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Abstract  
For the last months, the Swedish e-commerce market has experienced impacted competitive 

dynamics followed by the entrance of the US giant, Amazon. This thesis investigated the competitive 

dynamics that developed after the entrance of Amazon on the Swedish e-commerce market. The 

research aimed to accentuate how the competitive dynamics developed, how Amazon was perceived 

on the Swedish market, and whether it was in fact unwelcome by Swedish firms. Suspicion of the 

unfamiliar giant resulted in various reactions from the Swedish players. The thesis conducted a case 

study of the competitive dynamics that developed from Amazon’s entrance into the Swedish market. 

A conceptual framework based on previous research was constructed to connect essential theories 

within competitive dynamics. The framework represents an industry’s competitive environment 

when an actor enters a new market. The empirical data was collected through qualitative research 

interviews with five Swedish firms operating within the book industry, children product industry, 

and marketplace industry. Findings showed that competitive dynamics is evidently impacted. The 

Swedish players are less threatened than expected, and many preparations were in store before the 

entrance. Findings additionally found that Amazon could help to drive customer consciousness of 

marketplaces. This thesis has contributed to additional insight in competitive dynamics from a firm 

perspective.   
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1. Introduction 

This chapter includes background, problematization, research purpose, research 

question, and disposition. The background presents the current market environment 

that covers Amazon’s recent entrance on the Swedish market, and the following 

discussions and reactions from the affected players portrayed in various 

communication platforms. The problematization will illustrate the significance of 

the study in relation to Amazon and the affected Swedish players. Further, the 

chapter continues with an explanation of the research purpose and research 

question. Finally, a disposition will outline the structure of the thesis.  

1.1 Background 

On October 28th, 2020, Amazon was officially established on the Swedish market  

(Day One Team, 2020), and this was their message: 

Today is only the start of Amazon.se. We will continue to work hard to earn the 
trust of Swedish customers by growing our product range, ensuring low prices, 
and providing a convenient and trusted shopping experience. (Day One Team, 
2020, 2nd paragraph) 

The giant from the US had now entered Sweden (Day One Team, 2020). Amazon 

considered Sweden a definite catch, but whether the feeling is mutual, is not clear 

(The Local, 2020). According to Forbes, in 2019, Sweden was considered the 

second-best country to conduct business in (Forbes, 2018), and the fastest growing 

economy in Europe (Invest Stockholm, 2017). An advanced market like Sweden is 

valuable for an advanced international player within the context of e-commerce, the 

purchase of products or services over computer-mediated networks (Benmamoun 

et al., 2018). Swedes view global giants, such as Amazon, with some suspicion 

(Mitzner, 2018), and many prominent brands are refusing to sell through Amazon 

(Orange, 2020). At the time of launch, Amazon’s platform was already able to offer 

over 150 million products at affordable prices (Amazon, 2020b). Still, Swedish 
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newspapers expressed that the Swedish e-commerce players were not impressed. 

Statements like “Not a single person would shop there if it did not say Amazon.se” 

spiraled through media (SVT Nyheter, 2020, 1st paragraph).  

Sweden is the first Nordic country that Amazon has entered. What effects this will 

have remains to be seen, but it could potentially mean a challenge for local Swedish 

players to meet the giant (Reuters, 2020). Global giants present a level of anxiety 

for the national competition (Hill & Hult, 2018). The Swedish players’ real reaction 

towards Amazon is of interest to investigate further.  

There has been suspicion of Amazon’s entrance into the Swedish market for years. 

Therefore, Swedish players have been in preparations for a long period of time 

(Reuters, 2020). Upon Amazon’s actual entrance, Swedish players responded in 

various ways, both intrigued (Day One Team, 2020) and concerned. The entrance 

resulted in widespread discussions on how Amazon might potentially shake the 

entire Swedish market (Nikel, 2020).  

Swedish players have expressed various statements on cooperation (Day One Team, 

2020) and non-cooperation with the giant (Laxgård, 2020). Some firms see Amazon 

as a new platform to operate through (Turula, 2017), whereas from another 

corporate perspective, Amazon is considered a rivalrous threat (Laxgård, 2020). 

Pierre Magnusson, Head of E-commerce at N!CK’S expressed: 

The opportunities on Amazon are enormous. Amazon has grown to become our 
most important channel for exports, and within the first months of working with 
Amazon we were cash flow positive. N!CK'S continues to grow and has become 
one of the best-selling brands within our category, and we are still seeing 50% 
year-on-year growth in the EU Amazon stores alone. I would definitely 
recommend more Swedish companies start selling on Amazon. (Day One 
Team, 2020, 7th paragraph) 

However, not every Swedish player is as enthused as N!CKS. Some players’ 

reactions have resulted in fear that Amazon will disrupt the market and make 

players slaves under their rule (Turula, 2017). The CEO of Pricerunner, Nicklas 
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Storåkers stated: “then we’re all dead. All e-commerce players will become slaves 

under Amazon, and there will be no space left for us. That’s how you should think,” 

(Turula, 2017, 9th paragraph). The variation in opinions between Swedish players 

gives mixed signals as to if Amazon is welcome or not.  

The question is, why Amazon is being rejected by some and not others? (The Local, 

2020). There is an important distinction to consider when dealing with Amazon; 

Amazon is a marketplace, rather than a regular e-commerce firm. Amazon’s 

business strategy is to create opportunities through coopetition, the collaboration 

between competitors (Ritala et al., 2014), by hosting two million third-party sellers 

on their platform (Luo, 2021). For instance, small- and medium enterprises can 

benefit from Amazon’s advanced logistics solutions to become “micro-

multinationals” that can reach an enormous global customer visibility and increase 

exporting (Luo, 2021). Amazon’s advanced logistic solutions includes unique, 

efficient delivery options, such as same-day delivery. In consideration to Sweden’s 

environmental and sustainable advocacy, it is questionable if these advanced 

logistic solutions, that are not considered environmentally friendly will be favored 

on the Swedish market (Heikkilä, 2020).  

Export Entreprises SA (2021) implied that in general, Swedish e-commerce players, 

operate to match the Swedish consumption pattern to fulfill customers’ needs 

(Export Entreprises SA, 2021). The prominent product factor for Swedish 

customers is price, followed by function, quality, and brand. In addition, Swedish 

customers are remarkably impacted by sustainability issues (Export Entreprises SA, 

2021). The CEO of the electronic retailer Elgiganten, Niclas Eriksson expressed the 

following about the Swedish market and its customers: 

What makes the Swedish market unique is that there is a great focus on 
companies to do good, be transparent and sustainable. For many Swedes, this 
is even more important than a wide range and low price, (Heikkilä, 2020, 24th 
paragraph) 
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According to several Swedish players, Amazon is at present not unified with the 

Swedish model. Amazon is known for inhuman working conditions, tax evasion 

techniques, dishonest market practices, and anti-unions attitudes. Further Amazon 

is recognized to place efficiency and profit over safety and security of staff. Swedish 

unions demand change on Amazon’s establishment in the Swedish e-commerce 

market (Stenberg, 2020).  

E-commerce continues to evolve, with an immensely accelerated increase by the 

impact of the Covid-19 pandemic, which has further increased online shopping 

(World Trade Organization, 2020). The CEO of CDON, Kristoffer Väliharju 

claimed there is a “perfect storm in e-commerce now” and that this trend will 

increase with the entry of Amazon (Heikkilä, 2020, 10th paragraph). Due to Covid-

19, Swedish e-commerce players have experienced extraordinary growth. In 2020, 

the Swedish e-commerce market increased with 21 percent reaching $12 billion 

(EcommerceDB, 2021). Similarly, Amazon experienced an increased growth of 38 

percent in net sales reaching $386.1 billion in 2020 (Amazon, 2021). The Swedish 

e-commerce market is at a crossroad as this increased competitive environment 

continuous to evolve. The question is what the different reactions are based on 

towards the US giant (Day One Team, 2020). 

1.2 Problematization 

Multinational enterprises (MNEs) can contribute to competitive dynamics and 

impact national firms when they enter a new market; e-commerce introduced. The 

MNEs can have superior capabilities, which introduces a highly competitive 

environment for national firms operating with less developed institutions (Mutlu et 

al., 2015). In general, research has not until recently focused on the opportunity for 

global expansion that the growth of global e-commerce has created. Since 

digitalization move at a phenomenal pace, research has problems keeping up (e.g., 

Etemad, 2017; Luo, 2021; Tolstoy et al., 2021). Luo (2021) found that 

digitalization’s accelerated pace outdates the relevancy of previous models within 
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strategic management (Luo, 2021). An increased focus on the development of e-

commerce have provided international opportunities, which enable both cost 

reductions and access to foreign customers. The emergence of engagement within 

online activities have created a higher global competitiveness level (e.g., Etemad, 

2017; Benmamoun et al., 2018; Tolstoy et al., 2021).  

MNEs can be dangerous for local businesses when they enter, with innovation and 

developed entrepreneurship MNEs can proliferate and potentially shake the market 

(Hill & Hult, 2018). On the one hand it has negative impacts, when MNEs 

undertake more extensive parts of markets and create increased competitiveness, 

smaller players in the domestic market can often be replaced by MNEs. Based on 

advanced digital technologies and logistics, MNEs usually have a head start to adapt 

to e-commerce environments (e.g., Benmamoun et al., 2018; Tolstoy et al., 2021). 

On the other hand, MNEs might have a positive impact on the competitive dynamics 

of the market. For example, Amazon’s business model has extended players’ 

opportunities with an advanced marketplace (Luo, 2021). Amazon’s marketplace 

provides cooperative elements (Raza-Ullah et al., 2014) that evokes diverse 

emotions of distrust, fear, trust, and satisfaction (Lascaux, 2020). This point of view 

has not, to our knowledge, been taken into extensive consideration in previous 

research. 

To outline the potential of Amazon and the players’ reactions, it is essential to 

understand the advantages that Amazon has created in the past (Ritala et al., 2014). 

Amazon’s marketplace creates opportunities of coopetition, the collaboration 

between competitors, which generates value co-creation and value appropriation. 

Value co-creation is based on the definition that “cooperation and competition 

merge together to form a new kind of strategic interdependence” (Chou & 

Zolkiewski, 2018, p. 26). Value co-creation is the total benefits experienced for all 

parts, and value appropriation is the individual value the firm experience from the 

shared benefits. Together value co-creation and value appropriation generate a 
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convergence of value on both internal and external networks (e.g., Bengtsson & 

Kock, 2014; Chou & Zolkiewski, 2018; Ritala et al., 2014).  

Ritala et al. (2014) provided evidence that coopetition through Amazon added value 

co-creation and value appropriation. Additionally, the coopetition increased market 

growth, competitiveness, and resource efficiency. Coopetition created a positive 

outcome for Amazon, multi-national competitors, content providers, and third-

party sellers involved (Ritala et al., 2014). Amazon has been admissible to firms of 

any size to leverage from their marketplace, knowledge, innovative infrastructure, 

and logistics (Ritala et al., 2014). Collaboration with competitors does not solely 

create value; it entails risks and cost-sharing, which can negatively affect the 

interplay between actor and reactor (Ritala et al., 2014).  

To our knowledge, there is limited research of the competitors’ reactions when a 

global marketplace enters a new market and the impact it has on the competitive 

dynamics in the context of e-commerce. The reactions from Swedish players 

towards Amazon’s entrance is to our knowledge still unexplored in previous 

research as this phenomenon takes place at the current time of writing. Amazon 

creates a competitive environment and provides opportunities that will be 

disregarded or harnessed by the Swedish players. Therefore, few firms can be 

compared with the magnitude of Amazon and Swedish players will most likely 

react. The competitive dynamics and the Swedish players’ reactions that develop 

are in focus to be examined in this thesis.  

1.3 Research Purpose 

The purpose of this study is to examine how the competitive dynamics developed 

after Amazon’s entrance into the Swedish market. The study of competitive 

dynamics accentuates how the Swedish players perceived and reacted towards 

Amazon. Whether or not Amazon is an unwelcome giant is unclear. Suspicion of 

the unfamiliar giant resulted in various reactions from the Swedish players. This 
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study aims to examine what the reactions were based on. The research aims to 

contribute to insights of the competitive interplay between the foreign giant, 

Amazon and the Swedish players.   

1.4 Research Question 

How has the competitive dynamics of the Swedish e-commerce market developed 

after the entrance of Amazon? 

1.5 Disposition 

Chapter 1 introduces background, problematization, relevance of the purpose, and 

research question. Chapter 2 presents the theoretical framework which describe the 

theoretical background through a presentation of theories and concepts related to 

competitive dynamics. Further, the chapter presents a conceptual framework. 

Chapter 3 discusses the methodology of the thesis from a theoretical and empirical 

perspective. Chapter 4 clarify the case further and presents relevant information 

about the context of the study. Chapter 5 presents the findings of the empirical 

collected data. Chapter 6 consist of a discussion of the main empirical findings from 

the qualitative research. Chapter 7 concludes the thesis and presents theoretical 

contributions, practical contributions, critical review, and future research.  
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2. Theoretical Framework 

This chapter presents a theoretical framework, which includes the chosen theories 

this thesis transpired from. It presents various concepts and models within the 

interplay of competitive dynamics. Further, a constructed conceptual framework 

visually presents how the concepts are connected and accentuate the essence of the 

theories’ context within the thesis. 

2.1 Competitive dynamics  

The increase of economic forces such as globalization and stakeholder power has 

compelled a broader conceptualization of competition in research (Chen & Miller, 

2015). Competitive dynamics have been viewed from several previous research 

perspectives (Chen & Miller, 2015). Competitive dynamics and how it is created 

can be defined as “a series of actions (moves) and reactions (countermoves) moves 

among firms in an industry” (Smith et al., 2001, p.3). Competitive dynamics is the 

study of how firms’ competitive moves create competitive advantages, 

performance, and impact competitors. Occasionally, these actions and reactions can 

enlarge between firms and affect the industry performance negatively, and at times, 

the behavior pattern can be profitable (Smith et al., 2001).  

Earlier research exemplifies that although it could be advantageous to be rivalrous 

in the short term, the behavior can escalate to corporate negligence that prevents 

entrepreneurship, flexibility, and innovation. In contrast, global cooperative rivals 

are committed to investigate in building relationships as this could generate 

corresponding learning and mutual adaptations. However, pure collaboration could 

be similarly disadvantageous. A middle ground is for global rivals to collaborate 

within certain domains but at the same time compete in other domains (Luo, 2007).  

Players that take key initiative as an outside player on a new market can create 

competitive dynamics (Ritala et al., 2014). In strategic management literature, 
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Ethiraj and Zhou  (2019) mentioned three factors in regard to competitive 

interaction on market entry and rivalry: characteristics of the attacker, 

characteristics of the defender, and characteristics of the market (Ethiraj & Zhou, 

2019). First, the characteristic of the attacker considers MNEs, which penetrates 

new markets (Ethiraj & Zhou, 2019). Second, the characteristic of the defender 

considers the players that face threats from the unfamiliar giant (Ethiraj & Zhou, 

2019). Third, the characteristic of the market considers the competitive 

environment where the action happens (Ethiraj & Zhou, 2019).  

Ethiraj and Zhou’s (2019), three factors of competitive interaction, attacker, 

defender, and market, relates to Smith et al. (2001) Competitive Dynamics Model. 

The Competitive Dynamics Model (Figure 1) presents a connection between actors 

(attacker), reactors (defender), and the competitive environment (market) (Ethiraj 

& Zhou, 2019; Smith et al., 2001). Within the model (Figure 1), the interplay 

between actors and reactors is presented (Smith et al., 2001).  

Figure 1 

Competitive Dynamics Model 

 

Note: Competitive Dynamics model according to Smith et al. (2001) 
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The interplay of the Competitive Dynamics model (Figure 1) consists of several 

stages. Initially, an actor enters a market with an action, perceived by the reactor. 

Then the reactors potentially respond, which could influence the actor (Smith et al., 

2001). The actions and responses create an interplay that shapes the industry’s 

competitive environment and affects the individual, organizational performance 

(Smith et al., 2001). The following three sections will further discuss the 

competitive dynamics focused on actor, reactor, and industry’s competitive 

environment.  

2.2 Actor 

The actor is identified as the MNE that penetrates new markets. For MNEs highly 

advanced markets are primarily considered highly attractive, instead of less 

developed markets (Benmamoun et al., 2018). It is essential to comprehend how 

the MNE operates to understand the underlying reasons behind the reactors’ 

responses, and further realize the opportunities and threats that the MNE creates 

(Ritala et al., 2014). Coopetition, the collaboration between competitors (Ritala et 

al., 2014) is a new form of interfirm relationship that continuously evolves 

(Bouncken et al., 2015). In recent years this has become a new operational approach 

by some MNEs, that aim to create a mix of value co-creation and value 

appropriation between competitors. Firms that collaborate, consider value co-

creation of higher importance than value appropriation, whereas competing firms 

solely experience value appropriation (Ritala et al., 2014). Further in the thesis, the 

focus will emphasize on value co-creation and value appropriation.  

 

When firms cooperatively join forces, the primary mutual aim is to increase market 

shares and create the most extensive possible value for all parts (Bouncken et al., 

2015; Brandenburger & Nalebuff, 1996). However, MNEs create rivalrous 

concerns in the market they enter. Collaboration with competitors does not solely 

create value; it entails risks and cost-sharing, which can negatively affect the 

interplay between actor and reactor (Ritala et al., 2014). Actors additionally face 
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several challenges of adaptation to the host country’s business environment. For 

instance, competitors’ reactions can generate internal and external resistance that 

negatively affect MNEs’ sales (Ritala et al., 2014).  

 

For an MNE that operates through a marketplace, it is essential to cooperate with 

other firms. Therefore, MNEs tend to find collaboration opportunities to the 

markets they operate in (Brandenburger & Nalebuff, 1996). To focus on 

competitors and fulfil customer’s needs is essential to understand in business 

contexts. The actor needs to communicate that a collaboration between competitors 

could potentially create a win-win situation through a balance between value co-

creation and value appropriation. However, for some firms it is simply not 

profitable to collaborate with MNEs (Bengtsson & Kock, 2014; Brandenburger & 

Nalebuff, 1996).  

 

Firms involved in collaborations, develop portfolios of relationships which can 

facilitate in a business environment that has become more changeable, convergent, 

and dynamic (Bengtsson & Kock, 2014). Digital marketplaces such as Amazon and 

Alibaba drive a new era in digitalization of e-commerce through their offers of 

collaboration opportunities to the players (reactors) on the market (Hofacker et al., 

2020).  

2.3 Reactor 

The reactors are the domestic players on the market that face the entry of an actor. 

After the actor’s entrance, the reactors could potentially try to discourage the actor, 

which results in strategic responses for host country players (Ethiraj & Zhou, 2019). 

The current competitive environment that exists on the market is potentially 

impacted the actor’s entrance, and the reactors’ responses varies based on several 

aspects (Smith et al., 2001). Based on the reactor’s prerequisites, the response has 

different shape in term of timing, matching, difficulties, and visibility. According 

to Smith et al. (2001), to understand the reaction, it is crucial to understand what 
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the response is based on (Smith et al., 2001). The business environment is rapidly 

changing, suspicion of the unfamiliar arises, and new players’ entrance eventuates 

in either rejection or collaboration. Emotional ambivalence and behavioral of 

drivers of competitive dynamics can be utilized to identify the underlying reasons 

behind the reactors’ responses (e.g., Ashforth et al., 2014; Chen & Miller, 2015; 

Raza-Ullah et al., 2014).  

Emotional ambivalence is a complex emotion that coincides with tension, that 

creates both positive and negative emotions (Ashforth et al., 2014; Raza-Ullah et 

al., 2014). To feel torn between impulses as a conflict is a typical example of 

emotional ambivalence (Ashforth et al., 2014). For instance, to feel happiness, 

excitement, frustration, and sadness at the same time (Raza-Ullah et al., 2014). 

Feelings experienced from tensions in the situation affects the future actions that 

eventuates in either rejection or collaboration. 

The initial stage of the reactors commenced response can for instance be explained 

through the behavioral drivers of competitive dynamics in the dynamic awareness-

motivation-capability (AMC) model (Chen & Miller, 2015). The AMC framework 

is broadly used in competitive dynamics and can potentially facilitate to increase 

the understanding behind the reactors’ responses (Chen & Miller, 2015). Chen and 

Miller (2015) present an integrative model (Figure 2) that according to them 

presents key behavioral drivers of interfirm. This point of view within competitive 

dynamics emphasize that awareness, motivation, and capabilities influence 

competitive interactions which derive reactors’ competitive responses (Chen & 

Miller, 2015).  
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Figure 2  

An illustration of behavioral drivers of competitive dynamics 

 

Note: According to Chen and Miller (2015) 

Figure 2 illustrates Chen and Miller (2015)’s description of the behavioral drivers 

of competitive dynamics. Awareness is the extent of which the firms perceive the 

rival and themselves in terms of knowledge and insights as a result of the rival’s 

action. Motivation to respond often emanates from competitive pressures. Firm’s 

capabilities may generate a competitive advantage and are essential in the response 

against rivals (Chen & Miller, 2015; Mutlu et al., 2015). 

To formulate responses in competitive interactions awareness, motivation, and 

capabilities have to be synchronized (Chen & Miller, 2015; Mutlu et al., 2015). 

Response is “a counteraction taken by a competing firm to defend or improve its 

relative position” (Mutlu et al., 2015, p. 574). Competitive responses are 

“externally directed, specific, and observable competitive moves initiated by a firm 

to enhance its competitive position” (Mutlu et al., 2015, p. 574). To use of the 

behavioral drivers of competitive dynamics facilitates to outline the competitive 

responses of the reactors and the rationalization behind them. 

2.4 Competitive Environment 

The industry’s competitive environment considers the interplay between the actor 

and reactor on the market (Figure 1). This thesis chose to apply Chen and Miller’s 

(2015) multidimensional framework (Figure 3), to outline the competitive response 

from the reactor towards the actor. The framework outlines three prototypical views 

of competitive dynamics, including rivalrous, hybrid (competitive-cooperative), 
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and relational (Chen & Miller, 2015). These three prototypical views aim to 

“reflect a shift in emphasis on value appropriation from rivals to competitive 

advantage, to value creation for multiple stakeholders” (Chen & Miller, 2015, pp. 

761-762). 

The prototypical views aim to describe how different firms in the market, both 

actors and reactors, take a position on cooperation with others. The three 

prototypical views presented here are rivalrous, hybrid, and relational categories 

(Chen & Miller, 2015). Figure 3 shows the continuum of possibilities for firms and 

the relationship between them may land anywhere between rivalrous and not 

cooperating at all (to the left in Figure 3) or cooperating a lot and establishing a 

relational prototypical view (to the right in Figure 3). In between rivalrous and 

relational, there are several possible hybrid views (Chen & Miller, 2015). 

The rivalrous view relates to firms that aim to compete, as collaboration is deemed 

negatively affect the business performance (Chen & Miller, 2015). Within the 

hybrid view, firms choose to balance between rivalrous and relational approaches. 

The firms might be more willing to cooperate than to compete or vice versa (Chen 

& Miller, 2015). The relational view is chosen by firms that aim to create close and 

symbiotic relationships between stakeholders (Chen & Miller, 2015). 

Within the three prototypical views, rivalrous, hybrid, and relational, there are five 

dimensions, (1) aim to engage in competitive interaction, (2) mode of interaction, 

(3) actors involved in the engagement, (4) action toolkit of competitive moves, and 

(5) time horizon of the engagement (Chen & Miller, 2015). Each of these 

dimensions represents the way firms choose to compete or cooperate. The three 

prototypical views and their five dimensions (Figure 3) illustrate how firms on the 

market formulate responses towards the competitors.  
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Figure 3 

A multidimensional structure of competitive dynamics  

 

Note: From Chen and Miller (2015, p. 765). 

To the left in the model (Figure 3), the five dimensions are presented: aim, mode, 

actors, toolkit, and time horizon. Each dimension consists of a scale from rivalrous 

to relational. The hybrid view which lies between rivalrous and relational, depends 

on the firms’ various engagement and represents the entire middle ground. The 

firms’ (1) aim to engage, lies between value appropriation and raising all boats, the 

view that collaboration would generate value co-creation. The (2) mode of 

interaction, explains the firms’ decisions from attack and not interact, to cooperate, 

and to manage a relationship. The firms’ view on the (3) actors could be seen as 

competitors to alliance partners, to inclusive stakeholders. The action (4) toolkit of 

competitive moves varies between the economic, political, social and ideological 

boundaries. The firms’ (5) time horizon of engagement could be valued from short 

term to long term.  
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Within the dimensions according to the rivalrous view (Figure 3), firms interact to 

solely focus on the importance of (1) value appropriation. Further, firms consider 

(2) attack, that is, avoids potential attacks or retaliates as the mode of interaction. 

Firms that view actors as competitors are concerned about both direct and indirect 

(3) competitors. A rivalrous firms’ toolkit is based solely on (4) economic 

boundaries. Firms’ time horizon of the engagement towards the actor is considered 

as (5) short term, whatever interaction happens between firms considered to be one 

time or short term (Chen & Miller, 2015). 

Within the hybrid view (Figure 3), which represents the middle ground of the scale, 

the firms’ aim to establish a mix of (1) value appropriation and value co-creation 

to create a competitive advantage. Firms’ mode of interaction combines various 

combinations of (2) attack, cooperate and manage a relationship. Firms have 

partial willingness to collaborate with the actor as (3) alliance partners, potentially 

in the same or similar industries. Firms with hybrid toolkit goes beyond economic 

boundaries and additionally potentially consider (4) political boundaries. In the 

middle ground, firms’ value the (5) short term and have long term in consideration 

(Chen & Miller, 2015). 

Within the relational view (Figure 3), firms are willing to manage a relationship 

through (1) raising all boats. As previously mentioned, this relates to value co-

creation between firms with the intent to benefit all involved with a win-win 

outcome. For firms with a relational view, value co-creation is considered of higher 

importance than value appropriation. Firms’ mode to (2) manage a relationship is 

to cooperate and compete simultaneously based on the reaction of the competitor. 

Further, the firms view competitors from a broader perspective as (3) inclusive 

stakeholders, with the intention of long-term relationships. Firms with a relational 

toolkit goes beyond economic and political boundaries, and additionally considers 

(4) social and ideological boundaries as the interaction between them grows. The 

well-being of the organization is of high importance as the financial results 
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determines the relationship. Firms additionally value (5) sustainability through a 

long-term time horizon (Chen & Miller, 2015). 

Together the three prototypical views outline the foundation of the firms’ various 

competitive responses. It is essential to understand that the firms’ views categorized 

as rivalrous, hybrid, and relational do not always generate desirable results in the 

short term. Various investments and adjustments that are taken by the firms through 

the different views, might solely be beneficial in the long term (Chen & Miller, 

2015). 

2.5 Conceptual Framework  

Based on the theories in this theoretical framwork, we constructed a conceptual 

framework that links the theories together and conceptualize their connection. The 

conceptual framework presents the interplay of competitive dynamics that can 

develop when a new actor enters a new market. The foundation of the 

conceptualized framwork was based on Smith et al.’s (2001) Competitive 

Dynamics Model (Figure 1) and expanded with Chen and Miller’s (2015) 

Behavioral Drivers of Competitive Dynamics (Figure 2) and Chen and Miller’s 

(2015) Dynamics Multidimensional Structure of Competitive Dynamics (Figure 3). 

The purpose of the conceptual framework (Figure 4) was to take the theories a step 

further through an illustration of their connection and outline the interplay of 

competitive dynamics more comprehensively. 
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Figure 4  

Interplay of Competitive Dynamics Model 

 

Note: Constructed conceptual framework  

The conceptual framework (Figure 4) represents the industry’s competitive 

environment when an actor enters a new market. The two circles represent the actor 

and the reactor. In the area where the circles overlap, the interplay between the actor 

and reactor takes place. The arrows illustrate the direction of the process. The 

framework initiates with the (1) actor that enters the new market. The actor then 

takes an (2) action that potentially will affect the reactors. An action from the actor 

could be competitive or to offer collaboration opportunities (coopetition).  

The collaborative or competitive action is perceived by the market that is occupied 

by several firms (reactors). The (3) reactor perceive the action and thereafter 

answers with awareness, motivation, and capabilities, which in turn, shapes their 

(4) response. The reactor’s eventual response result in an interplay of (5) 

competitive dynamics. At this stage, the reactor’s response unfolds in either 

rivalrous, hybrid or relational approach towards the actor. A reactor with a rivalrous 

response, aims to solely compete with the actor and focus on value appropriation. 
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From a hybrid response, the reactor aims to collaborate to a certain extent whereas 

from a relational response desires an extensive collaboration with the actor. Both 

the hybrid and relational response generate value-co creation between reactor and 

actor. The actor’s action and reactor’s response ultimately affect the (6) 

organizational performance.  

The conceptual framework facilitates the understanding of the interplay of 

competitive dynamics between the actor and reactor within an industry’s 

competitive environment. The framework used as a foundation in the analysis of 

the case of the competitors’ reactions to the entry of Amazon into the Swedish 

market. 
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3. Methodology 

The following chapter will present the research methodology of the study. The 

research methodology is initiated with introducing the research philosophy, 

research approach, and research design and strategy. The chapter follows with 

presenting the data collection and data analysis. Lastly the chapter finishes with 

presenting this study's trustworthiness, ethical considerations, and limitations.  

3.1 Research Philosophy 

The research philosophy illustrates and specifies the beliefs about the development 

of knowledge. This includes the assumptions about the realities encountered in the 

research, human knowledge, and the extent to which our interpretations influence 

the research process. There are five main philosophical positions within business 

management; positivism, critical realism, interpretivism, postmodernism, and 

pragmatism (Saunders et al., 2019).  

Positivism focuses on working with an observable social reality to generate 

generalizations as result. Critical realism focuses on describing human experiences 

in relation to an underlying structure of reality that forms the observable event. 

Interpretivism identifies that people differ from physical phenomena, and thereby 

create meaning (Bryman & Bell, 2011; Saunders et al., 2019). An interpretivism 

research’s purpose lies in creating richer and new interpretations of social worlds 

and contexts. Postmodernism identifies the aspect of language and power relations. 

Postmodernism research seeks to question and expose power relations that sustain 

dominant realities by deconstructing these realities. Pragmatism research asserts 

that concepts are only relevant where there is support in action (Saunders et al., 

2019). 

Interpretivism was the preferred philosophical position in this thesis, since it refers 

to the nature of the world as deeply complex and aims to explain human actions 



 27 (84) 

 

Kristianstad University | SE-291 88 Kristianstad | +46 44 250 30 00 | www.hkr.se 

with in-depth investigations and qualitative analysis methods (Saunders et al., 

2019). Interpretivism coheres with this research, that aimed to explore and 

understand in-depth how the competitive dynamics developed after Amazon’s 

entrance. It was important for our research to explore Swedish players’ reactions 

towards the unfamiliar giant, Amazon. Therefore, the research philosophy 

interpretivism was used in this thesis.  

3.2 Research Approach 

The research approach exemplifies how the theory should be used and elaborated 

in the research. According to Saunders et al., (2019), there are three possible 

research approaches; deduction, induction, and abduction (Saunders et al., 2019). A 

deductive research approach consists of developing existing theories and 

knowledge, as the method finds basis in generalizing from the general to the specific 

(Saunders et al., 2019). The deductive approach is often linked with quantitative 

methods that apply a widespread approach using precise measurements (Bryman & 

Bell, 2011; Denscombe, 2018; Saunders et al., 2019).  Induction is the opposite of 

deduction, whereas the importance is to generate new, untested conclusions through 

data collection and empirical evidence. An inductive approach investigates the field 

without exact literature in mind. Therefore, the specific conclusions could provide 

new theories and generalized conclusions (Saunders et al., 2019).  

Whereas deduction collects data based on theory and induction applies data to 

develop theory, abduction is an approach that combines deduction and induction. 

Within the use of an abductive approach, it is essential to bring existing literature 

and, along the process, go back and forth between theory and empirical findings to 

build a new theory (Saunders et al., 2019). With this aim, a qualitative method that 

uses an in-depth approach to enable a profound perspective to a complex issue 

(Bryman & Bell, 2011; Denscombe, 2018; Saunders et al., 2019).  
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This study used an abductive research approach since it travel between theory and 

empirical data. Support was found in previous research and thereby developed 

theories and conclusions. We used different theories and created a conceptual 

framework before starting to collect empirical data, but we were still open to what 

empirical data offers us. Support has been sought in previous research to clarify and 

conceptualize the process of competitive interaction that occurs when a giant 

foreign player enters a new market. Through the constructed conceptual framework 

and the collected data, it allowed to capture the competitive dynamics that unfold. 

Therefore, this study’s collected data is referred to as the constructed conceptual 

framework. The research aimed to outline Swedish players’ responses towards the 

unfamiliar giant Amazon and what the responses were based on.  

3.3 Research Design and Strategy 

The research design and strategy should resemble the most efficient way to collect 

data to achieve the desired result to answer the research question (Denscombe, 

2018; Saunders et al., 2019). The research design could either be exploratory, 

descriptive, or explanatory (Saunders et al., 2019). The exploratory design is 

adaptable and flexible to changes, making it worthwhile if the research intends to 

investigate and convey a situation that may change or develop. A descriptive design 

aims to collect an authentic profile of a situation, and an explanatory design aims 

to study a situation to illustrate the connection between variables (Saunders et al., 

2019). This study’s research design was exploratory since the study aimed to 

examine a phenomenon that could potentially developed during the study, thereby 

an exploratory research design made it flexible to changes.  

An exploratory research design can be conducted through a case study (Saunders et 

al., 2019; Yin, 2018). When a location, organization, person, or event is examined 

at an intensive and detailed level, it can be categorized as a case study (Bryman & 

Bell, 2011). Within a case study, the researcher could aim to clarify the exceptional 

features of the case, known as the idiographic approach. A case study is a research 
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strategy frequently connected to a qualitative approach as it aims to gain extensive 

information about the case, which often refers to a particular situation (Bryman & 

Bell, 2011; Yin, 2018). We chose the case study approach and explored Amazon’s 

entrance to the Swedish market and competitors’ reaction to it. So, our case revolves 

around Amazon’s entrance itself. Further, the study aimed to understand the 

competitive dynamics in the e-commerce industry and the social reality of the 

Swedish players’ response towards Amazon’s entrance in-depth.  

3.4 Data Collection 

The following section will present this thesis choice of qualitative data collection 

through research interviews. Further, the selection of interview method, participant 

selection, interview guide, and transcriptions, will be discussed.   

3.4.1 Research Interviews  

Research interviews that can be used to gather relevant and valid data to answer the 

research question (Saunders et al., 2019). The interview can be structured, semi-

structured, or unstructured (Saunders et al., 2019). Structured interviews involve 

complete and standardized questionnaires to collect quantifiable data. Semi-

structured interviews are non-standardized and often used in qualitative research 

methods. Unstructured interviews explore an area without predetermined questions 

(Saunders et al., 2019). This study’s research interviews were conducted through 

semi-structured interviews in Swedish. The interviews were conducted in Swedish, 

the participants’ native language, as interviews in English could have generated 

more limited responses. 

The semi-structured interviews consisted of predetermined themes and key 

questions as a guide in each interview. This method allows the researcher to 

systematically explore each theme with the participant and interpose on the 

responses. Semi-structured interviews facilitate the identification of the underlying 

reality that is wished to be revealed and discovered. The structure usually consists 
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of some pre-determined questions, and some parts can be adjusted during the 

interview depending on the interview’s direction (Saunders et al., 2019). With a 

semi-structured interview approach there are some aspects that can negatively 

affect the quality of the empirical data. For instance, comments and non-verbal 

behavior from the interviewers can influence the participants answers as questions 

can easily become purposing. Therefore, it is essential to be aware that a neutral 

behavior is appropriate in semi-structured interviews as it can reduce bias (Saunders 

et al., 2019). During our interviews, a focus was placed to act neutral and try to 

avoid aspects that could negatively affect the quality of the data. However, a 

tendency of bias could possibly have affected the data.  

In an interview, it can be beneficial with multiple interviewers as it can create a 

more relaxed and informal environment (Bryman & Bell, 2011). Each interview 

consisted of two interviewers and one participant. One interviewer led the interview 

while the other interviewer acted more passively and could interfere at any point. 

The passive interviewer assessed the development of the interview, made sure that 

important subjects were covered, and asked follow-up questions.  

This thesis used e-research, internet research method (Bryman & Bell, 2011), as 

the interviews were conducted digitally via Zoom and Teams. Each interview was 

audio recorded. The research interviews took place around six months after 

Amazon’s entrance on the Swedish market between the middle of April till the 

middle of May 2021. The intention was to gain context of the social environment 

of the competitive dynamics as a result of Amazon’s entrance. Underlying 

perspectives from the Swedish players were of interest to be explored, while 

focused on key themes that surrounds the industry’s competitive environment.  

3.4.2 Industry and participant selection 

The empirical study solely focused on retail firms on the Swedish market within the 

context of e-commerce. The choice of sectors resonated in that Amazon started as 

an online bookstore and later expanded within different sectors, for instance, 
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children’s products and subsequently developed into an extensive marketplace. The 

thesis thereby focused on firms within the book industry, children product industry, 

and marketplace industry.  

To select the participants and best answer the research question, purposive sampling 

was used. This implies that the study’s participants were carefully considered by 

judgmental sampling. In judgmental sampling, which participants to include and 

exclude is of high importance in the participant selection (Saunders et al., 2019). 

Two of the firms were selected based on reliable information that the firms had 

been in contact with Amazon. While three firms and the majority of the selected 

participants were found through extensive research. An extensive research before 

selecting the participants included to initially search in media, articles, and websites 

for firms that had expressed various opinions about Amazon’s entrance. Further, 

after finding relevant firms for the study, a search for relevant participants was 

conducted on various platforms such as Google and LinkedIn. After that, 

participants with high-ranking positions were contacted via e-mail. The e-mail 

included an introduction of ourselves and the topic of the thesis.  

In the study, a total of eight participants from Swedish firms within the context of 

e-commerce were selected. In total, we selected five participants from various firms 

through judgmental sampling. Thereafter, three participants that could further 

contribute to the study were selected through a snowball technique during 

interviews by some of those five participants. A Snowball technique is a sufficient 

method in a qualitative study as participants relevant for the study are suggested 

during interviews (Bryman & Bell, 2011). This facilitates that the participants were 

not randomly selected (Bryman & Bell, 2011), which was applicable for the 

conducted study.  

Three firms were within the book industry, referred to as Book 1 AB, Book 2 AB, 

and Book Publisher AB. One firm was within children’s products, referred to as 

Children Products AB, and one firm was a marketplace, referred to as Marketplace 
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AB. The participants and the firms have been anonymized regarding sensitive 

corporate information concerning ongoing collaborations, initiating collaborations 

or direct competition with Amazon. Instead of using the firms’ names, the firms 

have fictive names correlated and categorized within their industry. The participants 

and their titles, the fictive names of the firms, and the types of the firm are presented 

in Table 1.   

Table 1 
Interview participants 

 
Title Firm Firm type Length 

1 

2 

3 

4 

5 

6 

7 

8 

Chief Marketing Officer 

Marketing Director 

Chief Executive Officer 

Sales Director 

Human Resource Director 

Key Account Manager 

Chief Communications Officer 

Chief Product Officer 

Book 1 AB 

Book 2 AB 

Book Publisher AB 

Book Publisher AB 

Children Products AB 

Children Products AB 

Marketplace AB 

Marketplace AB 

Reseller 

Reseller 

Publisher 

Publisher 

Merchant 

Merchant 

Reseller 

Reseller 

30 min 

41 min 

47 min 

48 min 

34 min 

35 min  

41 min 

48 min 

Note: Anonymized participants and firms from the research interviews 

Using a single participant from a firm is usually criticized, as it will not be able to 

reflect the organizations. However, a single participant could be seen as credible if 

the person is in a higher position (Bryman & Bell, 2011). Multiple interviews were 

conducted from Book Publisher AB, Children Products AB, and Marketplace AB. 

However, from Book 1 AB and Book 2 AB there was solely one participant to 

represent the firm. Which can still be seen as credible, as the participants from Book 

1 AB and Book 2 AB had high-rank positions within their firm as members of the 

board of directors and held a managerial position. The participants were suitable 

representatives to analyze the competitive dynamics, as most of the participants 

worked daily with monitoring or acting based on competitors, which generated high 

awareness of competitors. 
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3.4.3 Interview guide 

The interview guide mainly consisted of open questions with the aim to get 

elaborated answers (Denscombe, 2018). It is essential to ask comprehensive 

questions with relevancy to the research question, that are understandable to the 

participant and not too specific. This is why questions were simplified to avoid 

theoretical formulations. Within semi-structured interviews it is of importance to 

ask follow-up questions and not have too structured character (Bryman & Bell, 

2011). The follow-up questions enabled to get a more detailed answers and capture 

extensive elaborations on the answers.  

The interview guide was connected to the theoretical framework. The interview 

guide’s purpose was to use the theories in the conceptual framework (Figure 4) to 

investigate the competitive dynamics. The interview guide was initially written in 

Swedish, and the interviews were carried out in Swedish as well. Further, each 

interview question was translated into English (Appendix A) for two purposes. 

First, because the language of the thesis is in English, to make it consistent with it. 

Second, we connected and grouped questions following the chosen theoretical 

concepts and theories which is presented in Appendix A.  

Based on the conceptual framework (Figure 4), the interview guide was categorized 

into three main parts. The first part consisted of several questions highlighting the 

firms’ behavioral drivers of competitive dynamics. The questions had the purpose 

to provide information about the firms’ awareness, motivation, and capability. 

Additionally, there were some transitional questions about the firms’ views on 

Amazon.  

The second part aimed to investigate firms’ responses and reactions towards 

Amazon. The questions were based on the dimensions of the three prototypical 

views which facilitated to categorize the competitive dynamics more 

fundamentally. The participants had the chance to categorize the firms on how 

cooperative they are towards Amazon. In contrast, some questions had the 
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underlying purpose of being able to categorize the firms more in-depth within the 

different dimensions of the three prototypical views.  

The third part aimed to investigate what a collaboration with Amazon would 

generate in terms of value co-creation and value appropriation. Additionally, to 

investigate how a collaboration could be of an advantage or a disadvantage for the 

firms. Overall, the interview guide covered some widespread questions throughout 

the interview to gain holistic views and insights of the interplay between Amazon 

and the Swedish players.  

3.4.4 Transcriptions  

Transcriptions from audio recorded interviews ensure that the data material is 

truthful and reduce the risk of misinterpretation during the data collection analysis. 

Further, transcriptions facilitate to thoroughly reflect, interpret, and examine the 

participant’s answers (Bryman & Bell, 2011). The interviews were audio recorded 

with the consent of participants and thereafter transcribed. The transcriptions took 

approximately 36 hours and resulted in 120 pages. It was of value to transcribe the 

interviews to further use the material in the empirical findings and data analysis. 

Transcriptions increased the research’s validity and reduced the risk of 

misinterpretation. The interviews were transcribed by the researcher who conducted 

the interview. The transcriptions were in Swedish as this was the language of the 

interviews.  
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3.5 Data Analysis  

When conducting interviews in a qualitative study, methods that are commonly 

used includes: meaning interpretation, meaning categorization, and meaning 

condensation. During meaning interpretation, researchers read the compiled text 

between the lines. Then, researchers move on to meaning categorization, which 

classifies statements in a simplified way into different categories. Later, longer 

sections and statements are compressed through meaning condensation (Bryman & 

Bell, 2011).  

In this study, we utilized all three methods. First, during the meaning interpretation 

stage, we read the empirical data several times to make sense of the overall picture. 

Next, we categorized the text and tried to identify the emerging themes. We should 

note here that main categorization was done after the key parts of the theoretical 

framework, namely actor, reactor, and competitive dynamics. Although, these key 

themes were dictated by the theory, all subthemes emerged from the data. During 

the data analysis process, we used the elements thematic analysis and looked for 

related and repetitive themes when we traveled between the theoretical framework 

and emerging data (Bryman & Bell, 2011). Identification of themes is one of the 

most essential tasks in qualitative research (Ryan & Bernard, 2003), it facilitates to 

identify, analyze, and define patterns (Braun & Clarke, 2006). To see similarities 

and differences in the collected data material, we used line-by-line analysis as a 

systematic comparison method (Ryan & Bernard, 2003). This kept us focused on 

the data as we analyze preceding and following sentences continuously.  

After we categorized all the data, we worked on condensing the data to be able to 

present it in the thesis. Since our data is in Swedish, we analyzed the data in Swedish 

as well. Later, we translated the sentences and citations used in the thesis into 

English. Essential statements were added in tables within various emerged 

categories. When all three methods had been used and the compilation were 
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finished, the developed data was presented in the empirical findings and analysis 

chapter, and further the main findings were highlighted in the discussion chapter.  

3.6 Trustworthiness  

To ensure that a qualitative study creates trustworthiness, credibility, 

transferability, dependability, and confirmability are four criteria that have to be 

fulfilled. This ensures the research’s validity and authenticity (Bryman & Bell, 

2011). Credibility stresses the significance of evidence in the social reality and 

determines if the study’s results will be accepted as reliable by others (Bryman & 

Bell, 2011). Establishment of the credibility was ensured through interviews with 

participants of high expertise within the research field. Semi-structured interviews 

additionally allowed participants to convey underlying views towards Amazon. 

Further, the interviews were conducted individually to prevent the firms from 

influencing each other’s answers and anonymized to obtain reliable answers.  

Transferability demonstrates whether the study can be transferred in other contexts 

and generalized. This can be challenging to apply for a qualitative study (Bryman 

& Bell, 2011). The study provides a certain degree of transferability as it generated 

rich descriptions and in-depth knowledge of this particular area and similar 

encounters can be found in other contexts. The research aimed to clarify the current 

competitive dynamics and understand the different responses towards Amazon, and 

not to generalize the findings. The findings could provide insights for firms that are 

affected of the competitive dynamics of Amazon. However, the study cannot be 

transferred to other firms within the research field. 

Dependability emphasizes that all data material should be protected in an accessible 

manner (Bryman & Bell, 2011). To ensure dependability all research data was 

safely stored on multiple devices, which created a transparent availability for peers 

to access the material if desired. Both researchers together were responsible for the 
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data handling process and ensured that protocol as well as procedures were 

followed.  

Confirmability implicates to act with good faith without attaching personal values 

and theoretical inclinations to lead the research in a particular direction (Bryman & 

Bell, 2011). To best achieve confirmability, personal values and opinions were not 

attached in the study as the empirical data material was collected and examined 

objectively. As previously mentioned, semi-structured interviews can influence the 

objectivity of the study. However, since the risk of influencing the objectivity was 

considered throughout the interviews, an appropriate behavior was applied. This 

ensured to reduce the risk to attach personal values or inclinations. The study did 

not have a theoretical inclination to achieve a predetermined desired result.  

3.7 Ethical considerations 

Researchers often face ethical scrutiny during the research process that leads to 

certain actions that needs to be taken into consideration (Bryman & Bell, 2011). To 

responsively demonstrate that the ethical issues was satisfactorily addressed, all 

collected data was anonymized to protect sensitive corporate information. Prior to 

the interviews, the firms received a consent form, to which they agreed, to make 

sure corporate data and audio recordings would be handled correctly. The Covid-

19 pandemic created ethical issues of limiting physical meetings. For ethical 

considerations, the interviews were conducted digitally, even though the preferred 

choice of interviews would have been to conduct the interviews face-to-face. 

3.8 Limitations  

A qualitative research method has tolerance for ambiguity and contradictions. 

However, the method has certain limitations concerning generalizability 

(Denscombe, 2018). This study has some limitations which are essential to 

highlight, which should be considered when evaluating the study’s result. The 

empirical data from the research interviews is limited to eight participants from five 
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Swedish firms, which solely includes three sectors: book industry, children product 

industry, and marketplace industry in the context of e-commerce. The empirical 

data itself is a limitation as it is not possible to generalize the result.  

A complementary quantitative method could have complemented the study and 

generated further generalizability and validity (Denscombe, 2018). A qualitative 

research method additionally can have certain limitations concerning objectivity 

(Denscombe, 2018). As previously mentioned, semi-structured interview can 

negatively affect the quality of the empirical data (Saunders et al., 2019). The 

research digital interviews could additionally have limited and affected the quality 

of the data, whereas the participant’s body language, facial expressions, and tones 

are not as easy to capture (Bryman & Bell, 2011). However, due to Covid-19 

pandemic’s recommendation not to travel and far geographical distance it would 

still not have been appropriate or possible to conduct face-to-face interviews. 
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4. Case Presentation  

The following chapter presents the background of the firms included in this case; 

Amazon, Book 1 AB, Book 2 AB, Book Publisher AB, Children Products AB, and 

Marketplace AB. It further presents general information about Amazon in 

connection with the Swedish market. Overall, the case presentation presents the 

context of case of the competitors’ reactions to the entry of Amazon into the Swedish 

market. 

Advanced e-commerce firms, such as Amazon, have continuously expanded 

overseas with great success. What characterizes these firms are online operations, 

with limited physical presence. At present, epitomized technology giants such as 

Amazon shape and dominate e-commerce. It is not self-evident that these firms will 

dominate every new market that is entered, but it can be expected that their entrance 

will cause concerns for the home turf’s players (Benmamoun et al., 2018).  

In 2014, Amazon sold “more goods online than its next 12 biggest competitors 

combined” (Rossman, 2014, p. 49). Amazon has continually expanded across 

alternative markets worldwide, with the ultimate goal to become the most customer-

centered firm on earth. In 1994, Jeff Bezos founded the firm with the intent to build 

an online bookstore (Amazon, 2020a). By spring in 1994, sales were growing at an 

incredible rate of 2300 percent per year (Gilbert, 2013). When starting out Bezos 

knew he had built the internet-based bookstore ahead of other entrepreneurs. Bezos 

online bookstore would be able to cut prices, as opposed to the traditional 

booksellers that maintained a physical store (Gilbert, 2013). Today, Amazon is a 

worldwide marketplace that contains various products, delivery channels, and 

service offerings (Amazon, 2020a).  

The Swedish market has gone through tremendous changes over the last decades. 

Sweden is considered an advanced and mature e-commerce market in Europe. 

Retailers are now expected to provide integrated experience throughout several 
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platforms, instead of face-to-face customer interaction (Jeansson et al., 2017). In 

2018, Sweden was ranked 4th place of countries in Europe with the most significant 

progress in the development in e-commerce (Jędrzejczak-Gas et al., 2019).  

The researched Swedish players are significant players in the context of e-

commerce. The firms chosen for this study consist of two book resellers, one book 

publisher, one merchant of children’s products, and one marketplace. The choice of 

sectors, as previously mentioned resonated in that Amazon started as an online 

bookstore and later expanded within different sectors. Due to the anonymization, 

the Swedish players and are not explained in detail. 

Swedish online book sales took off in the 1990’s, and ten years ago, book sales 

online surpassed sales in physical stores. The case study includes three firms form 

the book selling industry, Book 1 AB, Book 2 AB, and Book Publisher AB.  Book 1 

AB and Book 2 AB are resellers that offer a wide range of products, with focus on 

books. The firms were early adapters within online sales on the Swedish market and 

carry a wide range of book titles. The firms aim to create reading pleasure and 

accessibility for all customers, mainly on the Swedish market. Book 1 AB and Book 

2 AB are well established firms in the Swedish market (Book 1 AB, n.d.; Book 2 

AB, n.d.). Book Publisher AB have been established on the Swedish market for a 

long time. The firm is a book publisher that is today one of the key providers of 

books within the context of e-commerce (Book Publisher AB, 2021). 

Children Products AB is a manufacturer and merchant of children products that 

sells their product range online through resellers and marketplaces. The firm has 

been a player in the Swedish market for a few decades. Children Products AB place 

high importance of the production process to be sustainable. Another vital factor 

for Children Products AB is safety, as their products are intended for children 

(Children Products AB, 2021). Seems, this firm learned the valued and demanded 

features of the Swedish market such as sustainable process and safety.  
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Marketplace AB is a Swedish marketplace that similarly to Amazon sells a variety 

of products through their online platform. Marketplaces in Sweden have relatively 

small market shares compared to marketplaces in the rest of Europe and other 

advanced markets such as the US. Marketplace AB was founded two decades ago 

and focuses on offering customers the best prices and a variety of products from 

different firms. The firm’s range is continuously expanding with more merchants 

that connects to their marketplaces (Marketplace AB, 2021).  

The case of Amazon’s entrance and competitor’s reaction it, affects the dynamics 

between e-commerce players in the Swedish market. When the largest e-retailer in 

the world enters a market, such as Sweden (Ekonomibyrån, 2020), that consist of 

approximately 99,8 percent small and medium-sized enterprises (Jeansson et al., 

2017), it is safe to say that it stirs the competitive dynamics, as the CEO of 

Pricerunner, Nicklas Storåkers stated: 

Amazon as an American firm … have a different attitude than Swedish firms. 
Swedish firms want to become market leaders and sell good products … while 
the mindset of these American firms is that they want 100.0 percent of all 
market share, they want to eliminate all competition and dominate everything. 
(Ekonomibyrån, 2020) 

Therefore, Amazon, the US giant and Swedish players play by different rules of the 

game in competitive dynamics (Ekonomibyrån, 2020).  

Amazon entered larger markets such as Germany in the late 1990’s, Italy in 2010, 

and Spain in 2011 (Postnord, n.d.). With the entrance in Sweden, Amazon add 

another country to its empire. However, Amazon has started to experience 

competition in Europe (Ekonomibyrån, 2020). The CEO of Pricerunner, Nicklas 

Storåkers exemplified: 

In the US and Germany, the market share is 50%... but it has been there for 
over 20 years... if Amazon enter Sweden, there are many talented large 
established e-retailers who will give Amazon tough competition. I expect 
Amazon will get solely a few percent market share… in Spain and Italy, where 
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it entered 10 years ago, it only has a 10% market share... There are good 
arguments that there will not be a big revolution (in Sweden). (Ekonomibyrån, 
2020) 

How Amazon will affect the competitive dynamics is unclear. However, Amazon 

is experiencing tough competition from established retailer nowadays, which might 

hinder Amazon to gain extensive market shares in the Swedish market 

(Ekonomibyrån, 2020). When Amazon entered Sweden in 2020, the mature 

Swedish market had stronger domestic e-retailers than Amazon was used to 

(Postnord, n.d.).  

Sustainability continuously increases in importance in Sweden and create heated 

discussions in previous years (Postnord, n.d.). The world’s most trusted business 

sustainability ratings, EcoVadis Index, ranks countries based on values in 

environment, labor and human rights, ethics, and sustainable procurement. 

Sweden’s sustainability performance is ranked much higher in comparison to 

Europe, the world, and especially the US (Ecovadis Index, 2021). The entrepreneur 

and digital strategist Judith Wolst expressed: “Amazon does not have a clear 

sustainability mindset and they will enter Sweden at a time when the (sustainability) 

issue is more relevant than ever” (Ekonomibyrån, 2020). Amazon that is an 

American firm, with American sustainability mindset will probably require some 

adjustments to align with the Swedish mindset.  
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5. Empirical Findings  

The following chapter presents the findings from the qualitative research 

interviews. The findings have been thematized according to the elements; actor, 

reactor, and competitive dynamics of the conceptual framework. The first section 

includes the firms’ view on the actor, Amazon. The second section includes the 

firms’ reactions towards Amazon. The third section presents the competitive 

dynamics further and the firms prototypical views towards Amazon. The findings 

are presented as a base for further discussion of the competitive dynamics based 

on the Swedish competitors’ reactions to Amazon’s entrance.   

5.1 Actor 

The firms’ view on the actor, Amazon, exemplifies step (1) actor and step (2) action 

in the conceptual framework (Figure 4). First the Swedish firms’ general views on 

Amazon on the Swedish market are presented. Further, the firms’ views on the 

disadvantages and advantages of Amazon are presented. A common factor was that 

all firms had been in contact with Amazon. All participants stated that Amazon had 

contacted them with collaboration opportunities. Therefore, all firms had real 

events and exchanges with Amazon.  

5.1.1 Amazon on the Swedish market 

The interviewed Swedish firms had different views on the actor, Amazon. Findings 

indicated that the Swedish firms had disparate views on Amazon’s entrance. Table 

2 presents the participants’ main views in relation to the seventh interview question: 

“Do you consider Amazon to be an appropriate fit on the Swedish market?” 

(Appendix A).  
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Table 2 

Swedish participants’ perceptions of the actor 

Firms Q7 Perceive Amazon to be an appropriate fit on the Swedish market  

Book 1 AB 

Book 2 AB 

 

Marketplace AB 

 

Book Publisher AB 

Children Products AB  

Marketplace AB 

 

Book Publisher AB 

 

Children Products AB 

No: “Their values…. that does not fit anywhere really” (CMO) 

No: “No, I don’t think so. I do not think they seem to be a good employer” 

(Marketing Director) 

No: “No, they will never adapt to the rules that we here think are decent” 

(CCO) 

Maybe: “I do not really know” (Sales Director) 

Maybe: “I cannot say” (Key Account Manager) 

Maybe: “It will probably require an adjustment from them”  

(CPO) 

Yes: “It is fun that they have come here, I mean just look at all the interest 

… By large, I think they come up with something, no one else has” (CEO) 

Yes: “Yes” (HR Director) 

Note: Illustrative examples of Question 7 (Q7), the participants’ perception of the actor, Amazon 

Table 2 categorizes the participants’ view on the actor as an appropriate fit on the 

Swedish market. The categorization consists of; a negative view (no), an unsure 

view (maybe), and a positive view (yes). The table illustrates the participants 

various fragmented views. The actor, Amazon evoked diverse emotions and 

tension. Out of the eight participants, three were negative, three were unsure, and 

two were positive towards Amazon’s fit on the Swedish market.  

The characteristics of the Swedish firms compared to Amazon were highlighted in 

relation to working conditions and sustainability. Findings indicted that most of the 

interviewed firms considered themselves far better than Amazon. When comparing 

the firms’ own operations with Amazon, the Sales Director of Book Publisher AB 

argued that “I think our Swedish players are much sharper”. When asking about 

views on Amazon’s working conditions the Chief Marketing Officer (CMO) of 

Book 1 AB stated: “Amazon’s working conditions, is nothing we feel is a 

sustainable approach to staff, we take distance from this type of personnel politics”.  
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This exemplifies that Book 1 AB does not agree with Amazon’s working 

conditions. When discussing sustainability, the Marketing Director from Book 2 

AB said: 

It (sustainability politics) is super important and a great competitive advantage 
as we see it and not least towards Amazon, this is self-evident in Sweden…I 
think it will be difficult for them to establish themselves on the Swedish 
market…You cannot be out in the retail industry and not think about 
sustainability.  

To be sustainable is for the Marketing Director of Book 2 AB a requirement in the 

Swedish retail industry. Findings indicated that the firms did not perceive Amazon 

as sustainable. This perception reduced the feeling of Amazon as a massive threat. 

In comparison with Amazon’s and Book 1 AB’s operations, the CMO of Book 1 

AB addressed the following: 

I really think there are greater dimensions of humanity, I would say with us. 
We are also more purpose-driven than Amazon is. We value sustainable work 
conditions and a sustainable lifestyle, and we are more familiar with it than a 
gigantic organization as Amazon is. 

The Swedish firms considered themselves as honest firms with a strong focus on 

working conditions and sustainability. The Swedish firms believe that Amazon will 

not affect the competitive dynamics to a significant extent if Amazon does not adapt 

to the Swedish ethical standards. Therefore, the Swedish firms felt that their 

sustainable work was a competitive advantage compared to Amazon. However, the 

firms expressed that their source for the alleged poor working conditions and 

disregard for sustainability were primarily based on articles in media and annual 

reports. 
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5.1.2 Amazon’s action 

The participants expressed that Amazon’s action brought both disadvantages and 

advantages that impacted the competitive interaction between them. Amazon’s 

action was as earlier mentioned to offer collaboration opportunities to the Swedish 

firms.  

Amazon’s action on the Swedish market brought some disadvantages such as 

resource intensive start up processes, Amazon solely taking the end customer’s side, 

tough negotiators, firms require expensive adjustments and investments, disfavor 

for smaller players, copy in-house, and unprofitable for some firms.  

Book Publisher AB and Children Products AB has initiated a collaboration with 

Amazon, and in their experience, it is quite expensive and resource intensive to go 

through the start-up process. The Sales Director of Book Publisher AB especially 

mentioned that building their systems together was resource intensive, 

inconvenient, and expensive. Book Publisher AB care a great deal about their 

authors compensation, and it is something they value as a part of their strategy; 

however, Amazon did not pay as much attention to the authors cut. This aligned 

with the disadvantage that the CPO of Marketplace AB expressed: “Amazon is 

clear… they are the end customers’ best friend, it is probably not great fun to be a 

merchant and work with Amazon, partly because they are quite expensive, and … 

always on the end customer’s side.” Based on this, it can be stated that Amazon to 

some extent values other things than the Swedish firms. Book 1 AB and Book 2 AB 

mentioned that they solely saw disadvantages cooperating with the direct 

competitor Amazon. Both mentioned that a collaboration with Amazon would not 

fit their business model. There would be too much administration and not enough 

profits when adding Amazon’s channel.  
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The CEO of Book Publisher AB stated that “Amazon, like any other giant players, 

ran a lot of power games in negotiations.” This exemplifies that it can be tough to 

negotiate with Amazon. In other markets Book Publisher AB had seen Amazon’s 

downward pressure on prices, running other players out of business. The Chief 

Communication Officer (CCO) from Marketplace AB mentioned that Amazon’s 

biggest disadvantage was the impact they had on smaller players, “based on their 

business idea, today when something goes well, they copy it in-house and of course 

it is dangerous…, so I see it as a huge risk to collaborate with them” The findings 

indicated that the CCO saw risks and disadvantages cooperating with Amazon. 

According to the CCO Amazon’s business idea builds on that when something goes 

well, they copy it, such behaviors from Amazon’s can negatively impact smaller 

merchants, and they might not be able to compete directly with Amazon.  

The participants exemplified various advantages with Amazon on the Swedish 

market which included that Amazon sells everything that is published, expansive 

brand spread, customer reach and increased volume sales, spread awareness of what 

a marketplace is, and build profitable platforms quickly. Book Publisher AB 

perceived Amazon as a massive sales force that can push the limits and increase 

book sales in the whole market, with huge potential to expand further traffic. Sales 

Director from Book Publisher AB stated: “Where there are a lot of people, that is 

where we want to be.” The CEO from the same firm mentioned that Amazon has “a 

great power in their presence…they also sell everything that is published, as very 

few booksellers do”. In addition to that Amazon sells everything published, they 

are incredibly good at selling niche literature (CEO, Book Publisher AB).  

 

The participants from Children Products AB saw potential advantages in an 

expansive brand spread. Both mentioned that Amazon could potentially assist in 

increased sales and widespread customer reach. Findings indicated that the 

participants of Marketplace AB were optimistic about Amazon. The CPO 

mentioned that Amazon could “help us and somehow spread the word about what 
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a marketplace is. We still get criticism, from our customers because, they think that 

all shipments should come in a package from the same place.” That Marketplace 

AB was optimistic was based on that Amazon could spread awareness of what a 

marketplace is. Additionally, the CCO clarified: 

 

We have been a bit alone here, driving this customer behavior, believe it or 
not. I think the latest figures, only 10% of Swedes have ever shopped in a 
marketplace, while in the UK or Germany, it is like 80%... So, the Swedes’ 
behaviors, they do not really know what it is to shop at a marketplace. 

 

According to Marketplace AB, Swedish people have a lack of knowledge of what 

a marketplace is. It is not common for Swedish customers to shop everything on the 

same website through a marketplace. Amazon could potentially increase the 

knowledge of what a marketplace is, which could be beneficial for Marketplace AB 

that have driven the Swedish customer behavior themselves. Marketplace AB 

additionally illuminated that Amazon could contribute to extremely lucrative 

potentials to other smaller players. For smaller players to build a profitable business 

platform, is something that usually takes several years. In contrast, building a 

profitable platform is something that Amazon can do for a smaller player in one 

day. Not all participants were equally convinced about the advantages of Amazon. 

Book 1 AB and Book 2 AB could not see a single advantage. The CMO of Book 1 

AB expressed: “It would be an unprofitable business for us, so there are no 

advantages as I see it.” In this case, the findings indicated that Book 1 AB and 

Book 2 AB considered cooperation with Amazon as entirely unprofitable.  

 

The section presented the participants’ view on the actor, Amazon. The next section 

will focus more in-depth of the participants perceptions and reasoning when they 

shaped their response after Amazon contacted the firms with the aim to initiate a 

collaboration. 
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5.2 Reactor  

The section presents the base of the reactors’ response, which exemplifies step (3) 

reactor and step (4) response in the conceptual framework (Figure 4). In this case 

it was the Swedish players (reactors) reacting towards Amazon (actor). The 

Swedish players had various reactions towards Amazon based on the reactors’ 

awareness, motivation, and capabilities.  

5.2.1 Awareness 

The participants’ awareness was based on the perceived knowledge and insights 

the Swedish firms had towards Amazon. The findings indicated that the participants 

had high awareness regarding Amazon and its entrance in Sweden, and it had been 

like that for a long time. The Marketing Director from Book 2 AB first heard about 

Amazon’s potential entrance 10 years ago, the CMO from Book 1 AB 7-8 years 

ago, and Key Account Manager from Children Products AB 5 years ago. The 

findings indicated that media, articles, and previous collaborations in foreign 

markets were underlying factors for the high awareness. Amazon’s entrance was 

according to the participants expected, rather than a chock. Some participants had 

been in preparation for years to meet a competitive threat, while other participants 

were excited about Amazon’s entrance.  

The findings indicated that some closely monitored Amazon’s operations and 

prepared for the worst (Book 1 AB, Book 2 AB, Marketplace AB), and others 

established relationship with Amazon since years back from previous 

collaborations (Book Publisher AB, Children’s Products AB). It had always been a 

question of when and how Amazon would enter Sweden (CEO, Book Publisher 

AB). The studied Swedish firms anticipated Amazon’s entrance for years and when 

the launch transpired, it was perceived as negligible and unprofessional. The 

findings indicated that Amazon’s failed launch, with a wrongfully translated 

website, was a factor that raised much awareness. Table 3 presents illustrative 
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examples of statements related to the participants’ awareness. The numbers present 

how many of the total five firms that mentioned or agreed to the sub dimensions. 

Table 3  

Summary of reactors’ awareness 

Dimension: Awareness Illustrative examples 

Awareness of Amazon’s 

entrance for years (5/5) 

 

 

 “We've been waiting for this for ten years. So, this was nothing wow or 

anything special,” (Marketing Director, Book 2 AB) 

“We have sort of been aware of it for a long time … last year when they 

launched, the rumors became very clear. And we've really been 

preparing for many years for them to come, so we've only had to 

strengthen that positioning once they came.” (CCO, Marketplace AB) 

In collaboration with 

Amazon (2/5) 

 “We have been in solid collaboration with Amazon in other markets for 

several years now,” (Key Account Manager, Children Products AB) 

Consider the launch 

less impactful than 

expected (5/5) 

 “We actually thought they would start much more professionally, much 

more aggressively…Yes, they did a pretty lousy launch, but they have 

been very good behind the scenes.”(CCO, Marketplace AB) 

Considers Amazon a 

competitor (3/5) 

“It is a new competitor to keeps an eye on.” (CPO, Marketplace AB) 

 

Has a positive attitude 

towards Amazon (3/5) 

 “Yes, we are positive. The more marketplaces, the better, and we have 

also seen over the years when we have lost marketplaces in the physical 

trade.” (Sales Director, Book Publisher AB) 

Currently considers 

Amazon a definite 

threat (0/5) 

 “Of course, it is a threat in the form of a competitor, but the closer the 

launch came and the more research we had in place, the less worried 

we became of the competition.” (CMO, Book 1 AB) 

Feel less threatened 

than expected (3/3)* 

 “Yes, it has changed to be an even more minor threat than we thought, 

almost negligible,” (CMO, Book 1 AB) 

Note: Illustrative examples to presents the reactors’ awareness towards Amazon. (5/5) stands for 5 

out of 5 firms. *Book 1 AB, Book 2 AB, and Marketplace AB 

The findings indicated, as shown in Table 3, that the competitors (Book 1 AB, Book 

2 AB, and Marketplace AB) felt less of a threat than anticipated by the largest e-

retailer in the world. However, all the competitors were aware of Amazon’s 

previous capacity to price pressure foreign markets. The CMO of Book 1 AB 
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exemplified that: “they (Amazon) price dumps in general, they push margins quite 

hard against all suppliers, they are very customer centric, which means that it 

becomes difficult for all firms to survive, as well as profitability becomes very 

strained”. Reasons like this indicated that the firms still had tremendous respect 

towards Amazon and did not underestimate the giant’s capacities.  

 

Findings indicated that the competitive dynamics had been impacted to some extent 

before the actual entrance of Amazon. Preparations such as strengthening the firms’ 

brand and position were prioritized by firms that closely monitored Amazon’s 

entrance (Book 1 AB, Book 2 AB, and Marketplace AB). The fact that preparations 

were continuously made years before Amazon’s actual entrance indicates that the 

Swedish players had high awareness of Amazon’s potential intentions and actions. 

Given that Amazon took a longer time than expected to launch in Sweden, the 

Swedish players felt they had time to build strong brands. However, the CCO from 

Marketplace AB felt that Amazon slowly but surely became more professional and 

directed their traffic correctly to reach out to Swedish customers. The Sales Director 

from Book Publisher AB expressed that he understood other retailers’ concerns, 

given how Amazon had previously price pressured other foreign markets. After 

increased sales through Amazon in foreign markets, Children Products AB had high 

awareness and were positive towards the potential collaboration possibilities in 

Sweden.  

5.2.2 Motivation  

Findings indicated that all firms in some way felt motivated to compete, meet or 

collaborate with the giant Amazon. The Swedish firms were motivated to respond 

to Amazon, based on competitive pressures. The findings indicated the resellers 

(Book 1 AB and Book 2 AB) were motivated to compete against Amazon, as a 

collaboration would not be profitable and create an additional part in the value 

chain. The CMO from Book 1 AB expressed the following: “If we were to 

cooperate with Amazon, we would lose another part of the profit to another 
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middleman (Amazon)”. These findings clearly emphasized that Book 1 AB and 

Book 2 AB were not motivated to collaborate with Amazon as presented in Table 

4. Table 4 presents illustrative examples of statements related to the participants’ 

motivation. 

Table 4  

Summary of reactors’ motivation 

Dimension: Motivation Illustrative examples 
Motivated to compete 

(2/5)  

 

 

 “Yes, they have contacted us a couple of times and wanted us to sell 

on their site … but we are a retailer so it will be very strange … it is 

not relevant for us.” (CMO, Book 1 AB)  

 “Compete, yes we do, we do not cooperate because we have chosen 

not to cooperate with Amazon.” (Marketing Director, Book 2 AB) 

Motivated to meet (1/5) 

 

“Against customers, definitely compete, on the other hand, we see on 

the merchant side, when you are a marketplace, they are a lot of stores 

that sell through us, and there we see that some form of cooperation 

must be found.” (CCO, Marketplace) 

Motivated to 

collaborate (2/5) 

 

“We absolutely cooperate, but they have incredibly blunt systems, you 

can safely say ... So that right now is quite rigid cooperation” (Sales 

Director, Book Publisher AB) 

“We are absolutely motivated to cooperate and do so, both locally and 

at a central level” (Key Account Manager, Children Products AB) 

Note: Illustrative examples to presents the reactors’ motivation towards Amazon. 

Marketplace ABs motivation differed from the other firms, disclosing to both 

collaborate and compete with Amazon. As shown in Table 4, the findings indicated 

that the CCO of Marketplace AB was motivated to compete for customers and to 

some extent collaborate on the merchant side. However, the Chief Product Officer 

(CPO) was not as convinced “collaboration has never been on the table, I don't 

think we have had the opportunity”. However, the CPO did express that if the 

opportunity to collaborate presented itself he would definitely consider it. Within 

the firm the participants had difference in opinion. Based on this Marketplace AB 

was categorized as motivated to meet Amazon in Table 4. 
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Book Publisher AB and Children Products AB are motivated to collaborate as 

presented in Table 4. Book Publisher AB had always been motivated to cooperate 

with Amazon, despite according to them, Amazon’s weak long-term foresight and 

relatively blunt systems. The findings indicated that Book Publisher AB did not see 

that their motivation would change, since Amazon was perceived as professional 

by the firm. Children Products AB shared similar thoughts with regards to previous 

successful collaborations with Amazon. The findings indicated that Children 

Products AB felt motivated to collaborate on a local and global level.  

5.2.3 Capabilities 

In addition to awareness and motivation, the firms’ capabilities are taken into 

consideration when formulating responses towards the actor. Findings from the 

interviews indicated that the firms had different capabilities to compete, meet or 

collaborate towards Amazon. Book 1 AB and Book 2 AB had competitive 

capabilities that consisted of investments to strengthen their brands. The CMO from 

Book 1 AB mentioned that their strategy was to “continuously strengthening the 

brand and strengthen the emotional connections to our brand.” For instance, Book 

1 AB launched a massive branding campaign the same week Amazon entered the 

market. Book 2 AB saw themselves as experienced and accustomed, in pace with 

the extensive structural changes that have taken place in the book industry. Book 2 

AB also expressed that continuously strengthening the brand was a prioritized 

activity in terms of capabilities.  

There was an indication that the Swedish firms considered themselves to have better 

control locally than Amazon. The CCO of Marketplace AB mentioned that they 

have better control locally than Amazon and tailor services based on that. To sustain 

competitive advantages, Marketplace AB was additionally increasing investments, 

marketing, services, and customer experiences. However, in regard to the current 

Covid-19 pandemic the CCO expressed “Corona gave us as even more customers 

… We have grown incredibly much.”. Similarly, the Marketing Director of Book 2 
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AB expressed: “We see a huge growth in our digital channels in e-commerce as a 

result of the Covid 19 pandemic”. Therefore, findings indicated that firms had 

experienced growth due to the Covid-19 pandemic. 

Children Products AB was in preparations to initiate a collaboration with Amazon, 

which included a resource intensive process, to adjust text and pictures for the 

website. They were additionally reducing the product range to achieve higher 

marginals on products and educating staff. According to the CEO of Book Publisher 

AB they were in an adequate position with advantageous capabilities to negotiate. 

The Sales Director from the same firm addressed that smaller firms would most 

likely have considerably more difficulties negotiating with Amazon.  

In addition to the current undertakings, most of the firms had future measures 

planned as a reaction to Amazon’s entrance. As presented in Table 5, some firms 

had extensive plans in terms of costs. The findings indicated that the competitors 

(Book 1 AB, Book 2 AB, and Marketplace AB) all had expensive measures for the 

future in terms of investments, marketing, strengthening of brand, increasing 

customer experience, and streamlining of logistics. For instance, the CCO of 

Marketplace AB expressed that their marketing had increased in cost with the 

entrance of Amazon and further investments were required within customer 

experience. The CCO expressed “we can handle the logistics for our customers, but 

these are things we look at even more closely.” Marketplace AB planned to 

streamline their logistics to a higher level, to best be prepared to meet Amazon’s 

fast deliveries. Children Products AB had plans to strengthen their business 

relationship with Amazon and educate their staff. Additionally, Children Products 

AB would focus to provide information, helping Amazon acclimate to the Swedish 

market. As presented in Table 5, most firms have future measures planned, however 

Book Publisher AB had no measures for the future. Table 5 presents illustrative 

examples of statements related to the participants’ capabilities. 
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Table 5  

Summary of reactors’ capabilities 

Dimension: Capabilities   
 

Illustrative examples 

Has taken measures 

because of Amazon’s 

entrance (5/5) 

“Creating emotional connections to the brand became important 

when it comes to such a rational player as Amazon, which is very 

much about price and product.” (CMO, Book 1 AB) 

Has taken expensive 

measures because of 

Amazon’s entrance 

(3/5) 

 “Yes, ooh yes, it costs a lot more in marketing money. We have to 

increase our investments quite a lot, plus it requires even more in the 

customer experience.” (CCO, Marketplace AB 

Have future measures 

planned because of 

Amazon’s entrance 

(4/5) 

“Amazon competes precisely with fast deliveries in a completely 

different way, so there we must compete. On the logistics, definitely.” 

(CCO, Marketplace AB) 

Note: Illustrative examples to presents the reactors’ capabilities towards Amazon. 

5.3 Competitive Dynamics 
The section presents the interplay of Amazon and the Swedish firms, which 

exemplifies step (5) competitive dynamics that eventuates into step (6) 

organizational performance in the conceptual framework (Figure 4). Findings 

indicated that a competitive environment was established on the market between 

Amazon and the Swedish firms. So far, the chapter have presented clarification on 

the participants view on Amazon and the Swedish firms’ awareness, motivation, 

and capabilities towards Amazon. Further the three prototypical views, rivalrous, 

hybrid or relational will be discussed in relation to the competitive dynamics.  

The findings indicated that the firms had different approaches towards Amazon’s 

collaboration opportunities. The firms’ different views on Amazon will further be 

discussed in detail. Table 6 presents the categorization of the firms’ prototypical 

views towards Amazon.  
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Table 6  

Three prototypical views 

Prototypical views Firms’ prototypical views on Amazon 
Rivalrous  

 

(2/5) 

 

 

Rivalrous/Hybrid  

(1/5) 

 

Hybrid  

(1/5) 

 

Relational  

(1/5) 

Book 1 AB:  

“Rivalry, of course, they are a competitor” (CMO) 

Book 2 AB:  

“We are rivals… not cooperative or relational” (Marketing Director) 

Marketplace AB:  

“I would say rivalrous” (CPO) 

“I would say cooperative” (CCO)                     

Children Products AB:  

“It is cooperative” (HR Director) 

“Cooperative…even a mix of relationship. It is not rival in any way.” 

(Key Account Manager) 

Book Publisher AB: “I guess it’s a relational cooperative, then I do 

not know if it is super close cooperation… the Sales Director knows 

that.” (CEO) 

“It must be relationship-based, I think.” (Sales Director) 

Note: Firms’ prototypical views 

Further, the firms’ reactions are presented within the five dimensions of the three 

prototypical views. The dimensions are as earlier mentioned, (1) aim to engage in 

competitive interaction, (2) mode of interaction, (3) actors involved in the 

engagement, (4) action toolkit of competitive moves, and (5) time horizon of 

engagement. Table 7 summarizes the firms’ prototypical views according to the five 

dimensions and we elaborate on it further in the following sections. 
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Table 7  

Dimensions of three prototypical views 

 Book 1 AB  Book 2 AB  Book 
Publisher AB  

Children 
Products AB  

Marketplace AB 

(1) aim 

(2) mode 

(3) actor 

(4) toolkit 

(5) horizon 

Appropriation1  

Attack  

Competitors  

Economic  

Short-term  

Appropriation 

Attack  

Competitors  

Economic 

Short-term 

Co-Creation2  

Relationship 

Stakeholders 

Ideological  

Long-term 

A/C3 

Cooperate  

Alliance  

Economic/Social  

Long-term 

A/C 

Attack/Cooperate  

Comp/Alliance  

Economic/Social  

Long-term 

Note: A categorization of the firms’ competitive interaction. 1Value appropriation, 2Value co-

creation, 3Value appropriation/Value co-creation 

5.3.1 Rivalrous  

Firms with a rivalrous approach towards the actor primarily fulfil the following five 

dimensions: (1) solely focus on value appropriation, (2) attack, avoids attack or 

retaliates, (3) view actors as competitors, (4) economic boundaries, and (5) short-

term. Book 1 AB and Book 2 AB considered themselves as rivalrous firms towards 

Amazon. The findings indicated that the firms were rivalrous according to the 

dimensions as well.  

To clarify, Book 1 AB and Book 2 AB expressed an indication to engage in 

competitive interaction focusing on (1) value appropriation, were (2) motivated to 

compete, and perceived Amazon as a (3) competitor. The “relationship” Book 1 AB 

had with Amazon consisted of monitoring Amazon’s advertisement, brand 

development, PR, and price. Book 1 AB and Book 2 AB were bound by (4) 

economic boundaries, a collaboration with Amazon would not be profitable. 

However, they carried competitive economic moves to strengthen themselves 

against Amazon. When discussing time horizon, findings indicated that the firms 

acted in alignment with the (5) short-term approach in the rivalrous view. Book 1 

AB and Book 2 AB considered that Amazon could develop into a significant 

competitor and would monitor its future development on the Swedish. Table 8 
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summarizes the rivalrous view with some illustrative examples of statements 

related to the participants’ categorization of interaction within the sub dimensions.  

Table 8  

Dimensions of three prototypical views within a rivalrous view 

Dimensions Sub dimensions and illustrative examples 
(1) aim  
 

Value appropriation, motivated to compete  
 “We have our own strong channels.”  

(2) mode of interaction 
 

Attack, avoids attack or retaliates  
 “We always focus on our customers … and we compete against all, 
other bookstores and Amazon.”  

(3) actors involved  
 

Competitors  
 “We have no relationship, other than that we are competitors.”  

(4) action toolkit 
 

Economical boundaries  
“There is not much left in the last line, if anything, if we were to go 
through that channel” 

(5) time horizon 
 

Operational decisions are the time horizon of engagement  
 “We follow all our competitors and customers all the time and make 
active decisions based on that” 

Note: Illustrative examples to presents the reactors’ rivalrous prototypical views towards Amazon.  

5.3.2 Hybrid  

Firms with a hybrid approach towards the actor primarily fulfil the following five 

dimensions: a certain level of (1) value appropriation and value co-creation to 

create a competitive advantage, and (2) combines attack, cooperate, and manage a 

relationship. Further firms have (3) partial willingness to collaborate with the actor 

as alliance partners, are restricted by (4) political boundaries, and value the (5) 

short term with long term in consideration. Children Products AB and Marketplace 

AB considered themselves as hybrid firms towards Amazon. The findings indicated 

that the firms were hybrid according to the dimensions as well.  

Children Products AB and Marketplace AB balance (1) value appropriation and 

value co-creation. Children Products AB felt motivated to (2) collaborate as 

Amazon was a current customer. Marketplace AB was motivated to (2) cooperate 

on the merchant side but not on the customer side. Children Products AB had an (3) 

established relationship with Amazon with continuous contact and considered the 
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relationship continuously developing for the better. Findings indicated some 

rivalrous characteristics since Marketplace AB had partnerships with almost all 

marketplaces around Europe to (3) compete with Amazon. Marketplace AB 

occasionally engage in discussions with Amazon on topics such as industry 

experiences.  

Findings did not clearly convey the (4) boundaries of Children Products AB’s 

toolkit in regard to their competitive moves towards Amazon. The findings 

indicated that Marketplace AB were bound by (4) economic boundaries to some 

extent, as a collaboration with Amazon would not be completely profitable. 

Marketplace AB’s competitive economic moves consisted of considerable 

measures of investing whatever it takes to make their platform user friendly to 

customers. Children Products AB saw their approach as (5) long-term with some 

tendencies of short-term, since e-commerce grows, and so does Amazon. 

Marketplace AB had a (5) short-term approach with long-term in consideration, as 

they considered Amazon is here to stay and potentially develop into a significant 

competitor.  

Table 9 presents illustrative examples of the hybrid firms, Children Products AB 

and Marketplace AB within every dimensions. The hybrid view covers the whole 

middle ground between rivalrous and relational which naturally means that there is 

a lot of potential variations. 
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Table 9  

Dimensions of three prototypical views within a hybrid view 

Dimensions Sub dimensions and illustrative examples 
(1) aim  
 

Value appropriation/Value co-creation, motivated to meet  
“We can cooperate on the merchant side but not on the customer.” 

(2) mode of interaction 
 

Various combinations of attack, cooperation or managing a 
relationship  
 “Against customers, definitely compete, on the other hand … when 
you are a marketplace … we see that you have to find some form of 
cooperation.”  

(3) actors involved  
 

Alliance partners  
 “It is under construction ... but we are on our way.” 
Competitor / Alliance partners 
 “We collaborate with almost all marketplaces around Europe to 
compete with Amazon” 

(4) action toolkit 
 

Economical boundaries 
 “So, we invest a lot of money in, because it will be easy for the 
customer to shop and we then focus easily locally for globally, they 
will always hit us.” 

(5) time horizon 
 

Long-term time horizon of engagement  
 “They have quite clearly indicated that they are here to take market 
shares in the long term and then we have to relate to them in the long 
term.” 

Note: Illustrative examples to presents the reactors’ hybrid prototypical views towards Amazon.  

5.3.3 Relational  

Firms with a relational approach towards the actor primarily fulfil the following 

five dimensions: (1) “raising all boats”, creating value co-creation (2) manage a 

relationship, (3) view the actor as inclusive stakeholders, (4) social and ideological 

boundaries, and (5) sustainability through a long-term time horizon. Book 

Publisher AB fulfilled all the characteristics of the relational dimensions.  

Findings indicated that Book Publisher AB found Amazon as an excellent retailer 

to spread literature through. Their willingness to (1) create value together, can be 

referred to “raising all boats”. The firm was (2) motivated to cooperate with 

Amazon in order to manage a relationship. Book Publisher AB considered their (3) 

relationship extensive, with contact several times a week and collaboration 

reconciliation three times a year to follow-up on improvements. (4) According to 



 61 (84) 

 

Kristianstad University | SE-291 88 Kristianstad | +46 44 250 30 00 | www.hkr.se 

Book Publisher AB were not bound by (4) social boundaries as they expected 

Amazon to comply with their code of conduct and Swedish regulations. Book 

Publisher AB’s time horizon towards Amazon was a (5) long-term approach, as 

they hoped for a better and deeper collaboration consisting of more business, 

marketing, and activities with Amazon in the future. Table 10 summarizes the 

relational approach with some illustrative examples. 

Table 10  

Dimensions of three prototypical views within a relational view 

Dimensions Sub dimensions and illustrative examples 
(1) aim  
 

Value co-creation, motivated to collaborate  
 “No problems with working with them.” 

(2) mode of interaction 
 

Manage a relationship  
 “It is a customer of ours, … so we are definitely in a collaboration, 
we are already for several years back in a strong collaboration with 
Amazon in other markets.” 

(3) actors involved  
 

Inclusive stakeholders that are beneficial in the long run  
 “Yes, we have a customer manager who has good contact with 
Amazon maybe 2-3 times a week … we have good ongoing contact 
all the time more or less.” 

(4) action toolkit 
 

Social and ideological boundaries  
 “Those who cannot comply with our code of conduct ... 
sustainability thinking or laws and guidelines that have in Sweden, 
we do not do business with them. We would never do business with 
racists; it does not work … we back out in those cases if such actors 
appear.” 

(5) time horizon 
 

Long-term time horizon of engagement  
 “They have quite clearly indicated that they are here to take market 
shares in the long term and then we have to relate to them in the long 
term.” 

Note: Illustrative examples to presents the reactors’ relational prototypical views towards Amazon.  
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5.3.4 Value Co-Creation & Value Appropriation 

Findings indicated that the firms that collaborated with Amazon (Book Publisher 

AB and Children Products AB) had not experienced value creation yet. Firms’ that 

initiated collaborations with Amazon had just started out. Thereby, the findings did 

not confirm a definite answer to what extent value co-creation developed from the 

hybrid or relation view. Therefore, this could not be analyzed further, and this study 

could not analyze the ultimate (6) organizational performance. However, Book 

Publisher AB and Children Products AB saw the potential of value co-creation in 

the future, as experienced from collaborations with Amazon in foreign markets. The 

CEO of Book Publisher AB stated that: 

If Amazon runs other booksellers out of business, then it is like a zero - sum 
game. But on the other hand, you can turn it around, if they still take out of the 
market then you must be partnered with the one who takes them out. 
 

This statement imply that the value co-creation Book Publisher AB set out to 

achieve, additionally to secure a market position. Amazon is circulating in media 

and newspapers, and thereby driving the behavior among customers. 

Marketplace AB considered Amazon as a “big brother” in their industry, and just 

watching and monitoring, they are learning a lot. Amazon that adapts to a new 

market could benefit from local knowledge which Marketplace AB could offer. 

Therefore, Marketplace AB saw the possibility of creating value co-creation and 

value appropriation through exchange of market experiences with Amazon.  

The rivalrous firms (Book 1 AB and Book 2 AB) had experienced value 

appropriation in terms of internal focus that strengthened their positioning on the 

market and sustain competitive advantages. Book 1 AB considered themselves as a 

strong, well-known brand, and a collaboration would not contribute to anything, but 

everything could change over time. Book 1 AB was working on sharpening and 

investing more in the brand and perceived Amazon as an internal eyeopener. Book 
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2 AB generally thought that some competition can be good since it motivates firms 

to be better.  

Findings indicated that value appropriation was created in the competitive market 

environment. Even though the firms did not cooperate with Amazon, it still 

generated value. Amazon’s competitive pressures motivated firms to improve. The 

Swedish market with its independence approach has generated value appropriation 

for firms to develop and get better now that Amazon came and pressured firms that 

the development of e-commerce can be driven forward.  
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6. Discussion  

The chapter presents a discussion of the empirical findings from the previous 

chapter and highlights its main findings, in connection to the research question. 

This chapter is divided into actor, reactor, and competitive dynamics. The 

discussion additionally contains connections to existing literature.  

6.1 Discussion of Empirical Findings  

Findings showed that the competition were evident between the Swedish firms and 

Amazon, which indicates that when a new actor enters a new market, it can impact 

the competitive dynamics (Smith et al., 2001). Further, this section will highlight 

the competitive dynamics that developed on the e-commerce market between 

Amazon (actor) and the Swedish firms (reactors). 

6.1.1 Actor 

On the Swedish market, there are many established, advanced, and individual 

players. Amazon entered to a develop market with heavy players and conscious 

customers, where established firms had experienced extensive growth due to the 

current Covid-19 pandemic driving e-commerce. Amazon entered and offered 

collaboration opportunities to the Swedish firms, which aligns with Amazon’s usual 

action of providing collaboration opportunities (Raza-Ullah et al., 2014; Ritala et 

al., 2014). That Amazon had been in extensive contact with each of the Swedish 

firms exemplifies the imprint Amazon already aims to create within the competitive 

environment on the Swedish market. Some of the researched Swedish firms rejected 

Amazon’s offer, while some had accepted a collaboration. The main disadvantages 

with collaborating with Amazon from the Swedish firms’ point of view, was the 

strong focus on the end customer and Amazon being tough in negotiations. 

Amazon’s advantages included to sell everything published, spread awareness, and 

offer expansive brand spread. An additional advantage with Amazon was the 

driving force that Amazon’s presence placed on firms to improve. 
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In media, Amazon was portrayed with a bad reputation regarding sustainability and 

working conditions, and this was additionally confirmed by the firms as their 

perception of Amazon. The Swedish market, place high importance in decent work 

policies, and considerer firms should act accordingly to its sustainable advocacy. 

While the Swedish players had advanced, the study found that the market’s 

competitive environment might also influence Amazon to adapt to the Swedish 

mindset and sustainability policies. Amazon’s entrance with a reputation of lousy 

sustainability policies and work conditions, place pressure back towards Amazon, 

as Swedish players expect them to follow regulations to even consider 

collaboration, which refers to that actors (Amazon) can face several challenges of 

adaptation to the host country’s business environment (Ritala et al., 2014).  

 

The Swedish firms pointed out that if Amazon is here to stay, Amazon must live up 

to the Swedish expectations. The competitors considered Amazon’s bad reputation 

as a competitive advantage. They saw themselves as more sustainable than 

Amazon. The firms considered that the Swedish customers’ sustainable advocacy 

could be beneficial on the customer side and strengthen their position within the 

interplay of competitive dynamics.   

6.1.2 Reactor 

The Swedish e-commerce market has never experienced a significant player like 

Amazon, the world’s largest e-retailer. As we know from the media and 

newspapers, Swedish players had varying attitudes towards Amazon’s entrance into 

the market. The firms had mixed emotions regarding Amazon’s entrance, which 

refers to that competition can develop complex reactions of emotional ambivalence 

including both optimism and tension (Ashforth et al., 2014; Raza-Ullah et al., 

2014). This was the case of the Swedish players’ reactions towards Amazon’s 

entrance. 

 



 66 (84) 

 

Kristianstad University | SE-291 88 Kristianstad | +46 44 250 30 00 | www.hkr.se 

Benmnamoun et al. (2018) claimed that MNEs could be dangerous for local 

businesses as smaller players in the domestic market can often be replaced by 

MNEs. The Swedish firms were not concerned about being replaced by Amazon as 

they did not consider Amazon a massive threat. The study proved that the Swedish 

firms’ high level of awareness and preparations of the expected entrance of Amazon 

initiated profound efforts in preparations not to be replaced by an MNE like 

Amazon. The study further found that these preparations and Amazon’s prolonged 

entrance gave the Swedish players time to become strong and established on the 

Swedish market. The study found that the Swedish players expected Amazon to stir 

the existing competitive dynamics to a further extent, but the impact was not as 

noticeable as expected.  

 

Benmnamoun et al. (2018) claimed that firms in home regions could have 

substantial location-based advantages over MNEs. In addition to the retailers had 

become well-established firms, the book sector had noticed that Amazon did not 

prioritize books on the Swedish market. Additionally, books are limited to in-home 

turfs language. Because books are limited in language, the Swedish book sector had 

more power in the home region and negotiations with Amazon, creating location-

based advantages.  

 

With added competition on the Swedish market came competitive pressures to be 

better, to sustain competitive advantages. Ethiraj and Zhou (2019) claimed that 

reactors can potentially try to discourage the actor, which results in strategic 

responses for host country players. The positive consequences from the impacted 

competitive dynamics indicated that the Swedish players have stepped up to better 

meet and compete with the giant Amazon. This refers to that competitive actions 

taken by firms can create competitive advantages and increase competitive 

performance (Chen & Miller, 2015; Smith et al., 2001). Since the firms have 

become more established, they can make more resistance towards Amazon, this 
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refers to that competitive action can impact the competitor (Amazon) in general 

(Smith et al., 2001). 

6.1.3 Competitive Dynamics 

Mutlu et al. (2015) claimed that firms take counteractions to defend or improve its 

relative position. Amazon’s entrance to Sweden was expected for years, and the 

Swedish players prepared to best meet the giant. With this indication, the Swedish 

firms had time to prepare. Amazon’s entrance was predictable, and the launch was 

perceived as unprofessional. The competitors expected to feel threatened at the time 

of launch, to their surprise, Amazon’s impact on the Swedish market was relatively 

negligible. Therefore, in the studied case, the Swedish firms felt less threatened. 

Amazon’s entrance was not a scare and did not cause distress in the competitive 

environment.  

 

Amazon’s capacity to offer extensive volumes and provide the market with low 

prices is what the firms had seen in other foreign markets. This is what the Swedish 

firms expected of Amazon. Findings found that the firms barely noticed an impact 

of Amazon, there were no price pressures, Amazon was not the cheapest, and 

Amazon was barely noticeable on the market by the firms. Thus, Amazon was still 

somehow everywhere in the back of their minds. Findings found that Amazon’s 

cautious entrance was perceived by some firms as a potential strategy of Amazon, 

a strategy that aims to gain market shares cautiously and gradually.  

 

Firms with the rivalrous view (Chen & Miller, 2015), in this case, Book 1 AB and 

Book 2 AB considered Amazon a direct competitor. These firms were less 

threatened than initially expected. Amazon’s presence somehow managed to create 

value appropriation since prior to Amazon’s entrance the rivalrous firms were 

advancing their operations. In this case, a collaboration for the rivalrous firms 

would not be profitable which refers to Chen & Miller’s (2015) claim that the 

motivation is driven by organizational prerequisites.  
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Firms with the hybrid view (Chen & Miller, 2015), in this case, was Marketplace 

AB and Children Products AB. Surprisingly the firm with the hybrid view, the 

direct competitor Marketplace AB, was optimistic about Amazon’s entrance. 

Thanks to Amazon, Swedish customers have begun to learn about what a 

marketplace is, which facilitated Marketplace AB’s visibility in the market. This 

aligns with that Amazon’s marketplace has the power to extend players’ 

opportunities (Luo, 2021). The hybrid firm Children Products AB were accepting 

collaboration with Amazon. Earlier collaborations in foreign markets had enabled 

them to sell their products to a further extent and reach a broader customer range. 

This refers to Chen and Miller’s (2015) prototypical views that shows that firms 

can have considerably divided views in the spectrum of the hybrid view that is 

between the rivalrous- and relational view.  

 

Firms with the relational view (Chen & Miller, 2015), in this case, Book Publisher 

AB, shared similar experiences as one of the hybrid firms. The relational firm had 

experienced beneficial collaborations in foreign markets with Amazon. Both firms 

that had collaborations with Amazon saw promising opportunities. Since the 

collaborations were at an early stage, both collaborations had not created value yet, 

which refers to that the views might be beneficial first in the long term (Chen & 

Miller, 2015). That the firms within the hybrid- or relational view saw eventual 

valuable collaborations, refers to Chen and Miller’s (2015) claim that these views 

can create value co-creation.  

 

Findings found that competitive pressure from Amazon made every firm motivated 

with responses, which aligns with that reactors’ competitive responses are 

influenced by competitive interactions (Chen & Miller, 2015). The views on 

Amazon are incredibly different depending on the firms and where the firms are 

within the value chain. As the launch took remarkably longer time than expected, 

the Swedish firms had time to establish themselves. The competitive dynamics were 

affected by several aspects, which aligns with the fact that a new player in a market 



 69 (84) 

 

Kristianstad University | SE-291 88 Kristianstad | +46 44 250 30 00 | www.hkr.se 

can affect the competitive dynamics (Ritala et al., 2014). Findings found that the 

potentially unwelcome giant Amazon were praised with optimistic mindsets; maybe 

Amazon is not that bad. 
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7. Conclusion  

This chapter presents a summary of this thesis followed by a conclusion about the 

competitive dynamics on the Swedish market developed from Amazon’s entrance. 

At last, theoretical contribution, practical contributions, critical review, and 

suggestions for future research are presented.   

7.1 Summary of the Dissertation   
This thesis investigated the competitive dynamics that developed after the entrance 

of Amazon on the Swedish e-commerce market. By analyzing the development of 

the competitive dynamics on the Swedish market between Amazon, this dissertation 

has shown how an outside player could impact the existing competitive dynamics 

in the domestic market. For the last months, the Swedish e-commerce market has 

experienced impacted competitive dynamics followed by the entrance of the US 

giant, Amazon.  

The research aimed to accentuate how the competitive dynamics developed, how 

Amazon was perceived on the Swedish market, and whether it was in fact 

unwelcome by Swedish firms. Suspicion of the unfamiliar giant resulted in various 

reactions from the Swedish players. Swedish players were used as representatives 

in the case, to illustrate Swedish firms’ reactions and responses towards Amazon. 

A conceptual framework based on previous research was constructed by connecting 

relevant theories of competitive dynamics. The framework represents an industry’s 

competitive environment when an actor enters a new market. Further it illustrates a 

potential process of the interplay of competitive dynamics between players 

(reactors) experiencing the entrance of an outside player (actor).  

Empirical data was collected through qualitative research interviews with five 

Swedish firms operating within the book industry, children product industry, and 

marketplace industry. Findings showed that competitive dynamics is evidently 

impacted. The Swedish players are less threatened than expected, many 
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preparations were in store before the entrance. Findings additionally found that 

Amazon could help to drive customer consciousness of marketplaces. This thesis 

has contributed to insight in competitive dynamics from a firm perspective.   

7.2 Conclusion  
To conclude, this thesis explored how competitive dynamics have developed on the 

Swedish e-commerce market after the entrance of Amazon. It was evident that 

Amazon’s entrance had affected the competitive dynamics on the Swedish market, 

which agrees with that an actor that enters a new market, can stir the competitive 

dynamics (Smith et al., 2001). The study found that the Swedish players had been 

in preparation for the eventual entrance of Amazon for years. Amazon’s potential 

entrance had been expected for a long period of time, which gave the Swedish firms 

time to become well established before Amazon had the chance to launch on the 

Swedish market. This agrees with that MNEs can have positive impact on 

competitive dynamics on the market (Luo, 2021). Therefore, it is clear to say that 

Amazon affected the competitive dynamics on the Swedish market even before the 

actual entrance.  

The main insights in consideration to the research question is that Amazon’s actions 

impacted the competitive dynamics less than the Swedish players expected. 

Amazon’s presence is almost negligible by the firms on the Swedish market. 

Thereby the players were less threatened that expected, even optimistic about the 

future. Additionally, the Swedish competitors felt more confident in their positions 

towards Amazon than expected. Thereby, many Swedish firms had worse 

expectations than the reality of the impact. Findings found that Swedish firms are 

now kind of relaxed. The firms waited for the big bang, but it never happened. The 

Swedish players had time to become established since the starting distance was long 

for Amazon to enter. Although, firms still believe that Amazon will eventually take 

significant market shares. 
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Amazon entered to an advanced and develop market with heavy players and 

conscious customers, where established Swedish firms had experienced extensive 

growth due to the current Covid-19 pandemic driving e-commerce. Amazon entered 

and offered collaboration opportunities to all Swedish firms in this case, which 

agrees with the cooperative elements Amazon provides (Raza-Ullah et al., 2014). 

Amazon’s reputation of lousy sustainability policies and working conditions is 

perceived negatively by the Swedish firms. If Amazon does not meet Swedish 

expectations, the Swedish firms’ concierge to collaborate which put a pressure on 

Amazon. This agrees with the several challenges MNEs can face in host country’s 

business environment (Benmamoun et al., 2018). 

The book sector was more confident in their positions based on location-based 

advantages. Books are limited to in-home turfs language, which gave Book 

Publisher AB more power in the home region and negotiations with Amazon. This 

agrees to the fact that advantages such as location-based advantages can be 

exploited by firms in home regions to gain competitive advantages (Benmamoun et 

al., 2018). That Amazon did not prioritize books was additionally favorable for the 

other firms in the book sector. An additional favorable aspect was that Amazon 

might drive customer consciousness of the concept of what a marketplace is, which 

made Marketplace AB optimistic about Amazon’s presence.  

Since the firms expected Amazon to grow, some firms resonated that it is better to 

partner up with Amazon than not at all, if it was to take out other firms. Even though 

the presence was negligible firms were still sharpening their brands and increasing 

their investments to become stronger in the competitive dynamics. This agrees with 

Mutlu et al. (2015) claim that firms take counteractions to defend or improve its 

relative positions on the market. Amazon’s presence on the Swedish market was 

negligible. However, Amazon was still somehow everywhere and influencing every 

firm. Amazon’s cautious entrance was perceived as a potential strategy of Amazon, 

that aims to gain market shares behind the scenes. 
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The firms that aimed to collaborate with Amazon had not yet experienced beneficial 

outcomes but were positive towards the future outcomes. The optimism was based 

on successful collaborations in foreign markets, which agrees with Luo’s (2021) 

claim that Amazon’s operations extend firms’ opportunities with their advanced 

marketplace. Given that Amazon was welcomed by three out of five firms and the 

two other firms bypassed Amazon with a shrug of the shoulders, Amazon might not 

be, in fact, an unwelcome giant.  

7.3 Theoretical Contribution 
Previous research suggests that when a new actor enters a market an interplay of 

competitive dynamics between the new actor and the reactors on the current market 

further shape the industry’s competitive environment (Smith et al., 2001). However, 

to the best of our knowledge previous research has not explored reactors responses 

within competitive dynamics of e-commerce. The aim of this thesis was to provide 

clarification of the chosen key dimensions within competitive dynamics when an 

outside player enters a new market. Thereby, the aim of the thesis was to increase 

understanding within the field of competitive dynamics by going back and forth 

between theory and empirical findings. Existing research has been limited to some 

extent with portraying the entire course of events within competitive dynamics 

affected by an outside actor. Therefore, this thesis had the focus to connect and 

gather new insights to illustrate more comprehensive events and dimensions of 

competitive dynamics. This thesis contribution to the research field is a deep 

explanation of competitive dynamics by providing a conceptual framework of 

connected theories and contribute with empirical evidence connected with previous 

literature within competitive dynamics.  

7.4 Practical Contribution 

This study outlined reactions that occur in the circumstances of competitive 

dynamics between foreign rivals and home turf players. The study contributed to 

deepen and nuanced answers from Swedish firms towards a foreign actor. This 



 74 (84) 

 

Kristianstad University | SE-291 88 Kristianstad | +46 44 250 30 00 | www.hkr.se 

thesis showed how competitive dynamics can be impacted and developed in an 

advanced market, such as Sweden. From a practical perspective, insights highlight 

how competitive dynamics pressures firms in the home market to sharpen up and 

the continued importance of staying competitive in the growth of e-commerce. It 

presents insights how a giant’s e-commerce competition can influence a market 

with its entrance.  

The Swedish firms’ responses are essential considerations for the firms to survive 

in advancing markets that foreign giant’s impact. This study gives practical insights 

into how Swedish firms have resonated to better meet, follow, or stay competitive 

against foreign giants, which contributes to a clearer view of how Amazon’s 

entrance is perceived and why. With contribution to previous rich literature within 

competitive dynamics, the study highlight how competitive dynamics can be 

impacted by foreign actors. Actors that enter new markets will not end with Amazon 

in this rapidly developing business environment. 

7.5 Critical Review and Future Research 
This thesis investigated the case of the competitors’ reactions to the entry of 

Amazon into the Swedish e-commerce market. The study did not investigate the 

last step of the conceptual framework, which is step (6) organizational performance 

(Figure 4). This study solely investigated Amazon and the Swedish firms’ interplay, 

while the research question could be of relevance to examine in other competitive 

dynamics contexts. In future research it would be of interest to apply the same 

research approach on other cases within competitive dynamics to investigate how 

competitive dynamics can develop in a different case, and potentially further 

examine the organizational performance outcomes from the competitive dynamics.   
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Appendix A - Interview guide  

Introduction  

- Expressing gratitude for participant taking their time.  
- Introducing ourselves and explain who will conduct the interview and 

who will take notes 
- Introducing the topic and purpose of the thesis  
- Explaining firm information and names will be anonymized, going 

through consent form information, and asking how they want to be 
presented in the thesis.  

Participants 

- Book 1 AB April 12th 
- Book 2 AB April 15th 
- Book Publisher AB April 26th, May 3rd 
- Children Products AB April 12th, May 6th  
- Marketplace AB April 27th, May 10th 

Question  Purpose 

1. What were your initial thoughts when 
you first heard that Amazon would 
enter the Swedish market?  

Competitive Dynamics - Awareness  
By asking this question we received a 
perception of the participants initial 
perception about the actor, Amazon. 

2. Now that Amazon has been 
established for more than six months 
on the Swedish market, has your 
opinion changed during that time, and 
if so, how?  

Competitive Dynamics - Awareness  
By asking this question we received a 
perception of how the participants 
perception might have changed about 
Amazon. 

3. Have you felt motivated to 
collaborate, meet or compete? with 
Amazon? Do you have any examples?  

Competitive Dynamics - Motivation  
By asking this question we received a 
perception of response the Swedish 
players were motivated to take towards 
Amazon. Further, this question allows us 
to categorize the firms within the three 
prototypical views, especially dimension 
(2) mode of interaction. 
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4. Have you experienced a desire/need to 
take an action since Amazon 
launched? 
- If no, is there any particular reason?  
- If yes, what action(s) have you 
taken? 

Competitive dynamics - Capabilities  
By asking this question we received a 
perception of the capabilities the Swedish 
players might have when handling 
Amazon.  

5. Do you have any future planned 
actions?  

Competitive dynamics - Capabilities 
By asking this question we received a 
perception of the future capabilities the 
Swedish players had and were planning to 
take towards Amazon. 

6. What do you think about Amazon’s 
practices regarding:  
- Working conditions 
- Sustainability  

Actor – perception of Amazon 
By asking this question we gained insights 
how the participants viewed the actor, by 
looking at factors Amazon is criticized for 
in media. The purpose was to investigate if 
this was a potential underlying factor of 
why some participants might not want to 
collaborate.  

7. Do you consider Amazon to be an 
appropriate fit on the Swedish market? 

Actor – perception of Amazon 
By asking this question we gained insights 
how the participants viewed the actor, and 
if the reactors (Swedish players) were 
welcoming Amazon.   

8. What differences do you think you 
would have experienced if you were 
employed by Amazon compared to 
your company’s working way 

Actor – perception of Amazon 
By asking this question we gained insights 
how the participants viewed their own 
firm’s operations in relation to the actor, 
Amazon.  

9. On a scale of 0-10, how willing are 
you to work with Amazon?  

Actor – Potential collaboration  
By asking this question we gained deeper 
insights how willing the firm actually were 
to collaborate. Further, this question 
allows us to categorize the firms within 
the three prototypical views, especially 
dimension (1) aim. 
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10. What disadvantages can you see 
collaborating with Amazon? And what 
is it based on?  

Actor – Potential collaboration 
By asking this question we gained deep 
insights of the participants view on the 
actor.  

11. What advantages can you see 
collaborating with Amazon? And what 
is it based on? 

Actor – Potential collaboration 
By asking this question we gained deep 
insights of the participants view on the 
actor. 

12. What does your relationship with 
Amazon look like today? 

Competitive Dynamics – Three 
Prototypical views  
By asking this question we learned about 
the current relationship the participants 
had with Amazon. Further, this question 
allows us to categorize the firms within 
the three prototypical views, especially 
dimension (3) actor.  

13. Would you say your relationship with 
Amazon is rival, cooperative or 
relationship-based? 
- Rival: Opposes Amazon 
- Cooperative (hybrid): Open to 
cooperation to some extent  
- Relationship-based: Wiling to 
collaborate to a greater extent 

Competitive Dynamics – Three 
Prototypical views 
By asking this question we learned more 
about the current relationship the 
participants had with Amazon and how 
they classify it according to the three 
prototypical views.  

14. The stance you take towards/against 
Amazon is it based on economic, 
political, or social perspective? 

Competitive Dynamics – Three 
Prototypical views 
By asking this question we learned more 
about the current relationship the 
participants had with Amazon and why it 
looked the way it did. Further, this 
question allows us to categorize the firms 
within the three prototypical views, 
especially dimension (4) toolkit. 
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15. Your approach towards Amazon, do 
you consider it to be short-tern or 
long-term?  

Competitive Dynamics – Three 
Prototypical views 
By asking this question we learned more 
about the current relationship the 
participants had with Amazon and how 
they were planning to go forward. Further, 
this question allows us to categorize the 
firms within the three prototypical views, 
especially dimension (5) time horizon.   

16. What would a collaboration with 
Amazon have done for you? 

Value Co-Creation and Value 
Appropriation 
By asking this question we learned more 
about what values a collaboration could 
result in. 

17. In what way does Amazon create 
value for you and in what way do they 
disadvantage you?  

Value Co-Creation and Value 
Appropriation 
By asking this question we learned more 
about what values a collaboration could 
result in or potentially disadvantage them.  

18. In what way do you think Amazon 
disadvantages the Swedish market?  

Value Co-Creation and Value 
Appropriation 
By asking this question we learned more 
about how Amazon as a whole could 
potentially disfavor the Swedish market 
based on perceptions from the Swedish 
players.  

19. In what way do you think Amazon 
advantage on the Swedish market? 

Value Co-Creation and Value 
Appropriation 
By asking this question we learned more 
about how Amazon as a whole could 
potentially favor the Swedish market 
based on perceptions from the Swedish 
players. 

20. In general, how open are you to 
collaborate with other firms in relation 
to other firms?  

Value Co-Creation and Value 
Appropriation 
By asking this question we learned more 
about how the participants perceived other 
players in relation to Amazon.   

 

 


