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CHAPTER IV
METHODOLOGY

4.1. Introduction

This chapter explains the methodology chosen for data collection and analysis and the reasoning behind the research design constructed for this study. 

The methodology considered a broad range of research strategies and suggested that the use of the case study method would appear appropriate for this study.  The unit of analysis (Yin, 1994) would be the Yayla Region and the analysis would be bounded by the case study area and its business environment.  After considering a range of data collection methods the selected methods included scanning the relevant documentation, archival records and also conducting one-to one interviews with those groups and individuals considered as relevant authority or stakeholder within the problem situation explained in Chapter 1.
This chapter consists of three main parts: research design, model of research and data analysis methods.
4.2. Research Design
4.2.1. Qualitative Nature of the Study

The purpose of research design varies according to the research paradigm, methods and assumptions.  The purpose of this study is to enhance the understanding of factors that facilitate gaining a tourism destination position for a region and intend preparing a base for the set of required activities that will rehabilitate the selected case study, namely Yayla region’s future competitiveness in tourism. Accordingly, the design of this study focuses on choosing the right methods for carrying out situational analysis and competitive analysis. 
4.2.2. The Case Study Method

This study focuses at only one region, Yayla Region, which bears the characteristics of a single case study. Yayla Region constitutes an extreme and a unique case due to its position and due to years of political isolation from the rest of the world as being part of Northern Cyprus.

Yin (1994) proposed two fundamental case study types; holistic and embedded. Within these a study might be either single-case or multiple-case depending on the requirements.  A holistic case study design 

“..is advantageous when no logical subunits can be identified or when the relevant theory underlying the case study is itself of a holistic nature.” . (Yin, 1994). 

Robson (1996) noted that a holistic case study would be used where the research sought, for example, to look at an organisation as a whole, remaining “global rather than seeking to look at and analyze the different functioning of separate sub-units within the institution.”   Yin (1994) offered caution about the use of holistic case studies in that it might lead to the case study being applied at an abstract level that prevented the researcher from properly examining the phenomenon in question.   Also, the nature or purpose of the case might shift during the course of the research, without the researcher’s knowledge. 

Yin’s (1994) embedded case studies were described as occurring where an organisational study was comprised of understanding the organisation’s sub-units, its embedded units. The advantage of an embedded case study, according to Yin (1994) was that the concentration on sub-units could help to maintain the focus of the study by providing sensitivity to the type of shift noted above as a problem for holistic case study design.  Yin’s (1994) warning about the dangers of embedded case study design related to the tendency on the part of some researchers to focus too intently on one of the organisational sub-units or one sub-unit level and lose sight of the need to locate these within a larger, organisational context.  

Single case studies were appropriate in a number of situations. According to Yin (1994) there were three rationales for single case studies; 

· When it represents the critical case in testing a well-formulated theory. The theory has specified a clear set of propositions as well as circumstances within which the propositions are believed to be true. 

· Where the case represents an extreme or unique case.” for example in “clinical psychology, in which a specific injury or disorder may be so rare that any single case is worth documenting and analyzing. 
· And where there was a revolutionary case. ... when an investigator has an opportunity to observe and analyze a phenomenon previously inaccessible to scientific investigation 

Robson (1996) similarly described these three rationales.  Yin (1994) described multiple case studies as useful for the purposes of replicating findings. As well, Yin (1994) noted that:
“… The rationale for single case designs usually cannot be satisfied by multiple cases. The unusual or rare case, the critical case, and the revelatory case are all likely to involve only single cases, by definition.”

The researcher agrees with Yin (1994) that Yayla Region due to its position and years of political isolation is a rare case and deserves a study as a single case.

4.2.3. Nature of Study
The main thrust of a case study can be descriptive, exploratory or explanatory (Yin, 1984). Exploratory case studies may provide initial analysis of a phenomenon that will than be systematically explored in other studies, possibly by the use of another approach such as a sample survey.   A descriptive study will attempt to provide a full portrayal of the case or cases being studied. An explanatory case study will attempt to provide an account of what caused a particular phenomenon observed in the study.

As to the descriptive research, it is appropriate when the research objective include: identifying problems or opportunities; portraying the characteristics of a phenomenon and determining the frequency of occurrence; making predictions regarding the occurrence of a phenomena; gaining management and researcher perspective concerning the character of the problem situation. 

In the light of the above arguments, a descriptive case study was decided to be the most appropriate approach for the purpose of this study.  
4.3. The Unit of Analysis

The unit of analysis is defined to refer to the level of aggregation of the data collected during the subsequent data analysis stage (Sekaran, 2003).  Yayla Region is regarded as a region and as a unit of analysis for this study.
4.4. Sources and Methods of Data Collection

According to Yin (1994) there were six primary sources of data for case study research:

Documentation

Archives

Interviews

Direct observation

Participant observation

Physical artefacts
Yin (1994) presented the relative strengths and weaknesses of each data source in the Table 1 replicated below:

Documentation (secondary sources), and interviews (primary sources) were used for the purpose of this study. 
Table 4.1: Six Primary Sources of Data in Case Studies

	Source of Evidence 
	Strengths 
	Weaknesses 

	Documentation 
	• stable–can be reviewed repeatedly 

• unobtrusive–not created as a result of the case study 

• exact-contains exact names, references and details of an event 

• broad coverage-long span of time, many events and many settings 
	• retrievability-can be low 

• biased selectivity, if collection is incomplete 

• reporting bias-reflects (unknown) bias of author 

• access-may be deliberately blocked 



	Archival Records 
	• [Same as above for documentation] 
• precise and quantitative 


	• [Same as above for documentation] 
• accessibility due to privacy reasons 



	Interviews 
	• targeted-focuses directly on case study topic 

• insightful-provides perceived causal inferences 


	• bias due to poorly constructed questions 

• response bias 



	Direct Observation 
	• reality-covers events in real time 

• contextual-covers context of event 


	• time consuming 

• selectivity-unless broad coverage 

• reflexivity-event may proceed differently because of it being observed 

• cost-hours needed by human observers 



	Participant Observation 
	• [Same as above for direct observations] 
• insightful into interpersonal behaviour and motives 


	• [Same as above for direct observations] 
• bias due to investigator’s manipulation of events 



	Physical Artefacts 
	• insightful into cultural features 

• insightful into technical operations 
	• selectivity 

• availability 




Source: R. Yin, “Case study research: Design and methods” (1994).
Apart from state documents, archive records, direct observations interviews were carried out with a selection of individuals coming from private businesses, private individuals, NGOs and government officials.  The questions asked were mostly opened-questions for collecting qualitative data.  The selected individuals were treated as the focus group. A Turkish version of the actual interview questions and the format used is as Appendix C. An English translation of the interview document is as in Table 4.2 below:
Table 4.2
Interview form presented to focus group members (adopted from....)
	Framework for sustainable tourism development in Yayla Region from an economic and community perspective

	Fundamental framework conditions:

	1. Do you see the presence of basic transportation infrastructure (international airport, road network, runways) as sufficient in our country and region?

	Favourable responses:

	

	Unfavourable responses:

	

	2. Do you think the current immigration and currency regulations (very important for tours that include several border-crossings) are appropriate for tourism?

	Favourable responses:

	

	Unfavourable responses:

	

	3. Do you find the laws and policing sufficient for the personal safety of tourists (protection from crime, political unrest, and harassment from police / military)?

	Favourable responses:

	

	Unfavourable responses:

	

	4. Do you think that there are relatively low health risks for tourists coming to this country and Region (existence of basic medical services, no epidemics)?

	Favourable responses:

	

	Unfavourable responses:

	

	5. Are there legal regulations and their strict implementation for the protection of touristic sights against destruction or dilapidation?

	Favourable responses:

	

	Unfavourable responses:

	

	

	Economic policy framework conditions;

	1. Is there an existence of an economic order and financial policies that promote tourism and other private companies or at least do not hamper them excessively?

	Favourable responses:

	

	Unfavourable responses:

	

	2. Is there an easy access to financing or promotional options (e.g. special credit lines for SME or investments in general)?

	Favourable responses:

	

	Unfavourable responses:

	

	3. How easy it is to access to information and advice regarding entrepreneurial competence (e.g. for business start-ups)?

	Favourable responses:

	

	Unfavourable responses:

	

	4. Is it easy to access to information/consultation for product development and marketing (especially with regard to new types of touristic demand)?

	Favourable responses:

	

	Unfavourable responses:

	

	5. Is there sufficient support for marketing abroad (e.g. trade-fair assistance, access to new booking systems)?

	Favourable responses:

	

	Unfavourable responses:

	

	6. Do possibilities for training specialised tourism personnel exist (tourism schools and vocational training centres)?

	Favourable responses:

	

	Unfavourable responses:

	

	

	Framework conditions for ecological and socially sustainable tourism:

	1. Is there government environmental legislation (e.g. high environmental standards for tourism industry)?

	Favourable responses:

	

	Unfavourable responses:

	

	2. Are there government economic and fiscal policies that basically permit income from tourism to be directed into nature conservation or local communities?

	Favourable responses:

	

	Unfavourable responses:

	

	3. Are there Funding tools/systems of incentives that make environmentally sound investments, investments in peripheral regions or technical qualification of rural communities economically attractive?

	Favourable responses:

	

	Unfavourable responses:

	

	4. Is there an information/ consultancy with regards to environmentally sound technologies and management methods?

	Favourable responses:

	

	Unfavourable responses:

	

	


4.5
 Theoretical background to SWOT Analysis

In this section of the study the theoretical background of the study dimensions and variables are represented. The definitions of all elements of competitive advantage and SWOT analysis as well as the relationship between the two main variables are reviewed below. These definitions were necessary in developing a better understanding of data analysis that was necessary for this study.  

4.5.1
Competitive Advantage

Competitive advantage is a management concept that has been so popular in the contemporary literature of management nowadays. The reasons behind such popularity include the rapid change that organizations face today, the complexity of the business environment, the impacts of globalization and unstructured markets, the ever changing consumer needs, competition, the revolution of information technology and communications, and the liberation of global trade. Despite the fact that interests in this subject has started many decades ago, it wasn't till the 60's of the twentieth century that the concept has spread out when Edmund Learned & Kenneth Andrews described SWOT analysis denoting strength as a competitive advantage (Schendel, 1994:1). Kotler also defined competitive advantage as an organizational capability to perform in one or many ways that competitors find difficult to imitate now and in the future (Kotler, 1997:53; Kotler, 2000). Nevertheless, Porter recognized competitive advantage as a strategic goal; that is a dependent variable and the reason behind this is that the good performance is related to achieving a competitive advantage (Read & Difillipi, 1990:90).
Others see competitive advantage as an ability to produce products or offer services different to what competitors do, by utilizing the strengths that organizations possess so as to add value in a way that competitors find it difficult to imitate (Pitts & Lei, 1968:68). We then can assume that competitive advantage is a relative quality that organizations claim to possess through which organizations can exceed their rivals' performance, and achieve long lasting benefits as perceived by clients. It is believed that the framework presented by Michael Porter is one of the most well-known tools that is used in theoretical as well as empirical research, since it pays attention to all activities carried out by an organization with respect to its external environment.

4.5.2 Competitive Dimensions

One of the organizations' major concerns is to care about customers' needs and wants and transform such needs and wants into targeted aptitudes or areas called "competitive dimensions". These dimensions that organizations focus on and show great interest in, while providing services and products so as to meet market demand, can help organizations achieve competitive advantage (Krajewski & Ritzman, 1999:33). These competitive dimensions, as we claim, are four: cost, quality, time, and flexibility which are defined and explained in the following sections.

4.5.2.1 Cost

Organizations must make some kind of compromise between the cost and the characteristics of their products and services. In general, most organizations choose to cut total cost by stripping fixed costs and applying continuous control on raw materials, reducing employee compensation rates, and by achieving higher levels of productivity (Dilworth, 1992:50).
4.5.2.2 Quality

Quality can be achieved by adding unique attributes to products to enhance their competitive attractiveness so as to benefit customers in the final stage (Best, 1997: 159). Also, quality can be achieved through a couple of dimensions such as the quality of design which means to adapt product design to its function (Adam & Ebert, 1996:47), and the quality of conformity which stands for the organizational capability to transform inputs to conformable outputs (Hill, 1993:35) or outputs in accordance to the specific design characteristics, and the focus on quality will be reflected in competitive advantage and profitability of the organization.
4.5.2.3
Time

Organizations can consider the time factor to compete among each others. Delivery time can be a source of competitive advantage when organizations try to reduce the period of time between receiving and accepting customer orders and provisions of products or services to customers (Stonebrake & Leong, 1994: 53). It is also a measure of the organizations' adherence to delivery schedules agreed upon with customers. The speed of product development also refers to the time factor; that is the time period between product idea generation till achieving the final design or production (Evans, 1993:120).
4.5.2.4
Flexibility

Flexibility can be viewed as the ability of the processes to switch from one product to another or from one customer to another at the least cost or impact. Flexibility also can be defined as the ability to adapt the production capacity to changes in the environment or market demands (Evans, 1993:120). Flexibility also encompasses product flexibility in the first place which is defined as the ability of the organization to trace changes in consumers' needs, tastes and expectations so as to carry out changes in product designs. The second flexibility has to do with volume which stands for the organization's capability to respond to changes in consumer demand. It is believed that such flexibility can yield benefits such as introducing new products along with product variety, and controlling volume and delivery time (Stack et al, 1998:59).

4.5.2.5
SWOT Analysis and Diagnostics

One can assume that organizational environment is composed of many elements which organizations deal with and form complex cause-and-effect type of relationships with. Environment can also be divided into two categories. The first category implies the external environment which contains all changes that take place outside the organization's boundary such as economic, political, cultural, and technological changes upon which organizations have little impact.

The second category has to do with internal factors within an organization in various areas such as management, culture, finance, research and development, staff, operational efficiency and capacity, technical frameworks, and organizational structure. SWOT analysis refers to the process through which decision makers develop their awareness of organizational environments so as to influence performance now and in the future (Naryanan & Nath, 1993: 197).

SWOT analysis can help organizations develop an early alarming system that take into considerations all necessary preparations before possible threats rise, and implement capable strategies to face such threats and minimize their negative consequences.

In this regard, Thompson suggests that strategy makers should consider the following scheme while implementing SWOT analysis:

• Determining the most important factors and reasons for selecting such factors,

• Forecasting changes that might influence the mentioned factors,

• Aligning of all forecasts,

• Undertaking reality and honesty in assessing competitors' strengths and weaknesses as well as their own organization.

Environmental diagnosis refers to the process of predicting the importance of information we get out from SWOT analysis (Glueck & Jauch, 1988:137). This process is subject to the influence of two factors: first, the characteristics of strategy makers which include their experience, ambition, perception style, and the psychological state during the diagnosing operation; second, the nature of strategy makers' type of work which includes time pressure and work tension, availability of organizational resources, the importance of decision making, the abundance of time allocated to this function, and whether managers are occupied with other activities or not.
4.5.3
Threats and Opportunities

Literature definitions of threats and opportunities are viewed in the following two sections.

4.5.3.1
 Threats

A threat is defined as any improper event or force in the external environment that causes harm to the organization's strategy (Rowe et al, 1994:199). It also can be viewed as a challenge caused by a negative attitude inconsistent with the organization's common norms. It is also a set of conditions, resources and capabilities that organizations need or pressured to work with, but can not influence or have control over it. 
The above mentioned threats and opportunities can achieve the following results (Kotler, 1997: 82):

• Ideal activities tend to have high states of opportunities and low states of threats.

• Risk activities tend to relate to high states of threats and opportunities.

• Mature businesses are low in risks and opportunities.

• Turbulent environments are low in opportunities and high in threats.
4.5.3.2
Opportunities

Opportunities are defined as a set of conditions suitable for achieving goals at the right time (Webster's, 1988:950). We thus can define opportunity as a positive state that gives organizations some kind of relative advantages, or an environmental approach that positively influences firm's profits. According to Peter Drucker, opportunities can be divided into three types: added opportunity where investment in this type does not impact the nature and characteristics of the organization such as using the available resources to expand, where revenues from this type of investment are limited. The second type is the supplementary opportunity where organizations have to acquire new knowledge to take advantage of this opportunity. The third type is the explosive opportunity where organizations must own huge capital to spend on R&D. By exploiting such opportunities organizations must carry out tremendous changes in organizational standards and attributes.

4.5.4
Strengths and Weaknesses

Strengths and weaknesses are viewed as results of factors and variables that can be controlled within organizations which may be good or bad. If results are satisfactory, then this will reflect the strength of one organizational factor or more; while if they are poor and unsatisfactory, then this will prove that some organizational factors are weak.

4.5.4.1
Strengths

It represents the internal power that an organization possesses to compete against its rivals (Sharplin, 1985:54). It also represents organizational capabilities and internal positive attitudes that enable organizations possess strategic power to achieve organ izational goals (Higgins, 1986:32). While others view organizational strengths as skills and abilities that enable organizations set out and implement their strategies so as to outperform their rivals (Barney & Griffin, 1992:216).

4.5.4.2
Weaknesses

Weaknesses represent organizational aspects that negatively impact product and/or service value with regards to customers or competitive environment (Stall, 1995:176). Weakness also represents shortages in internal capabilities that make organizations unable to achieve their goals or loose their competitive advantage (Cooper, 1985:82).
4.5.5
SWOT Analysis and Competitive Advantage
It is not wise to think that using organizational strengths to build a competitive advantage does not require thorough external environmental analysis. The fact is that whether an organization is strong or weak is a relative measure with comparison to its external domain (external environment). It is widely proven that organizations can achieve a competitive advantage by relying on organizational strengths and interacting with the strategic choice so as to make use of opportunities and avert threats or override weakness or both.

At an empirical research level, Strandholm & Kumar (2003) asserted the existence of a positive relationship between external environmental analysis style and overall organizational performance and the ability to gain a competitive advantage. Flatt and Kowalczyk (2008) also concluded that organizational culture is one intangible asset that can help organizations create a competitive strategic advantage and enhance financial performance. Vorhies and Morgan (2005) suggested that the use of proper marketing benchmark tools to benchmark marketing capabilities has become a key learning mechanism to deliver sustainable advantage.

Chan, Shaffer and Snape (2004) proposed and tasted a dynamic model of co-specialized resources that explained the direct effect of HR practices, differentiation strategy and corporate culture on organizational performance. The findings proved partial support for this type of culture performance relationship. As clarified by Siaw and Yu (2004), the internet, as a commercial technology, has changed the rules of competition in the banking industry. The likely emergence of new small banks into the market will use this capable tool to compete with existing large international banks. They finally concluded that the internet has strongly affected the competitive landscape of the banking industry by creating competitive advantages, so banks can rely on such technology to compete with their rivals.

Rao (2005) argues that marketing assets can play a crucial role in sustaining organizations' competitive advantage. By implementing the right marketing strategy which focuses on users' needs, product uniqueness, and differentiation, high technology firms can turn their technological competences into sustainable competitive advantage. Sofka & Teichert(2006) investigated how organizational capabilities and resources can translate into competitive advantage with regards to sensing and using modern technologies. They defined three context factors which can be captured at three levels: access and opportunity, knowledge, and company's competencies and processes. They found that external sources of innovation were not superior to domestic sources in countries such as China or India. As discussed by Thompson & Walker (2005), the benefits of geographical analysis can improve the knowledge of markets, enhance strategic planning decisions, lead to additional profits and reduce risks on investment decisions. To achieve a competitive advantage in the process of geographical analysis according to their study, a number of components must be available and brought together: external data and software, organisation's own customer and business data, and skilled workforce who will manage the system and make decisions based on the information provided. Walker (2008) highlights the importance of adequate environmental reporting if organizations are to survive in the long run, and achieve a sustainable advantage.
 By adopting an environmental management system such as ISO 140001, organizations can enhance their image that could lead to increased sales and improved relations with environmental regulators and other stakeholders. Chan & Heide (1992) illustrated a process of integrating competitive strength, the environment, and the firm's strategy. Speed of designing, developing and producing new and less costly products through IT investment has proved to help organizations gain competitive advantage. 

They also added that a market oriented IT company should focus on services that will enhance the relationship with customers and suppliers in order to achieve firm's advantage.

The link between competitive advantage and corporate social responsibility has recently been addressed by many practitioners. As stated by Porter & Kramer (2006), addressing social issues by building shared values is one important factor to achieve competitive success. This can be accomplished by integrating business and society, choosing which social issues to address, creating a corporate social agenda, and finally creating a social dimension to the value proposition. Issue management, as introduced by Palese & Crane (2002), can help organizations identify risk and opportunity before competitors can. It is defined as having the capacity to act quickly in order to seize opportunity or to avert risk. It is claimed that when organizations apply issue management process or discipline, they can reap the benefits of innovation, team collaboration, and diversity. Finally, Lei & Slocum (2005) identified four different environmental strategies and presented the various strengths and challenges posed by each type. For example, they clarified how organizations should respond to changing environments by studying the rate of technological change and keeping track of product life cycle dynamics.

4.6. Data Analysis

The literature on internal analysis is referred as the Resource Based View (RBV) approach, and the literature on external analysis is referred as the Industry environment approach to competitive advantage.  This study adapts the RBV approach for analysing organisational strengths and weaknesses as explained by Barney (1991) over SWOT analysis and the Industry environment for analysing environmental opportunities and threats.   Consequently, this study is limited to the analysis of identifying those factors that would help organisations formulate and adapt strategies. 
Figure 4.1: Research’s data analysis steps

Steps in data analysis to be used as illustrated in Figure 4.1
Steps 1 Identifying the potential of Yayla Region and analyzing its external environment:
According to Grant (2005) the analysis can begin from outside or inside the firm. This study begins analysing the external (industrial environment) of the case study region, Yayla Region.  From an external focus, analysis aim is to find out what factors determine why some firms in an industry are more successful than others. For the purpose of this analysis, there is a need to identify industry and market where Yayla Region is located. According to Grant (2005), “Typically, an industry is identified with relatively broad sectors, while markets refer to specific products. In the light of this definition and as a matter of role and functions of regions with a tourism potential, the analysis should begin the studying industry and its organization structure which include defining and identifying maritime transportation sector and its main segments. 

The assessment of the industry and competitive environment has many facets. Therefore, there is also a necessity for assessment of Yayla Region’s external environment. Thus analysis is follow providing a definition and an assessment of the region’s macro and micro environment. These include analyzing, predicting or attempting to change the environment, deciding how best to adapt to it, or choosing to get in or out of some products / customer groups, customer needs and/or technologies. This means looking at all industry aspects such as size, trends, direction, industry economics, competitive structure, competitive forces, competitor strategies, technologies, government policies and regulations, buyer demographics and profiles, competition and general economic trends and conditions (Thompson & Strickland 2001). Upon the completion of this step, acquired results can help to find out key success factors and the region’s competitiveness determinants. 
Step 2 Analysis of competitive forces:
Porter’s five-force model of competitive analysis is a widely used approach for developing strategies in many industries. According to Michael Porter (1985), there are five basic forces that would affect an industry’s potential profit: (a) threat of new entrants, (b) threat of substitutes, (c) degree of rivalry, (d) bargaining power of suppliers and (e) bargaining power of buyers. These forces are the main elements that any company will need to study in order to understand its market position and to identify all the competitors, potential new entrants, and major suppliers, the demographics of customers, and makers of and nature of substitute products. By using the Porter’s Theory, the company can analyze the structure of industry and set up its strategy for positioning itself in the market. The step concentrates on the current situation, the policy, the facts and figures and the developing trend of the competitive forces currently in action as relevant to the case study. The results of analysis generate basis to identifying key industrial success factors, current and potential opportunities and threats for the Yayla Region’s competitive analysis and SWOT analysis.

Step 3 Identify the key resources and capabilities of the Region:
After the industry definition and analysis study then focuses inside of the Region. What capabilities and resources do these key success factors imply? To answer this question it is required an identification of the Region and its resources including the operations and activities at the Region and those can contribute to the competitive position of the Region. 

Step 4 Appraising resources and capabilities:
After the resource definition study can then look at the resources that underpin the capabilities at each stage of the value chain.  According to Grant (2005) “Resources and capabilities need to be appraised against two key criteria. First is their importance: which resources and capabilities are most important in conferring competitive advantage? Second, where are our strengths and weaknesses as compared with competitors?” 
Step 5 Deriving well defined SWOT:
Grant (1991) said that a resource based approach to strategy is concerned not only with the deployment of existing resources, but also with the development of the firm’s resource base. Therefore, the next step is to discussion of the gaps. The discussion section includes interpretation of the analysis as whole which can help to create a base for the future studies for the Yayla Region.
4.7
Conclusion
This chapter explained the methodology chosen for data collection and analysis and the reasoning behind the research data designed made for this study. 
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