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Abstract

This study explores the overlooked aspect of resource based view (RBV). Given the assumption that the relative
superiority of resources determines the results of competition, firms are expected to retain sustainable competitive
advantage by inhibiting the value creation of other competitors from their resources. The offensive framework of
RBYV explains how to maintain such a state over other market participants. Based on the theoretical perspectives,
including micro-foundation of resources, several propositions are provided concerning this issue. First of all, firms
inhibit competitors from acquiring and retaining talent. In addition, firms’ innovation activities lower the value of
competitors’ resources. Finally, firms utilize their resources to inhibit competitors’ profit realization, resulting in their
competitive advantage. The implications for both academia and industry are discussed, while future research
directions are suggested. Firms are recommended to be considered as aggressive warriors as well as farmers or
manufacturers.
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1. Introduction

Firm resource has been an important research topic in the organizational and management field. Penrose (1959)
initially recognized the internal resource as the indicator of organizational performance. Wernerfelt (1984) focused
on the resources as the core of businesses. Particularly, Barney (1991) contributed to the development of RBV
toward the fine-grained level. RBV can be differentiated from other theoretical disciplines like neoclassical and
evolutionary economics (Barney, 2001a; Barney, 2001b; Barney, Ketchen, & Wright, 2011). It is beyond doubt that
the achievement and management of resources have been the integral part of business organizations and their
activities.

Traditionally, scholars in this research stream have focused on how firms accumulate and utilize their value to create
their own value. Several studies have explored the acquisition of firm resources under various contexts like foreign
direct investment (FDI) (Hooley, Cox, Shipley, Fahy, Beracs, & Kolos, 1996), technology-based businesses
(Yli-Renko, Autio, & Sapienza, 2001), entreprencurial firms (Leung, Zhang, Wong, & Foo, 2006), small businesses
(Winborg & Landstrém, 2001), and inter-organizational networks (Wever, Martens, & Vandenbempt, 2005). In
addition, the value creation from firm resources has been investigated by strategy and organization scholars in
accordance with topics, including social capital (Tsai & Ghoshal, 1998), e-business (Amit & Zott, 2001),
organizational learning (Kang, Morris, & Snell, 2007), and professional service firms (Lewendahl, Revang, &
Fosstenlgkken, 2001). For conventional researchers, firms are considered as farmers or manufacturers creating
certain types of products or services, resulting in their competitive advantage.

When considering the role of resource differences in explaining the result of competition, it seems likely that firms
can retain their competitive advantage based on the “relative” superiority of resource. On one hand, they create own
value to retain competitive advantage as the literature proposes. On the other hand, they can hinder competitors from
generating their value as the Air Force uses strategic bombing to destroy the enemy’s aircraft factories. Therefore,
both business firms and the military can continue their lead in resource accumulation, leading to successful
competition. Few researchers, however, have explored how firms utilize this alternative method to achieve better
resource and competitive advantage.
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This study makes advances in providing this offensive framework of RBV to the management and organization field.
The objective of this study is exploring the process of how and why firms inhibit in order to broaden our understating
in strategic management now-a-days. For this purpose, major studies in institutionalization and relevant areas are
reviewed. And then, the above literature streams are used to provide theoretical propositions that depict how firms
emit isomorphic pressures to enhance their competitive advantage. At last, the implications of this viewpoint and
future research directions are discussed.

2. Resource Based View (RBYV)

Increasingly, strategy and organization scholars have employed RBV to figure out various managerial phenomena.
Firm resources have shown to play a key role in explaining diverse topics, including general strategic management
(Barney, 2001a; Barney, 2001b), strategic alliance (Eisenhardt & Schoonhoven, 1996; Wassmer & Dussauge, 2012),
corporate diversification (Silverman, 1999), new-product development (Henard & McFadyen, 2012; Verona, 1999),
interfirm cooperation (Combs, 1999), marketing (Srivastava, Fahey, & Christensen, 2001), international management
of small businesses (Westhead, Wright, & Ucbasaran, 2001), entrepreneurship (Zahra, Hayton, & Salvato, 2004), and
firm innovation (Galunic & Rodan, 1998). It is obvious from the above literature that the application of resource
perspective is the essential part in investigating major research questions in this field.

One of major research questions of RBV is how to gain sustainable competitive advantage. Scholars have focused on
the resource characteristics which contribute to the superior position of the firm among competitors. Dierickx and
Cool (1989) provided that firm specific resources may be required to implement a strategy successfully. Barney
(1991) suggested that a firm may retain competitive advantage for a long time when its resources are valuable, not
common, inimitable, and hard to be transferred. Black and Boal (1994) focused on the characteristics of
resource-creating processes in which these resource traits are formed. Firm resources have shown to explain overall
organizational performance (Ray, Barney, & Muhanna, 2004). Peteraf (1993) provided that resource heterogeneity
plays a key role in competitive advantage and firm performance. Oliver (1997) suggested that firms achieve
sustainable competitive advantage by managing the contexts of resource selection. Traditionally, many of the studies
regarding this topic have been based on the implicit assumption that firms utilize their resources to improve and
create their value.

However, firms can exert negative as well as positive influences toward their surrounding contexts. Martin (2007)
and fellow scholars have explored the role of home country on the firm decision to offer a bribe. Environmental side
effects of management decisions have been investigated by many researchers (Freedman & Jaggi, 1982; King &
Lenox, 2002; Lee, 1975). The above literature implies that firms can behave selfish to benefit themselves. Following
this notion, the mechanism of how firms enhance competitive advantage by controlling others will be investigated in
the next section.

3. Offensive Framework of RBY

The literature in this research stream implies that firms are more likely to enhance competitive advantage when they
retain the superiority of resources. Resource heterogeneity has shown to play a critical role in understanding the
variance of competitive advantage among firms (Barney, 1991; Peteraf, 1993; Wright, McMahan, & McWilliams,
1994). As scholars like Barney (1991) proposed, it is for sure that firms with valuable, scarce, nontransferable, and
inimitable resources are more likely to beat competitors. The question lies in how and why firms outrun the
competition from the resource perspectives.

RBYV scholars have explored how firms accumulate and utilize resources, leading to the creation of additional value.
For a long time, there have been discussions on firms’ effort to collect and retain resources. Several studies focused
on the dynamic nature of resource formation (Eisenhardt & Martin, 2000; Teece, 2007; Teece, Pisano, & Shuen,
1997; Winter, 2003). In addition, firm resources have shown to account for value added in the form of sustainable
competitive advantage (Barney, 1991; Oliver, 1997; Peteraf, 1993; Ray, Barney, & Muhanna, 2004), innovation
(Hadjimanolis, 2000; Lawson & Samson, 2001; Tarafdar & Gordon, 2007), inter-organizational collaboration
(Mowery, Oxley, & Silverman, 1998), and manufacturing performance (Schroeder, Bates, & Junttila, 2002).

Given the assumption that “relative” resource heterogeneity explains the firm's competitive advantage, an alternative
explanation for this issue is to inhibit competitors from obtaining or utilizing valuable resources. Oliver (1997)
proposed that organizations have difficulty in resource acquisition under certain types of restraints, including
regulations or the transfer of HR. If firms succeed to exploit these influences, competitors may have difficulty in
acquiring resources. Therefore, firms maintain better resources, resulting in the superior position in the competition
as can be seen in the Figure 1. The mechanism of how to achieve such a state will be unveiled in the next section.
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3.1 Micro-Foundation of Resources

Increasingly, organizational scholars have investigated the micro-foundations of firm resources as the source of
competitive advantage (Barney, Ketchen, & Wright, 2011; Fellin & Foss, 2005; Foss, 2011; Lippman & Rumelt,
2003; Minbaeva, Foss, & Snell, 2009). When considering the history of other social science, RBV scholars need to
explore the micro perspective in order to develop RBV as a theoretical tradition (Foss, 2011). Particularly, human
resource has been considered as one of major indicators creating organizational value from the micro perspective.
Individual employees are the integral parts of organizations (Fellin & Foss, 2005). Increasingly, RBV and strategic
human resource management (SHRM) began to converge each other (Wright, Dunford, & Snell, 2001). The
motivation of human resource has shown to be an integral part of this research stream (Foss, 2010).

Conventional studies regarding this issue have focused on how firms utilize their people to achieve competitive
advantage, resulting in better performance. HR has shown to account for sustainable competitive advantage of the
firms (Wright, McMahan, & Abagail, 1994) through various routes, including HR system (Lado & Wilson, 1994),
management of people (Pfeffer, Hatano, & Santalainen, 1995), human capital (Hatch & Dyer, 2004), and
organizational learning (Pucik, 1988). What all these studies imply is that strategies utilizing the micro-foundation,
including HR, have contributed to increase organizational value.

Firms, however, can achieve relative superiority by inhibiting competitors from attracting or retaining of talent.
Gardner (2005) provided that rivals compete to hire competent employees. Particularly, the literature on non-compete
agreement opens possibilities that firms inhibit competitors from accumulating the micro-foundation of resources.
Non-compete agreement refers to “covenants, which constrain the rights to practice one’s occupation in competition
with the employer after employment has cease (Eslund, 2006, p381)”. Non-compete agreement restrains employee
mobility to move to other firms (Marx, Strumsky, & Fleming, 2009; Samila & Sorenson, 2011). The success of
checking competitors from attracting and retaining talent enables firms to accumulate better resources.

Intra-organizational resource, including HR, has long been considered as the source of organizational capabilities to
compete (Barney, 1991; Peteraf, 1993; Wright, McMahan, & McWilliams, 1994). The resource superiority can be
obtained through the hindrances to the HR attraction and retention activities by others. Therefore, the enhanced
relative position of a firm from the resource perspective is expected to lead to its competitive advantage.

Proposition 1 Firms inhibit competitors from accumulating the micro-foundation of resource, resulting in their
competitive advantage.

3.2 Innovation and Competitors’ Resources

Researchers in the strategy and organization field have explored innovative activities as the sources of value creation
in accordance with various topics, including open innovation (Chesbrough, 2003), convergenomics (Lee & Olson,
2010; Lee, Olson, & Trimi, 2010), industry architectures (Jacobides, Knudsen, & Augier, 2006), social capital (Tsai
& Ghoshal, 1998), and buyer-seller relation (Walter, Ritter, & Gemiinden, 2001). The above literature implies that
innovation and its results are accountable for a significant portion of value added from modern corporations.

Innovative activities of the firms have shown to play a key role in understanding competitive advantage. Baldridge
and Burnham (1975) provided that competitiveness and performance of a firm can be explained by innovation.
Narayanan (2001) explored the integrated framework for managing technological innovation to enhance
organizational capabilities to compete. Scholars in this research stream have focused on how firms increase their
value by participating in innovative processes. Competitive superiority can be achieved when the added value is
utilized. For example, the development of new product can change the result of competition.

However, it seems likely that innovation not only leads to the generation of own value but lower the value of
competitors’ resources. Breakthrough has been considered as one of major characteristics of innovative activities
(Herstatt & Kalogerakis, 2005; Mascitelli, 2000; O’Connor & Rice, 2001). It allows the creation of products which
have not existed before. This fact opens the possibilities that competitors lose strengths in the traditional products.
The advent of LCD and PDP TV lowered the value of conventional Braun tube televisions. Furthermore, the
resources used for the existing products (e.g. supplies or facilities) may turn into inventory without value. Initiators
of innovation can expect the extinction of existing rights, including related resources. Therefore, they are more likely
to lead competitors in the value of internal resource.

Resulting resource superiority is accountable for sustainable competitive advantage of the firms. Firms with better
resources are more likely to achieve capabilities to compete successfully (Barney, 1991; Barney, 1995; Fahy, 2002).
It seems likely that manufacturers of new LCD TVs will beat those with traditional ones. Therefore, competitive
superiority is expected to be achieved by lowering the value of competitors’ resources through innovative activities.
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Proposition 2 Firms’ innovation activities lower the value of competitors’ resources, leading to their competitive
advantage.

3.3 Competitors’ Profit Realization

Market has shown to play an essential role in explaining the value creation of firms. Scholars have provided that the
market focus of businesses influences on their performances (Hassan, 2012; Narver & Slater, 1990). Rayport and
Sviokla (1995) recommended that managers should focus on market dynamics to create value with intellectual
resource. The products or services originated from organizational resources are needed to be launched to the market
to realize value. Otherwise, firms have difficulty in achieving expected performance. For this purpose, U.S.
responded to the Japanese exporters with the antitrust law and other regulations (Cooper, 2010; Rossman, 1984).

From this perspective, firm resources can be used to control other companies and their business activities rather than
create own value. Salop (1979) distinguished two types of entry barriers: innocent and strategic entry barrier. In
contrast to the former, the latter is intentionally designed to inhibit the market penetration of others. For instance,
intended bans on sales of products may cause the loss of manufacturers. It seems likely that these deliberate
hindrances to market entry are the parts of lowering the value of competitors based on own resources.

Particularly, the rights on intellectual capital, including patents, can block the sale of competitors’ products. The
violation of a copyright act may result in various types of restrictions, including bans on products (Waelde, 2001),
and advertising restrictions (Clark, 2007). Since such hindrances restrain firms from accessing the market, they have
difficulty in generating financial gains from their resources. Firms can take advantage of this fact to inhibit
competitors from creating value based on their resources. The ongoing lawsuits between Apple and Samsung on the
disputes over copyrights are good examples of such efforts. Therefore, firms are expected to gain competitive
advantage from inhibition to the revenue realization of competitors.

Proposition 3 Firms utilize their resources to inhibit competitors’ profit realization, resulting in their competitive
advantage.

4. Discussion & Implications

In this study, authors investigated the overlooked aspect of RBV. In contrast to conventional studies, firms are no
longer considered as just farmers or manufacturers working for own outputs. Rather, they are also warriors, shrewd
tacticians, and strategists attacking their enemies through hindrances to others’ HR retention and value creation, and
innovative activities destroying the value of competitors’ resources. These are alternative ways through which these
firms can obtain competitive advantage. Figure 2 describes this offensive framework of RBV.

The implications of this study are clear. First of all, authors contribute to extend the horizon of RBV by providing an
additional viewpoint. RBV strategists are expected to pay attention to how to inhibit others to compete successfully.
In addition, important strategic implication on resource is provided. Certain types of resources like copyrights can be
considered as defensive weapons in possible legal disputes. Firms are recommended to consider this aspect when
they make a decision on the purchase of intellectual property rights.

Future scholars are required to pay attention to the other side of RBV and competition among firms. The
recommended research directions can serve to guide interested strategy and organization researchers. First, the
benefit and cost of the hindrances to competitors needs to be investigated. This evaluation can guide managers to
make a right decision on how to utilize their resource. Second, how to protect firms from such hindrances is another
interesting topic for scholars. Explicit or implicit declaration of firms’ capacities for revenge can be one way to
disable willingness to inhibit them. Firms are less likely to be challenged when they can retaliate with more patents.

5. Conclusion

Firms as participants of fierce competition have two faces. It is beyond doubt that they can employ both offensive
and defensive methods to compete successfully. Since conventional studies have mainly focused on the bright side,
researchers now-a-days are required to investigate the other side of competition. Therefore, both researchers and
practitioners can access to the reality of competition. Although this perspective does not describe the ideal human
nature, it reflects humanity itself. Business is war.
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Figure 2. The offensive framework of RBV
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