with recruiters so that they can do evaluate themselves and the management also knows how well they should pay the top talent if they want to retain or acquire them. “Rather than adopting rigid traditional policies, Netflix’s approach emphasizes flexibility, trust, personalized monetary benefits, and a focus on outcomes, which fosters an environment where top talent can thrive (Jeffers, Romulo, Duncan, & Mujtaba, 2025, p. 1)”

Scalar Chain vs. Radical Transparency
Information at Netflix is distributed "broadly and deliberately," allowing communication to bypass the formal hierarchy for faster execution.
Every year, the financials of the company are published in front of the employees, days before those are released to the public. This enables them to see how the company is performing and how they are contributing to that growth. This instils a sense of ownership in the employees and a sense of belonging that hardly can be achieved otherwise. (Hastings & Meyer, 2020).
Order vs. Dynamic Resource Allocation
A clearly defined strategic orientation, which is called “North Star” at Netflix ensures coherence across diverse teams and functions. In this model, organizational stability is achieved through informational precision and shared purpose rather than through bureaucratic rigidity that enables Netflix to adapt and response effectively in complex and dynamic environments.
Equity vs. Radical Candor
Fairness is rooted in performance and transparency. Netflix ensures that by “Sunshining" of mistakes that  ensures equal accountability. Everyone is given constant feedbacks on how they can improve as an employee or as a team member. This feedback is omnidirectional and anyone can give feedback in a constructive way to anyone as long as it is productive and benefits the company. In the same way, failure is seen as a part of a learning process- it is highlighted, analyzed on ways of improvement and given feedback upon (Hastings & Meyer, 2020).
Initiative vs. Freedom to Innovate
Employees are encouraged to "Farm for Dissent" and take calculated risks without fear of failure. This is how Netflix keeps innovating new product ideas, by letting employees to socialize any great ideas they might have, to bounce it back around for opinions and feedback. And if it feels right, if it looks promising for the company, they go for it. If it succeeds, they celebrate it, and if it fails, they learn from it and move on (Hastings & Meyer, 2020).
Esprit de Corps vs. "The Dream Team" (Not a Family)
Shared morale is built on high-performance camaraderie rather than the unconditional loyalty of a family model. In a family, there are all kinds of members. The family as a whole care for them, nurtures them. But at Netflix, employees form a high-performing sports team where everyone is a star athlete and is at the top of their game. They know each other’s strength so well, they can work together with absolute minimal supervision (Hastings & Meyer, 2020) .
Subordination of Interests vs. "Act in Netflix’s Best Interest"
The five-word policy which was formerly designed to regulate expenses now has evolved into a system that governs the prioritization of company goals over personal or departmental gains. This is the mantra behind every decision- financial, organizational.
Authority & Responsibility vs. Context, Not Control
The managerial style at Netflix drives away from traditional models in the sense that authority and responsibility is not confined within the limits of typical top-down hierarchy. Rather, it is dispersed among loosely coupled teams and individuals who take ownership of the control process themselves while aligning towards achieving the common goal. But, within this decentralized control process, there is a framework of exercising authority, that is “to lead by context”. Team leaders and managers implement this strategy by acting in the best interests of company, putting organizational growth first. It’s another way of leading by example, where leaders show team members the right way to act by doing it themselves.
For example, the “no vacation policy” at Netflix appears to be confusing for outsiders, but the employees make the right use of this policy instinctively, in a way that does not disrupt or hamper business. When this policy was first introduced, there were some confusion and minor disruptions among the employees in general, but when the leaders actually took vacations as they needed while considering the need of the company, everyone else knew how to make the best it (Hastings & Meyer, 2020).
[bookmark: _Toc218535993]5. Challenges and opportunities the 21st century organization have:
[bookmark: _Toc218535994]5.1. Challenges to overcome:
Modern e-commerce and digital businesses operate in an environment that is fast, demanding and constantly changing. Today’s customer compare companies digitally. They judge the companies based on what best digital experience they have ever received and move quickly to competitors as soon as their expectations are not met. So businesses are under continuous pressure to deliver fast and highly personalized services on every possible digital platforms. Providing this level of services depends heavily on real time data, well integrated digital platform and analytics. At the same time, this heavy reliance on digital systems creates cybersecurity and data privacy a critical concern. E-commerce firms need to collect and process large volumes of sensitive customer information that makes them vulnerable to cyberattacks. Any failure to protect this data or comply with privacy regulations can result in serious financial losses and long-term damage to reputation (Joshi et al., 2025; Sacavém et al., 2025).

Moreover many organizations faces resistance to change. Their long established cultures, rigid structures and familiar routines can slow the adoption of new technologies and ways of working (Shahzad et al., 2025). During the transformation employees may feel uncertainty and threatened by the new reality making effective change management and strong leadership to build trust and confidence. Finally relentless competition in the digital market raising customer acquisition cost as companies needs to develop and invent new platforms, business model and technologies continuously to survive, grow and  adapt in this increasingly competitive digital landscape.


[bookmark: _Toc218535995]5.2. Opportunities to leverage:

Technology is opening up powerful opportunities for businesses to grow and work smarter. With data and analytics, companies can better understand their customers, design more targeted marketing and make informed decisions based on real insights rather than assumptions (Mazher & Tramankuti, 2024; Joshi et al., 2025). Digital platforms also make it easier to personalise services and anticipate customer needs, leading to more engaging and satisfying experiences (Joshi et al., 2025; Sacavém et al., 2025).
At the same time, tools such as automation, cloud computing and AI help organizations become faster and more efficient by streamlining processes and reducing operating costs (Sacavém et al., 2025). Many firms are also building digital teams and wider ecosystems that allow them to respond quickly to market changes and remain competitive in dynamic environments (Shahzad et al., 2025).
Digital collaboration tools and partnerships further strengthen innovation by connecting internal teams with external partners and networks, enabling shared learning and joint value creation (Shahzad et al., 2025; Sacavém et al., 2025). Overall, embracing these technological opportunities helps organizations improve efficiency, deliver personalised experiences and build strong, connected ecosystems that support long term success in the digital age.
In summary, while modern e-commerce and digital businesses face significant challenges they also have unprecedented opportunities to leverage technology for growth, agility and innovation. Success depends on balancing these pressures with strategic use of data, digital tools, and collaborative ecosystems to remain competitive and resilient in a rapidly evolving market. 

[bookmark: _Toc218535996][bookmark: _Hlk217602339]6. Conclusion:
From the above presented scholarly discussions it is prominent that present day success of companies does not depend on the size only, it needs speed, adaptability and the ability to respond quickly to customers as AI, cloud computing, IoT, analytics and blockchain continue to advance and change how companies operate. Traditional hierarchical businesses based on stability and control struggles in this fast paced environment as silos limit collaboration and multiple approval layers slows decision making. Moreover authority based solely on job title matters very little than knowledge gained from data and expertise. So many companies are adopting flatter structures, digital platform and product focused team where employees, partners and customers co-create value. Leadership roles are evolving as well, managers are now coach teams, connect functions and guide continuous change instead of merely giving instructions. Netflix provides a clear example of this transformation. Its culture of “context not control” openness, and shared decision making empowers teams to move quickly, use data effectively and deliver personalized experiences at scale. Although some research finds that structure and control remain important in high risk areas.

[bookmark: _Toc218535997]6.1.Summary of Findings:
The findings show that three major transformations are currently reshaping how 21st century organizations operate. First, digital technologies are transforming how companies operate. AI and analytics enable personalized experiences, cloud and IoT provide real-time visibility and automation and social and mobile platforms push firms toward seamless, omnichannel engagement. In this rapid changing environment, success depends on quick decision making, cross team collaboration and resilient logistics areas where traditional hierarchical structures often fall short. Second, organizational forms are evolving to match this new reality. Flatter structures reduce delays, product or value stream teams take ownership and platform ecosystems invite customers, suppliers and even competitors to co-create. Virtual and hybrid teams are now common phenomena supported by cloud collaboration and unified data systems.

Third, the role of managers is being redefined. Leaders are expected to coach, facilitate and remove obstacles, blending digital literacy with human skills such as psychological safety, change management and remote team leadership. Data driven decision making shifts authority to the leader capable of understanding the information and at the same time new positions like Chief Digital Officer, Data Manager and Agile Coach are created to support and adjust with  digital transformation. 

E-commerce and e-business make these changes even bigger creating a need for integrated ERP, IoT and last-mile innovations as well as coordination among partners. Although technology has reduced the relevance of traditional bureaucracy in today’s E-commerce and e-business but still bureaucracy is not obsolete. In industries like pharmaceuticals, aerospace or critical infrastructure clear roles, formal controls, and escalation paths remain essential for managing safety risk, stability and accountability (Hastings & Meyer, 2020; Teske & Adjekum, 2022). To bring the balance organizations should reduce bureaucratic elements that blocks speed and innovation but retain it where discipline and reliability are critical. Netflix demonstrates this balance by balancing distributed authority and openness with a clear strategic vision, strong technical standards and a talent model designed for impact. Thus Digital transformation reshapes organizational structure while retaining the essentials foundations

[bookmark: _Toc218535998]6.2.Recommendations:
Corporations should focus more on value creation while implementing technology and treat the business as a platform with open APIs and shared data to facilitate collaboration with partners and customers. Use cross-functional teams to manage product or value chains, monitor real time performance and welcome and continuously experiment new ideas. Utilize analytics for deeper understanding, integrate technological tools for efficient logistics, incorporate security and compliance into processes from the start.

Manager’s role must shift from supervision to facilitator, develop digital literacy and agile leadership skills. Create psychological safety, remove barriers and guide teams through context rather than control. Master remote and hybrid work practices and manage change by clearly communicating purpose while balancing autonomy within policy boundaries.

Organizations shifting from traditional structures should start with small pilot projects, learn from experience and expand gradually. They need to replace rigid processes with flexible guidelines, make clear principle and strategy and build talent through honest feedback and they should maintain controls where safety and compliance matter but remove unnecessary bureaucracy that slows innovation and collaboration.
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