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ABSTRACT

In the study, the competitive strategies of corporate organizations that cover both domestic and foreign investors, which make up
15% of the optical sector in Turkey, are examined. With the increase in number of companies entering Turkish optical sector,
intensity of competition between existing and new entrants is observed. The purpose and importance of this article is to determine
the methods that can improve the competitiveness of optical companies operating in Turkey on the basis of Porter's Basic
Strategies and to reveal strategic approaches in which they can gain competitive advantage. Generic on Porter’s generic competitive
strategy models 8 corporate optical companies were interviewed and investigated for competitive strategies they have developed
during their activities in Turkey. The updated taxonomy draft is classified under headings of cost leadership, differentiation and
focus applied in the optical industry. It has been shown that organizations adopt differentiation strategies the most in order to
move away from competition and increase preference by customers. It has been determined that organizations are sensitive about
costs due to their negative economic experiences in past. In this countrywide study, it is seen that all three strategies are applied at
similar rates. It also shows that organizations are cautious against opportunities and threats that may occur in optical sector.

Anahtar Kelimeler: Generic Competitive Strategies, Response Strategies, Strategic Management, Optical Industry, Growth,
Optician.
Jel Kodlar:: M10, L10.

TURKIYE'DE OPTIiK SEKTORUNUN GUNCEL DURUMU VE PORTER'IN TEMEL
STRATEJILERININ TURK OPTIiK SEKTORUNDE KULLANIMI VE UYGULAMALARI

0z

Calismada Tiirkiye genelinde optik sektdriiniin %15’ ini olusturan hem yurti¢ci hem de yurtdis: yatirimcilarini kapsayan kurumsal
kuruluslarin rekabet stratejilerini incelenmektedir. Sektore giris yapan kuruluslarin sayisinin artmasi sonucunda Tiirkiye optik
sektoriinde faaliyet gosteren kuruluslar arasinda agir rekabet kosullarinin olustugu agik bir sekilde gériilmektedir. Bu makalenin
amaci ve onemi: Tirkiye’'de faaliyet gosteren optik kuruluslarin rekabet giiciini iyilestirebilecek metotlarin Porter'n Temel
Stratejileri esas almarak saptanmasi ve rekabet Ustiinliigli kazanilabilecekleri stratejik yaklagimlarin ortaya
koyulmasidir.Calismada Porter'in temel strateji modeli esas alinmasiyla olusturulmus olan bir taksonomi taslag ile Tiirkiye'de
faaliyet gosteren 8 kurumsal optisyenlik miiessesesi yar1 yapilandirilmis goriismeler yapilarak incelenmis, kuruluslarin gelistirmis
olduklar1 rekabet stratejileri arastirllmistir. Bugiinkii ekonomik ortam ve is ortami da dikkate alinarak giincellenen taksonomi
taslagy, optik sektoriinde uygulanmakta olan maliyet liderligi, farklilasma ve odaklanma stratejileri ile ilgili bagliklar biinyesinde
siniflandirma yapmaktadir. Calismanin neticesinde kuruluslarin biiylime dénemlerinde artan rekabet ortamindan uzaklagsmak ve
tercih edilebilme sebebi olusturmak i¢in kuruluslarinin yiiksek oranda farklilasma stratejilerini benimsedikleri tespit edilmistir.
Kuruluslarin ge¢miste ekonomik olarak edindikleri olumsuz tecriibeler sebebiyle maliyetler konusunda olabildigince duyarh
davrandiklar: da tespit edilmistir. Ancak, lilke genelinde yapilmis olan ¢alisma sonucunda elde edilen bulgularda ii¢ stratejinin de
birbirlerine yakin oranlarda kullanildig1 goriilmektedir. Ayrica optik sektériinde olusabilecek hem firsatlar hem de tehditler
karsisinda kuruluslarin tedbirli olduklarinm géstermektedir.
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INTRODUCTION

In the optical sector in the world, in the field of protective eye and vision health, eyewear and
vision clothing services, they serve their communities with a four-degree system with separate
disciplines and competencies, including orthoptists, optometrists and refracting opticians, along
with ophthalmologists. We see that processes such as refraction testing and prescribing, contact
lens application are carried out within the scope of the organization. When we look at the
Turkish optical sector, we see that ophthalmologists serve our society as the only authority in
the field of eye and vision health services. However, in terms of professional competence in
Turkey, we see that opticians only have the competence to provide optical technology services in
applying the prescriptions written by ophthalmologists in institutions. Under these limited
professional qualifications and small commercial volume, the optics sector is among the
important sectors where competition of brands is intense within the scope of qualified services
and products. Due to the fact that among 48 countries it is the only optics sector that does not
have an optometrist during the Covid-19 pandemic affecting the whole world, the optics sector
in Turkey is seen as a sector experiencing economic difficulties.

Opticians established to operate in the fields of eye and vision health, eye wear and vision wear
aim to earn profits in proportion to their activities. While some of these organizations aim to
grow, some of them are experiencing processes that result in maintaining their current status,
some shrinking, and some ending their activities. Undoubtedly, no organization would like to
take an initiative that will not make a profit or that will result in the termination of its activities.
Every organization wants to gain and grow, or at least maintain its current status. The
realization of this desire will not be possible only if organizations have assets and capabilities
that their competitors can easily acquire. Organizations that manage to use the limited resources
in the sector in an effective, unique and inimitable way compared to their competitors will direct
their direction towards the growth target.

In the optical sector, there is an intense competition between retail optic companies managed by
corporate and traditional methods. Today, optics companies managed with a corporate
understanding in the optical sector cover 15% of the sector. In addition, they are trying to
expand by increasing the number of branches within the sector. It is seen that the competition
between optics companies with a corporate structure raises the pulse in advertising, product
supply, manufacturing and product prices. Optical companies, which are managed with a
corporate approach, try to create a competitive advantage by expanding their advertising and
promotion budgets in line with their strong financial resources. It is seen that optician
companies, which are managed with a traditional approach, try to gain competitive advantage by
establishing sincere relations through enhancing customer satisfaction and acquiring
personalized service.

Within the optics sector, it includes many different areas of expertise such as eye and vision
health, business, accounting, communication, brand and fashion. Organizations prefer to
specialize in some areas and adopt to offer quality products and services to consumers, and they
have a desire to gain a competitive advantage against their competitors in the sector. Moreover,
it is necessary to correctly perceive and understand the competitive strategies, which are of
great importance in order to ensure continuity and development. This complex structure is
analyzed in this study generic on Porter’s basic competitive strategies. The issue of improving
competition has a critical importance in the Turkish optics industry, as it is in all optical sectors
around the world. When the literature is examined, no study has been found in terms of
competition strategies of multi-branch optician companies, which are managed with an
institutional understanding in the retail field of the optics sector in Turkey.

The absence of a study in the literature on examining the competitive strategies of corporate
opticians in the context of Porter’s basic strategies in the competitive environment of the optical
sector in Turkey clearly reveals the importance of the study. Although there are studies on the
implementation of basic competitive strategies in different sectors in the literature, no study has
been found on the basic competitive strategies applied by opticians in Turkey (Erdag ve
Yashoglu, 2020; inan, 2017; Korkmaz ve Topcu, 2021; Perktas, 2017; Toydemir, 2017).
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In addition, the results of the study reveal the extent to which the basic competitive strategies
are applied and the situation of the optician establishments as a result of the application; and
show what decisions they take in the situations of growth, maintaining the current situation and
shrinking. In this study, there are basic competitive strategies that both individual and corporate
organizations in the optical sector can apply according to their situation in their management
processes. In addition, it reveals important clues about the decisions that opticians should take
in order to survive, which is desired to be managed with a corporate management approach.

This study is consisted of 4 parts. In the “Introduction” section; the situation of the optics
industry in Turkey, the structure and market potential of optician shops, current problems in
optics establishments are discussed. In the “Research Method” section; introductory information
of institutional optics companies, information on the officials and companies is gathered by
interviews; and the competition situation and the change in the size of the organizations are
presented. In the “Research Findings and Discussion” section; the strategy preferences of the
organizations were evaluated by revealing the research findings. In the “Result” section, the
findings of the research are explained and suggestions are made for further research on this
specific subject.

For this reason, the main purpose of the article is to fill the gap in the literature by ensuring that
the strategies developed and implemented by the corporate organizations operating in Turkey
in the last 5 years are analyzed on the basis of Porter's basic strategies.

1. Structure and Market Potential of Opticians Stores in Turkey

As of 2020, the number of optics stores operating in Turkey is 7,301. The distribution of optician
shops by regions and population ratios are shown in Table 4. When we examine the table, it is
seen that the region with the highest number of establishments is the Marmara Region with
2,517 optician establishments, and the region with the least number is the Eastern Anatolia
Region with 255 optics establishments. When a comparison is made based on population
density; it is observed that while there is 1 optician establishment per 11,645 people in the Black
Sea Region, there is 1 optician establishment per 9,758 persons in the Central Anatolia Region.
Looking at Turkey in general, there is 1 optician establishment per 10,978 people (Aydin, 2020).

Table 1. Number Of Opticians Stores in Turkey, Distribution By Regions And Population Rates

Region Population Numbesrhoofp()sptlaan Population / OS Rate

Turkey 80.559.728 7,338 10,978
Marmara Region 24.465.689 2,517 9,720
Black Sea Region 7.674.496 659 11,645
Aegean Region 10.318.157 1,159 8,902
Mediterranean Region 10.552.942 1,094 9,646
Central Anatolia Region 12.705.812 1,302 9,758
East Anatolia Region 5.966.101 255 23,396
Southeast Anatolia Region 8.876.531 352 25,217

Source: (Aydin, 2020).

When optics establishments in Turkey are examined in terms of establishment ownership, it is
seen that private and legal persons also open and operate optician establishments within the
scope of the law. In general, 85% of the optician establishments operating in Turkey are
managed with a traditional approach. We see that business and competitive strategy decisions
are generally taken and implemented under the responsibility of a single person who owns the
establishment. We see that these establishments generally operate as a single establishment or
as 2-3 establishments with the same name of the same owner or different nameplate (Aydin,
2020).

The 15% of optics establishments adopt the corporate management approach and are managed
with professional human resources. These organizations aim to grow in the optical sector with
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the increasing number of branches. Corporate governance organizational structures try to take
and implement competitive strategy decisions with a professional business approach.

1.1. Current Issues in Opticians Shops

In Turkey, which has a population of 83 million, the rate of wearing glasses is around 20%. The
fact that the rate of wearing glasses is fifty percent or more in developed countries shows the
importance that developed countries attach to eye and vision health. The fact that this rate is low
in Turkey is considered as an indication that the necessary importance is not given to eye and
vision health in our society.

It is seen that there are some important factors that cause the low rate of wearing glasses in
Turkey: the level of awareness in Turkey on eye and vision health and wearing glasses has not
developed to an extent of necessity. In this respect, it is seen that they apply to an
ophthalmologist only when there is any complaint in their eyes. Since the primary school
population does not require eye examination for children before they start school, the elderly
population does not have periodic eye examinations, and the low-income level of the society,
people who need presbyopia, that is, near reading glasses, try to get glasses from the street
without consulting an ophthalmologist, and hospital appointments are delayed to a postdate.
These are the important factors that need to be emphasized, such as the application of laser
operations with unethical advertisements with the development of technology in recent years,
the lack of an ophthalmologist compared to the population, and the fact that people who wear
glasses as a culture in our society are addressed as “four eyes”. All these factors keep the issue of
eye and vision health in the background (Aydin, 2020).

Table 2. Distribution of Ophthalmologists in Turkey By Regions They Work

Region Population oN;ll::lli:;nzglogists Population / O Rate
Turkey 79.814.871 3,591 22,226
Marmara Region 24.415.423 1,262 19,346
Black Sea Region 7.773.491 282 27,565
Aegean Region 10.265.111 497 20,654
Mediterranean Region 10.182.776 406 25,080
Central Anatolia Region 12.730.393 725 17,559
East Anatolia Region 6.515.689 192 33,935
Southeast Anatolia Region | 7.935.122 227 34,956

Source: (Aydin, 2020).

As seen in Table 5, the number of ophthalmologists working in Turkey is quite low compared to
the population. There is 1 ophthalmologist for every 22,226 people in the country. In addition,
the distribution of ophthalmologists across the country differs in favor of developed regions.
While there is 1 ophthalmologist for 19,346 people in the Marmara Region, there is 1
ophthalmologist for 27,565 people in the Black Sea Region, 33,935 people in the Eastern
Anatolia Region, and 34,956 people in the Southeastern Anatolia Region.

In addition, in parallel with the increase in the number of universities in Turkey, the number and
quota of optician programs have increased to a great extent. Although there are no problems in
employing graduate opticians today, it is clear that it will pose a threat to the future.

Moreover, the increase in the number of shopping malls built in Turkey, especially in big city
centers, has changed the shopping habits of the society. In line with this change, optician
establishments are also trying to be located in the shopping malls. However, as the shopping
mall managements prefer corporate establishments with high brand values, it is naturally seen
that domestic or foreign corporate optics establishments operate in shopping malls, apart from
traditional optics establishments. In this case, competition between traditional and corporate
optician establishments is created.
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At this point reached today, we see that the competitive environment has increased and the
period of campaigns supported by advertisements has begun (Bulut, 2004: 10). It is seen that
price-oriented competition strategy is used instead of quality-generic competition strategy as
the main strategy for increasing the intensity of competition in the optical sector.

Since sunglasses are evaluated within the scope of personal protective equipment, they can also
be sold outside of optician establishments. However, since prescription optical glasses are
considered as medical devices under the law, their sale outside of opticians’ establishments is
prohibited. The sale of non-standard, illegal ready-made reading glasses and sunglasses in
informal street markets and peddlers greatly affects the sales volume of registered opticians. At
the same time, it harms the eye and vision health of the society and causes tax losses for the
state.

In addition, we encounter the lack of statistical information in the optics sector, as we encounter
in many other sectors. It does not seem possible to reach accurate information in many areas
such as manufacturing, imports, employment, investment and commercial volume rates. Some
organizations within the sector, on the other hand, choose not to give correct answers to
statistical information requests. In addition, accurate statistical data cannot be obtained from
both eye hospitals and private eye clinics. Thus, the distribution of eye and vision diseases and
refractive errors is unknown. As a result, the sector is deprived of preliminary information that
will guide its investors. Again, these data uncertainties significantly affect the inventory costs of
organizations. It prevents a planned and rational work. Therefore, a healthy sector structure is
not formed (Bulut, 2004: 11). The inaccessibility of qualitative or quantitative data on the optics
industry not only poses an obstacle to sector investors, but also creates an obstacle to academic
studies that need to be done.

2. Research Model

The research method chosen to solve the research problem is semi-structured interviews within
a field study. Semi-structured interview technique, which is seen as one of the most accurate
methods for determining the strategic decisions of organizations, allows to get answers to “how”
and “why” questions. At the same time, the field study method is reliable in order to obtain
detailed information in the examination of sectors with a complex structure. In addition, it is
stated in previous studies that the field study method is an effective data collection tool (Tansey
vd., 2014). Semi-structured interviews conducted within the scope of the field study are
important in order to determine the reasons and under what conditions the strategies
implemented by the organizations. On the other hand, semi-structured interviews provide a
suitable working environment for determining which strategies should be implemented first in
creating the competitiveness of the organizations.

While examining the use of Porter’s Basic Strategies by the corporate opticians operating in
Turkey, the questions created by using the criteria included in the research conducted in
different sectors in the past were classified under the headings of cost leadership, differentiation
and focus. In this context, semi-structured interviews were conducted face-to-face with the
owners or project managers of 8 corporate opticians with at least 5 or more stores between 10
December 2021 and 30 December 2021. Each interview was conducted over a period of 5 years.
[t was extended up to 30 minutes and the information obtained during the interview was noted
in the 8-page interview report. There are 8 corporate establishments in total with 5 or more
stores in the optics sector, and all of them were included in the sample selection.

Immediately after the interviews, the information written in abbreviations was corrected and
the reasons for the strategic decisions taken were stated. In addition, attention was paid to the
fact that the ages and scales of the organizations were different. While determining the size of
the organizations, SME scales, which were published in the Official Gazette dated 24.06.2018,
were taken as a basis.Organization sizes are determined as micro scale for those with less than
10 employees, small scale for those with less than 50 employees, medium scale for those with
less than 250 employees, and large scale for those with 250 and more employees. In the
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research, it is the subject of questioning how the optician establishments, which are
institutional, have preserved their existence and ensured their competitiveness with which
decisions they have taken in the management processes in the last 5 years.

According to the information obtained from previous studies (Tansey vd., 2014), the interview
was organized in two stages; In the first stage, opinions about the organization information and
the competitive position of the organization and the sector were taken, and in the second stage,
the strategic decisions taken in the last 5 years were questioned.

The questions containing a total of 30 strategic decisions examining Porter's main strategies of
focusing, cost reduction and differentiation, and the answers given by the companies, are given
in detailed tables in the relevant thesis.In addition, the answers were given and interpreted
without using any program or leverage.

2.1. Design of Research Questions

The eight questions in the first section, which precede the analysis of the main strategies, aim to
describe the organizations that are included in the scope of the review, both in terms of quality
and quantity. The questions asked in this area qualities and quantities are as follows: the role of
the interviewed official in the organization, the official educational status, the number of years
the organizations have been operating, the number of employees in the organizations, the
number of establishments in which the organization operates, how many different cities the
organization operates in, the opinion of the organization on the change in the competitive
potential of the sector in which it operates, the evaluation of the last 5 years on behalf of the
organization.

Within the scope of the study, it is seen that Porter's basic strategies are examined by using the
theoretical model shown by Tansey et al. (2014), and they consider cost leadership,
differentiation and focus strategy titles as eight different topics. These 8 different topics; These
eight headings, which are seen as related to Porter's main strategies as Marketing, Finance, HR
and Personnel, Technology and Innovation, Management and Operations, Procurement,
Contracting and Tendering, Structuring strategies, can be seen in all three strategies; for this
reason, it was possible to deal with the same issues under different strategies and interview
criteria could be created according to this situation. In addition, interview questions were
directed by making use of the study (Yildirim, A, 2018), which examines and analyzes the
competitive strategies of 15 companies operating in the construction sector based on Porter's
basic strategies.

In the conclusion part of the study of Tansey et al. (2014), it was stated that the taxonomy used
in determining the strategies constituted a reliable base for examination. In addition, Tansey et
al. stated that the results of their study strengthen different strategic management theories
along with Porter's basic strategies (1980, 1985) regarding the formation of strategic reactions.

In the study, which is seen as useful in terms of interpreting the establishment strategies within
the scope of Porter's basic strategies, some limitations are mentioned in the study: only the
response strategies given during the crisis period were examined in the study (1), the developed
countries were examined in the study and the studies used as a source (2), the study was limited
to a limited number of organizations. It was concluded with only 4 organizations (3). Despite the
limitations stated, the following steps were followed while the research was being built,
clarifying the strategic issues and forming the questions of the study to be done:

e In the conclusion part of their study, Tansey et al. (2014) recommended that future
studies should be examined and the decisions taken by organizations in the long term.

e Based on this recommendation, the criteria in this new study examine the response
strategies that organizations have created over the last 5 years. For this reason, the
issues handled by Tansey et al. (2014) are organized on the follow-up of the steps taken
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in the process of growth, shrinkage and staying the same in a way that concerns the
organizations included in the study.

e Tansey et al. (2014) stated Eisenhardt's (1989) recommendation in the conclusion part
of their review: Eisenhardt considers the investigation of 4 to 10 cases to be correct in
terms of analytical generalization. Based on this finding, a total of 8 organizations were
examined within the scope of this study.

e Examining the use of methods such as total quality management and ISO (International
Organization for Standardization) that can provide a competitive advantage to
organizations in the growth process of Turkey, which is in the status of developing
countries, has been considered important in terms of determining competitiveness at the
national level. In this new study, these criteria were also included.

e In addition, Tansey et al. (2014) stated that some response strategies can be found in
more than just one basic strategy, therefore, they stated that some issues under the
strategies can also be investigated within different strategies. It is stated that the
taxonomy and theoretical model prepared from this point of view can be expanded by
taking into account different theories and typologies. As a result of this information, in
order to prevent possible confusion in the answers to the questions in the taxonomy, the
subjects were clarified with questions such as how and why during the field study, and
then the researched issue was evaluated within the scope of the appropriate strategy.

o Although there are conceptual items in the studies of Tansey et al. (2014), it is seen that
the interviews were conducted in a way that could take 1-2 hours and more detailed
information was explained in the field study. In this new study, in order to increase
intelligibility and to use time efficiently during the interviews, the criteria were included
in

e sentences to explain certain activities, and the sentences that were formed in a positive
way were asked to be answered with the opinions of agree, unchanged/decided and
disagree.

e The extent to which the strategic issues examined in the study are applied is not a
subject to be researched, the main researched issue is which of the strategic issues is
applied or not.

2.2. Interviewed Authorities and Companies

Interviews within the scope of the research were carried out using pseudonyms in order to
ensure the anonymity of the organizations.

Table 3. Organization Nicknames and Definitions

Abbreviated Name Establishment |Organization Description
IST1 Istanbul-based, large-scale organization
IST2 Istanbul-based, large-scale organization
IST3 Istanbul-based, medium-sized enterprise
IST4 Istanbul-based, medium-sized enterprise
IST5 Istanbul-based, medium-sized enterprise
IST6 Istanbul-based, micro-scale organization
ANT1 Medium-sized enterprise based in Antalya
1ZM1 Izmir-based, medium-sized organization

6 of the interviews were made with the owner and partners of the establishment and 2 with the
project managers. It was learned that 4 of them were high school graduates, 2 of them were
associate degree graduates, and 2 of them were undergraduate graduates. It has been learned
that 4 of the organizations that are the subject of the research have been operating in the optical
sector for 10-20 years and 4 of them have been operating in the optical sector for more than 20
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years. In this direction, it is seen that organizations have significant experience in the optical
sector.

With the classification made according to the criterion of the number of employees in the SME
scale, it has been learned that 1 of the interviewed organizations is on a micro scale, 5 on a
medium scale, and 2 on a large scale. Since there is no organization with 10-49 employees in the
sector, a small-scale organization could not be included in the scope. However, in the study, the
presence of at least one organization included in every other scale group was considered
important in terms of examining the strategic decisions of the organizations according to their
sizes. It was learned that 2 of the interviewed organizations had 1-9 branches, 4 had 20-59
branches, 1 had 60-99 branches, and 1 had 100 or more branches. Since there is no
establishment with 10-19 establishments in the sector, it could not be included in the scope.
When the number of provinces in which the establishments operate throughout the country is
examined, it is seen that three establishments operate in 1-3 different provinces, one
establishment operates in 3-10 different provinces, and four establishments operate in 10 or
more different provinces.

2.3. Competition Environment and Change in the Sizes of Organization

In the interviews, all the officials of the establishment stated that the competition conditions in
the sector have changed and increased rapidly in the last 5 years as a common opinion. Most of
the organizations that attribute the change in competition conditions to various reasons
mention that the entry into the sector has increased. In the last 5 years, 4 organizations have
stated that they have grown, 1 organization has maintained its current position, and 3
companies have stated that they have downsized. In the interviews, organizations stated the
change in competition conditions and their effects on their organizations as follows:

e “The pace of competition increased, and we continued to grow with the competitive
strategies we determined as corporate. Within the scope of our strategy of business
development and increasing efficiency, more than forty projects are carried out
simultaneously by our professional human resources staff. Foreseeing the future, we
invite consumers to our center. In line with our understanding of consumer
satisfaction, our quality and trust-based services, It enables us to increase our
market share. We have grown considerably with the advantage of being a well-
known organization, we can buy quality products cheaply with our cost leadership.
We have achieved a great growth with the healthy relations we have established
with the business environment and the sensitivity we have shown to product
quality” (IST1, Large-scale company).

e “In recent years, many opticians have graduated from the optics programs of
universities, so the optician establishment has increased and competition has
increased in the sector. In addition to this, since most of the product diversity of the
sector is imported, business is done in foreign currency, and when the foreign
exchange figures increase, we are adversely affected by these developments. In the
face of all these developments, we have downsized in recent years. In addition, we
had to transfer our partnership shares to foreign investors who are our partners”
(IST2, Large-scale company).

e “Of course, the pace of competition has increased considerably in recent years, but
in this competitive environment, we have brought quality products to consumers
through our experienced human resources and expert opticians, with the strategy
we have determined for ourselves. Thanks to this strategy, competitive changes in
the industry affected us less. We have not determined a strategy for growth with the
respect we show to our business and our good relations with the business
environment. Therefore, we maintained our current status” (IST3, Medium-sized
company).
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“Of course, in the last 5 years, the form of competition has changed and its speed has
increased. However, in certain periods, crises in the sector passed with fluctuations
due to additional taxes and increases in foreign exchange rates. After 2002 the
market got better, then it got worse again, then it got better again, it's bad again
these days. From our point of view, it was important that our organization was not
affected by this fluctuation process. We achieved growth with the strategic moves
we determined during this fluctuation process. We have tended to do business
together by making partnerships. The industry renews itself very quickly with its
own internal dynamics, and we have carefully followed the developments in order
to grow. We are in both the supply and retail parts of the sector. Due to our location,
we are able to supply our product variety under favorable economic conditions. In
this change and development process, some of the organizations that we have
merged under the same name have decided to leave” (IST4, Medium-sized firm).

“Competition has changed in size and its speed has increased, because the number
of establishments in the sector has increased beyond the forecast. On the grounds
that the optical sector is one of the sectors with a high profit share, the investors of
institutions operating in different sectors entered the sector by investing. In
addition to the organizations that provide poor quality services, there are also those
that do their job well. As the pulse of the competition rose, differentiation was made,
so it was necessary to be unique compared to the competitors. We have succeeded
in producing as many original works as possible. We achieved a good growth as we
expected by providing service and product quality above the expectations in our
region” (IST5, Medium-sized company).

“The industry has changed hands to a large extent, and many different organizations
that have made money from different sectors (eg jewellers, watchmakers,
pharmacists, tourism, etc.) have chosen the optics sector as an ideal choice in order
to convert their cash into investment. As an organization in the process of change,
we have adopted the goal of balanced growth instead of aggressive growth, and we
have achieved this by bringing a certain consumer group together with the product
in our area of expertise” (IST6, Small-scale company).

“Competition has intensified, and the number of establishments has increased with
the participation of new organizations in the sector. As an organization, we adopted
the differentiation strategy and headed for a specialized field, and with this strategic
decision, we had the opportunity to grow in the face of intense competition” (ANT1,
Medium-sized company).

“The intensity of competition has increased a lot, and the number of establishments
in the sector has increased. We are a well-established organization in our region. We
achieved a good growth thanks to our service quality focused on consumer
satisfaction and trust” (IZM1, Medium-sized company).

When the comments of the organization officials are evaluated in general, the reasons for the
intensity of the competition are as follows: they stated that the increase in the number of new
establishments opened in the sector day by day, the companies operating in different sectors
investing in the optical sector for high profitability, the involvement of foreign capital companies
in the sector and the fluctuations in the sector are the reasons.

While some of the company officials who are the subject of the research stated that they have
been operating in the optics sector from the beginning until today, some of them stated that they
operated in different sectors before and later turned to the optical sector. Despite the fact that
the intensity of competition is based on these reasons, participating organizations stated that
they recorded shrinkage, preserving the current situation and growing to the extent of their
competitive strategies.
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2.4. Ethics Committee Approval

Ethics Committee Approval was obtained for this research from Nisantasi University Ethics
Committee with the decision number 2021/14 dated 25/08/2021.

3. Research Findings and Discussion

In this study, the strategies preferred by the institutions in the last 5 years in the interviews with
the officials of 6 corporate institutions from Istanbul, 1 from Izmir and 1 from Antalya were
examined in the context of Porter’s basic strategies. During the interviews, in which a total of 30
strategic decisions in the field of cost leadership, differentiation and focus strategies were
questioned within the scope of the field study, the authorities of the establishments were asked
to interpret them according to the specified criteria. The responses received in return were
classified by making generalizations to fit the options (1) agree, (2) undecided or did not change,
(3) disagree.

In the analysis, although which strategies the organizations use and in which strategic
composition they are included in is a subject that is examined within the basic strategies, it is
also important in the context of the analysis at what level the organizations implement certain
strategic decisions. While examining the competitive advantage that the strategic positioning
and strategic adaptation created by the strategic elements have brought to the organizations, the
“how” and “why” questions of the criteria have been clarified and noted in the interview report.
In the field study, the important issues on the basis of the organization were clarified and their
effects on the competitive advantage were determined. The selection of some strategic decisions
by almost all organizations within the scope of the research supports the determination of the
characteristics of the strategies applied. Since not every strategy implemented by organizations
is of equal importance or not every strategy that is not implemented does not contain the same
reasons, the issues that organizations focus on are discussed.

In order to ensure that the strategies used by the organizations can be easily understood within
the scope of the review, a comparative table has been prepared as used in the study of Tansey et
al. (2014) In the table, organizations are listed by their sizes; even though they are in different
cities, the organizations of the same size are included together in the order from large-scale to
micro-scale organizations.

3.1. The Evaluation of the Strategy Preferences of Organizations

When the strategy preferences of the organizations based on their scale values are examined, it
is observed that the organizations of different sizes prefer to implement the basic strategies with
different priorities due to their different resources and capacities (Table 6). Although these
priorities and rates seem to differ, it has been observed that organizations of all sizes implement
all three strategies together. This observation seems to support previous studies (Tansey vd.,
2014; Tan, 2008; Oyewobi vd., 2015).

Table 4. The Usage Rates of Basic Strategies by Size of Organizations

Firm Scale Focusing
Cost Leadership (%) Differentiation (%)
(%)
Large 0,54 0,85 0,44
Medium 0,55 0,78 0,48
Micro 0,75 0,5 0,63

In the analysis carried out during the growth periods, it is seen that the organizations primarily
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prefer differentiation strategies. It has been stated that cost leadership strategies positively
affect financial targets in execution, while differentiation strategies affect targets negatively
(Oyewobi et al,, 2015). The results obtained within the framework of this research also support
this view. In line with the results, there is a direct correlation between the increase in the size of
the organizations and the use of differentiation strategies. While it is seen that differentiation
has increased with the increase in resources and capacity, it is rather expected that micro-scale
organizations with more limited resources will tend to a cost leadership strategy. While the
organizations involved in the analysis differ, it is observed that they primarily attach importance
to both delivery time and quality improvement.

Based on this result, it is seen that it is in agreement with the results of Oyewobi et al. (2015),
who examined the growth process of different developing countries. It has been determined that
especially medium-sized organizations try to gain profitability by creating significant
differences, so they primarily consider differentiation criteria such as reducing delivery times
and increasing quality. It is also seen that it is similar to the study of Oyewobi et al. Medium and
large-sized organizations tried not to increase costs while using differentiation strategies. It is
seen that the differentiation strategy orientations of the organizations increase as the
organizations grow, which is compatible with the findings of Tan (2008). The fact that the
differentiation strategy creates entry barriers for new entrepreneurs provides a competitive
advantage for organizations in a period when new entrants to the sector are high.

It is seen that the strategies are applied at different rates according to the size of the
organizations, as the resources used by the organizations in the study vary while creating a
competitive advantage. It is seen that micro-scale organizations tend to gravitate to more useful
and functional strategies due to their limited resources. Since large and medium-sized
organizations have more resources, the ability to implement strategies at the corporate level is
similar to the study of Tansey et al. (2014), who previously investigated the downsizing process.
It has been determined that the strategies implemented by micro-scale organizations and some
medium-sized organizations within the scope of the analysis benefit from uniform sources; and
in addition to the imitation of these resources, it is thought that competitive advantage may be
limited because they are not rare. It is envisaged that large and some medium-sized enterprises
will have a more effective and sustainable competitive advantage due to the fact that they have
diversified resources and are in a complicated system. This finding is consistent with the
findings in the study of Tansey et al. (2014).

When evaluated in terms of internal resources, it is seen that in addition to the reputation of
organizations, consumer relations also have a significant effect on competitive advantage. Porter
(1980) and Tan (2008) have explanations that support this finding. In this context, both have
adopted the view that the bargaining power that reputation provides to organizations with the
positive effect it creates on consumers increases the competitiveness of organizations. Tansey et
al. (2014) evaluated both reputation and relationships under the title of ‘relational assets’ and
stated that organizations that adopt this type of differentiation strategy are difficult to imitate
because they require both a historical process and complex social relations.

Developing application knowledge and strengthening communication skills to be established
with consumers by training their opticians have the effect of increasing the business volume as
well as increasing the reputation of the organizations (Tan, 2008). Results that support this view
were encountered in the study, and it was observed that many organizations primarily acted in
this direction to develop human resources. It is also seen that reputation and social relations
provide a differentiation advantage as well as a cost advantage; Supporting the research findings
of Tan (2008), an efficient supply chain can be obtained through good relations with suppliers
and manufacturers, and organizations can purchase products at lower costs.

Tan (2008) revealed the importance of both public relations and relations with the government
at a good level and professional consultancy support for the differentiation strategy; In order to
understand the differentiation needs of those involved in this context in the products and
services they are interested in, it was emphasized that the relations within this scope should be
effective. The fact that a large-scale organization can gain a high degree of differentiation can be
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attributed to the spread of its relations to a wide and complex social area.

Organizations’ desire to make themselves stronger than they are in financial matters has also
been studied in different studies. Tan (2008) reveals that organizations can realize their cash
flows more efficiently with this method, and they can make better profits with a stricter cost
monitoring. However, in the analysis, it was determined that the organizations avoided applying
different methods in advertising and marketing issues. Although Tan (2008) states that the
development of advertising and marketing practices is an important element in order to enter
new markets, this issue reveals the necessity of focusing more on the organizations within the
scope of the study.

When the evaluation is made by considering external resources, positive or negative effects of
the five forces (Porter, 1980) that affect the competition in terms of strategies can be seen. Tan
(2008) stated that the focus strategy is a better option when the purchasing power of consumers
increases due to the increase in demand; a similar conclusion was reached in this study. It is
seen that focusing on a specific location or group with a specialized product and service gives
both medium and large-sized organizations a competitive advantage. It is seen that the cost
advantages provided by external resources increase as organizations grow (Oyewobi vd., 2015).
Due to large volumes of sales and economies of scale, it is seen that as organizations grow in
size, their bargaining power against suppliers and manufacturers increases.

CONCLUSION

Optical sector in Turkey does not have a high share in GDP. Thanks to the economic growth that
took place after the 2015 economic crisis, the optical sector also grew. In the last five years,
there has been a significant increase in the number of opticians graduated and the number of
institutional licenses in the optics industry. During the growth period, competition has increased
and it is possible for organizations to maintain their existence and grow by demonstrating their
diversity.

When the literature on competitive advantage is examined, it is seen that Porter’s (1980) basic
strategy model is quite explanatory. It is seen that many studies have been carried out based on
this basic model. However, there is no research based on this model in the optics sector in the
literature. For this reason, one of the main objectives of this study is to fill the gap in the
literature by ensuring that the strategies developed and implemented by the corporate
organizations operating in Turkey in the last 5 years are examined on the basis of Porter’s basic
strategies. When the study is considered in general, it reveals important findings in terms of the
strategies implemented by corporate organizations that prefer to grow, maintain the current
situation and shrink in the sector. The fact that these findings are well studied and understood
by opticians and authorities will contribute to the strategic decisions to be taken on behalf of the
sector in the future and will help guide the future projection of the organizations.

In the study, it has been observed that organizations generally apply differentiation strategies to
the maximum extent during growth periods. All of the organizations participating in the
research stated that competition has increased unpredictably as a result of new entrants to the
sector in the last 5 years. This is seen as the main reason why organizations prefer
differentiation strategies. Within the scope of differentiation strategies, it is seen that
organizations are very sensitive to product diversity, service quality and after-sales warranty
services. It has been seen that the implementation of these differentiation strategies increases
the reputation of the organizations in the eyes of the consumers and increases the profitability.

As a result of the analysis, it is seen that while the differentiation strategy is in the first place,
cost leadership strategies are used in the second place. As a reason for this, it has been stated
that organizations have negative experiences from the crises they have experienced in the past
years. This strategy shows that they want to keep costs under control as much as possible, act
cautiously and grow by increasing their profitability during the product procurement phases.
When the cost strategy implementations of the organizations are examined, it has been
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determined that the alternatives of controlling the income and expenses with a strict discipline,
establishing direct contact with the suppliers or manufacturers and purchasing the products
through direct bargaining are preferred.

Half of the organizations stated that they have grown in the last 5 years. It is seen that they
follow their income and expenses with a strict discipline in order to maintain the growth they
have achieved and to ensure its sustainability. It is seen that all of the organizations try to
minimize the costs by bargaining hard with the suppliers or choosing the way to procure
directly from the manufacturer. In addition, the fact that 2 of the interviewed organizations
operate in two areas, supply and retail, within the optical sector, supports this opinion. Focusing
strategies in interviews with organizations, it is seen that differentiation and cost leadership
strategies are used in close proportions.

It has been determined that organizations operating in big cities such as Istanbul and Antalya
want to create a safe place in the sector by focusing on a certain area or focusing on a certain
region. In addition to this, it is seen that the organizations operating in Istanbul, Izmir and
Antalya find the strategic principles they have determined and put into practice due to their
current location, and have preferred the way of providing a competitive advantage in order to
strengthen their organizations in a region where they are known.

It has been revealed that the superiority and targets of the strategies implemented by the
organizations have changed according to the scale of the organization, the age of the
organization and the locations in which they operate. As a result of the analysis, it has been
determined that large-scale organizations implement all strategies more than other-scale
organizations. It has been seen that the use of differentiation strategy is preferred due to the
resources and assets of large-scale organizations and their accessibility to wider audiences.
However, it has been determined that as organizations grow, they prefer to apply differentiation
strategies primarily. It has been determined that all organizations other than the micro-scale
organization prefer the focusing strategy the least. At the same time, it is seen that the micro-
scale organization primarily prefers the cost leadership strategy.

The study also clarified the differences in competitive strategy practices that have regional
value. The fact that the areas are different regionally shows that it affects the strategy
preferences. Thanks to this choice, it was possible to compare the diversity of the strategic
competition practices between the regions and the strategic competition practices between
scales. It is seen that the organizations operating in Antalya, Istanbul and Izmir affect their
strategy preferences due to their location in different regions. It is seen that organizations based
in Istanbul have used almost all strategies at a higher rate than other organizations, while
organizations operating in Izmir and Antalya have used almost all strategies at a minimum level.
This result reveals the thesis that the competitive environment in Istanbul differs from other
cities. As a result of the study, it is seen that they have implemented differentiation strategies at
a high rate, with the exception of one organization from all regions.

Due to the increasing competition conditions in all regions, it is seen that organizations try to
make a difference against their competitors. Three of the Istanbul-based organizations also
prefer the strategy of focusing in order to seize new opportunities, and it makes us think that
these organizations are going through a process that is safe in terms of costs. It was observed
that 2 companies based in Istanbul preferred the focus strategy and the cost leadership strategy
at the same rate. The reason for this seems to be that, on the one hand, they do not consider
themselves safe in terms of cost, and on the other hand, they are stuck in the middle as they try
to provide new opportunities with a focus strategy. It is seen that 3 companies based in Istanbul,
[zmir and Antalya preferred the cost leadership strategy more. The reason for this is that it is
seen that it is preferred at a much lower rate than other strategies due to the limited market
environment, the fact that they do not feel safe and the demand is not sufficient.

It has been determined that organizations are effective in differentiating their capabilities and
developing different strategic applications with the internal and external resources they have. It
has also been observed that organizations try to improve these assets by focusing mostly on
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reputation and relationships from internal sources. The employment of qualified opticians in
matters such as marketing, measurement and assembly applications and the supply of product
diversity creates an effect that will increase the reputation of the organization both in the eyes of
the consumer and the suppliers. For this reason, it has been determined that organizations
invest directly or indirectly in qualified human resources.

On the other hand, due to the low barriers to entry in the optics sector, it is seen that small-scale
companies that have just entered the sector cannot focus on different areas that will provide
competitive advantage due to insufficient financial resources. As a result of the analysis, the
effects of external resources on competitive strategies, the positive or negative effects of the five
forces affecting competition were determined. It has been determined that organizations make
strategic choices by considering their strengths against both consumers and suppliers or
manufacturers.

Limitations and Recommendations

Although the results of the research have brought clarity to the examined subjects, it is clear that
there are some limitations:

e [t should be taken into account that the results may differ due to the limited number of studies
on the selected subject.

e Classification based on only the number of employees while determining the scales of the
organizations constitutes another limitation. In future research, learning the turnovers or
current assets of the organizations may provide more robust and clear assessments about the
size of the organizations and the strategies they have implemented.

For this research, the taxonomy introduced by Tansey et al. (2014) was utilized. It has been
supported by the findings that this method, which is differentiated according to growth stage
and regional differences, growth process and regional changes, is functional in determining
strategies. This taxonomy can also be used in future research by making necessary changes or
additions according to the period under review and the country or region where the review took
place. This review also raises some questions for future studies. First of all, it should be taken
into account that the strategies developed may not be the only influence on the growth of
organizations. Secondly, the effect of the state can be taken into account along with the luck
factor; an organization may have the opportunity to grow by seizing the position of another
organization, or a different organization may have achieved growth thanks to government
support. Finally, in addition to the analytical assessment of whether the strategies were
“implemented or not”, the severity of these strategies and the effects of the applied strategies on
performance can be explored.
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EXTENDED ABSTRACT
GENISLETILMIS OZET

TURKIYE'DE OPTiK SEKTORUNUN GUNCEL DURUMU VE PORTER'IN TEMEL
STRATEJILERININ TURK OPTiK SEKTORUNDE KULLANIMI VE UYGULAMALARI

Giris ve Calismanin Amaci: Tirkiye’de optik sektorintn gelisim potansiyeli yurtigindeki girisimcilerin dikkatini ¢ektigi
kadar yurtdis1 girisimcilerinin de dikkatini ¢ekmekte ve optik sektoriine yatirim yaptiklar: gorillmektedir. Bu kapsamda,
kurumsal kuruluslar profesyonel isletme anlayigiyla kurulusglarini yoneterek, sube sayilarini arttirarak pazar paylarmi da
yiikseltmek istemektedirler. Hic siiphesiz ki yurtdisindan gelen yatinmer kuruluslarin sektordeki kurumsalligi da
etkiledikleri goriilmektedir. Bu aragtirma Tirkiye genelinde optik sektoriniin %15 ini olugturan hem yurtigi hem de
yurtdig1 yatirimeilarmi kapsayan kurumsal kuruluslarin rekabet stratejilerini incelenmektedir. Bu tezin amaci Tiirkiye’de
faaliyet gosteren optik kuruluslarin rekabet giiciinii iyilestirebilecek metotlarin Porter’in Temel Stratejileri esas alinarak
saptanmas1 ve rekabet Ustiinliigii kazanilabilmesi igin stratejik yaklasimlarin belirlenerek giincel bir basvuru kaynag:
olusturmasidir.

Kavramsal/kuramsal cerceve: Calismada optik sektdriinde faaliyet gosteren kurumsal optisyenlik miiesseselerinin ortaya
koydugu rekabet stratejilerini ve hangi oranda uyguladiklar1 aragtirmanin konusunu olusturmaktadir. ilaveten literatiirde
Tirk optik sektoriiniin rekabet tutumlarini giincel ve deneysel verilerle inceleyerek sonucunda kuramsal baglamda
¢ikarimlarda bulunan yeni ¢aligmalara gereksinim duyulmaktadir. Bu alanda bu tiir bir ¢aligmanin yapilmig olmasi hem
sorunlari ortaya ¢ikaracak hem de kuruluslarin gelecekteki degisimlere uyum saglayarak varliklarim siirdiirebilmeleri adina
son derece onemlidir.

Yontem ve Bulgular: Caligma Tiirk optik sektoriinde faaliyette bulunan 8 kurumsal optisyenlik miiessesesi ile Porter’n
temel strateji modeli esasina dayandirilarak yari yapilandirilmis goriisme formu hazirlanarak yiiz yiize gerceklestirilmistir.
Gergeklestirilen ¢alismada optik miiessese sayist 5 ve {istii olan tiim kurumsal firmalar dahil edilmigtir. Arastirma iginde
kurumsal olan optisyenlik miiesseselerinin son 5 yillik dénem igerisinde yonetim siireglerinde aldiklari hangi kararlarla
mevcudiyetlerini koruduklari ve rekabet giiciinii nasil sagladiklari sorgulama konusu olmaktadir.

Farkl biytikliik dlgeginde olan optik kuruluslarin birbirleriyle ayni diizeyde kaynak ve kapasite sahibi olmadiklarindan
dolay1 temel stratejileri farkli diizeylerde uyguladiklar1 goriilmektedir. Ancak tiim olgeklerde optik kuruluslarin farkli
diizeylerde olsa da ti¢ temel strateji de kullanmaktadirlar. Bu bulgular daha once farkli alanlarda yapilan ¢aligmalari
destekler niteliktedir (Tan, 2008; Tansey ve ark., 2014; Oyewobi ve ark., 2015).

Kuruluslarin farkli dénemlerinde farkli stratejileri kullandiklari saptanmistir. Biiylime donemlerinde optik kuruluslarin
farklilasma stratejilerini kullandiklar: tespit edilmistir. Maliyet liderliginin finansal hedeflere ulasmada olumlu etkisi
bulunurken aksine farklilagma stratejilerinin bu hedefleri olumsuz olarak etkiledigi ortaya ¢ikmistir (Oyewobi ve ark.,
2015). Nitekim ¢alismamizda ulagilan sonuglarda ayni dogrultudadir.

Biiyiik ve orta Olgekli kuruluglarin ise farklilasma stratejilerini uygularken maliyetleri yiikseltmemeye c¢alistiklar
saptanmigtir. Tan’n (2008) yilinda ortaya koydugu caligmaya gore de kuruluglar biiyilidilkge farklilasma stratejilerine
yonelme oranlarinin arttig1 goriilmekte ve ¢aligma sonucumuzu desteklemektedir.

Sonu¢ ve Oneriler: Calisma neticesinde son 5 yil baz alindiginda en ¢ok farklilasma stratejisinin en az ise odaklanma
stratejisinin kullanildig: tespit edilmistir. Farklilasma stratejisinin yiiksek oranda tercih edilme nedenleri irdelendiginde
sektorde rekabetin oldukea yiikseldigi ve sektore yeni katilimlarin fazlalasmasindan dolayr mevcut kuruluglarin bu stratejiyi
tercih ettikleri sonucuna ulagilmigtir. Maliyet liderligi stratejilerinin ikinci sirada tercih edilme nedeni ise kuruluglarin daha
onceki yillarda meydana gelen kriz tecriibelerinin bir sonucu oldugu tespit edilmistir.

Ayrica kuruluslarin benimsedikleri stratejilerinin kurulusun yasi, kurulus 6lgegi, faaliyette bulunulan lokasyon ve kullanim
istiinliigiine gore farklilik gosterdigi tespit edilmistir. Yapilan arastirma sonucunda biiyiik 6lg¢ekli optik kuruluslarin tiim
stratejileri diger Olgekteki kuruluglara nazaran daha yiiksek oranda kullandigi saptanmistir. Mikro Olgekte bulunan
kuruluslarin aksine diger 6lgeklerin tiimiiniin odaklanma stratejisini en az oranda kullandig1 sonucuna varilmustir. {laveten
mikro 6lgekte yer alan kuruluglarin maliyet liderligi stratejisini oncelikli olarak tercih ettikleri ortaya ¢ikmustir.

Bir diger sonug ise; bolgesel olarak farkli yerde bulunan optik kuruluslarin farkli rekabet stratejilerini tercih ettikleri ortaya
ctkmustir. Nitekim Istanbul merkezli kuruluslarm neredeyse tiim stratejileri diger optik kuruslara nazaran fazla kullandig,
Antalya ve Izmir’deki kuruluslarin ise biitiin stratejileri minimum seviyede kullandiklar1 sonucuna varilmistir. Buradan
hareketle Istanbul’daki rekabet seviyesinin diger sehirlere gore daha yiiksek oldugu sonucuna ulagilmistir.

Oneri olarak ise; Calismanuzda kurulus lgekleri calisan sayisina gore olusturulmus olup gelecek siirecteki galismalarda
optik kuruluglarin mevcut kaynaklarinin yani sira cirolarinin 6grenilmesi neticesinde hem kuruluslarin bityiikliik 6l¢egi hem
de tercih ettikleri stratejiler noktasinda net ve giiglii sonuglar ortaya ¢ikmasini saglayabilir. Calismamizda sans faktorii ve
devlet destegi gibi hususlar hesaba katilmamis olup bu hususlarda kuruluslarin konumunu ve biiyiime durumunu degistirme
noktasinda dnemli bir etkiye sahip oldugundan hesaba katilabilir. Ortaya koyulan ¢alismamizda stratejilerin uygulanip-
uygulanmadig lizerinde durulmus uygulandiginda ortaya ¢ikan performans gostergelerine de etkileri olacagindan aragtirma
konusu olabilir.
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