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Abstract

E-commerce is booming and has become an integral part of everyd&sfifeciallythe B2B
industry is currently demonstratiram immense growth potential not only for the respective
trading parties, but also in padlar for providers of the necessanc@mmerce platforms.
Driven by disruptive forceand the accompanyirrgpid technological progresthe latter face

a highly dynamic complex,and intense competitive environmenthich has asignificant

impact on th& business models arits further developmentin this contextentrepreneurial
decisions are subject to strong uncertainties and tisksder to support-eommerce platform
providers focusing on customers in the B2B segment in their busimasl decisionsthis

thesis identifies key success factors specifically for their business models as well as ways for

monitoring them.

Using success factor research as research methodology, this applied research project
conducted in the real world can be described as both interpretive and subjective and follows a
social constructivist stance. In the process, 22 stmctured interviewsvith eecommerce
platform users operating in the B2B sector are conducted to obithinand indepth

information, which are then suitably analysed using template analysis.

Based on the insights gaindtie contribution of this research represents Blueprint of a
success factapased business model facemmerce platform providers that also serves as a
guide for implementatiorii) a tool for monitoringhis model| as well as iiija suitable business
model innovation process mogdelhich suppors its proactive and sustainable further
developmentWith that, the results of this workrovide new insights for both scholars and
practitioners andanhave amajor impacibon thesustainablesuccess of-commerce platform

S URYY LbGskhékY fiodels and thois corporatesuccess.

Keywords: E-commerce, B2B, business models, business model innovetiommerce

platform provider, success factor researclrporate successgile organisations
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1 Introduction

This chaptedescribeghe focus of thighesis In orderto understand its context, the chapter
starts with important background details about the subject being researched. Thereafter an
overview is given of the research emphasis. The chapter then explains the personal motivation
of the researcheandoutlinesthe research airas well aghe relatedbjectives and questions
followed bythe potential contribution of this researéhnally, the structureof this thesisis

presentedndits key characteristisare summarised

1.1 Background to the study

Today, the entgence of new means of communication, particularly electronic ones, which
are fundamentally changing established power relations on the global market, plays an
important role in an increasing globalisation pro¢&tavko, 2016)Thespread of thénternet

is causing certain shifts in the way business is conducggibnal borders are vanishing,
language gaps and currency controls are being cieges, 2020; Meijers, 2014; Turbein

al., 2018) In this context, e develoment ofelectronic businesg-business)in particular,
accelerates economic grow(feijers, 2014; Okhrimenko & Hryshchenko, 20H) affects

all aspects of economic tiegherebythe simplification of industry and business is one of its
main advantage@vicKinsey & Compay, 2019; Turbaret al, 2018) E-business represents

the integrated execution of all automatable business processes of a company using information
and communication technologgichele & Schonberger, 2016As an integral part af, the
advantages and opportunities déatronic commerce(e-commerce)reflect a significant
opportunity to create a completely individual and new shopping experience that generates
added value and emised customer loyaltySoegotoet al, 2018) In the age of the digital
economy, digital commergcerhich has surpassed 3 billion users worldwide in 202€éhta &

SennKalb, 2021) has thereforeevolved from an advantage to a necessity for continuous



advancement not only toremaincompetitive in the market and keep up with the times and
interests of clients, butlso to gain more profits in doing busine&khrimenko &

Hryshchenko, 2018)

1.1.1 E-commerceon a rise

With a worldwide turnover o$everal trillion US dollarén 2019 (Statista, 2021band high
growth rateqMerzlyakovaet al, 2021) ecommerce is aessentiapart of ebusiness and
reflects a commercial approach in which transactions are performed over the Internet, i.e.
goods, services and information are ghased and distributed electronicallyelassi &

MartinezL6pez, 2020; Mainardest al, 2020; Turbaret al, 2018)

The pioneeringdevelopments for-eommercehave their origingn the electronic transfesf
moneybetween financial organisatignshich can be dated back to the 19¢Dsrbanet al,
2018) Nevertheless, the use of these technologieswaarsly applied tanajorbusinesseand

a few courageousompaniegTurbanet al, 2018) Next to theElectronic Datalnterchange
(EDI), which refers tothe electroniexchangeof structured data in accordance with defined
standardsetween businesgartners many new e&eommerce technologies followed, from

onlinestock trading to travel reservation applicati¢gharbanet al, 2018)

In 1969, the Internegmergedas a US government projeand the first adopters mainly were
university scholars and scists whereby somef themalso started to put persomaessages

on thelnternet(Turbanet al, 2018) The introdiction of the World Wide Wehround the year

1990 (cf. [Figure 2) was a significant breakthrough in the growth eécenmerce, which

enabled businesses to establish a preseitbeboth text and imagesn the Interne{Deges,
2020; Oppitz & Tomsu, 2018Within the next few yearsheterm S HFRPPHUFH ™ ZDV FRLQ
as thelnternetbecame suitable for the marlkatid peopldeganto engagemassivelyin the

World Wide Web(Mehta & Hamke, 2019; Oppitz & Tomsu, 2018; Turlsral, 2018)



Over the last 20 yeargscommerce has developed at an incredible speed, has become an
integral part of private and business life and has evolved from an idea into an industry that

makes an important contribution to the global econ@ghta& Hamke, 2019)

With this exponential growth in recent yeatsusinessedke Amazon,Alibaba, or Apple,
surpass themselves every year again with strongly increasing sales and turnover figures
(Mehta & Hamke, 2019; Statista, 2019b, 2021b; Turtaal, 2018) Thereby, hegrowth of
Amazon over the last decaglavhich has witnessed a total increase in sales $@&billion

in 2004 to $386billion in 2020 (Statista, 2021ajs refletive of the industry as a whole.

Through these developmentdiet ecommerce industry, with its various environmental
requirements and trend®odel, 2004; Heinemann, 2021; Kotler & Pfértsch, 2010; Mason &
Knights, 2019; Piotrowicz & Cuthbertson, 2019; Turledal, 2018) has grown from a single
Yrick-&-mortar” retail alternative to an entirecomplex shopping environmen(Statista,
2021b; Zulu & Mukaleng, 2019yhere consumers are givarvariety ofnew buying solutions

to incorporate into theiaily life (McKinsey & Company, 2019; Turbaet al, 2018)

There are several types eEtemmerce, which differ due to the relationships between trading
parties €.g.companiesconsumersemployees, governmgnBusinesgo-business (B2Bg-
commercewhichcharacterisedigital transactions between businesses multistage value

and distribution chairvia the Internet, has gained in importance in recent years and is
increasingly coming into the focud e-commerceplatform providers and usefgccenture,
2018; Deges,@20; Graf & Schneider, 2017; Heinemann, 2019, 2020; Mehta & Hamke, 2019;
Onyusheveet al, 2018; Turbaret al, 2018; Wittmanret al, 2019) The curreniCOVID-19
pandemic supports this trend, reinforcing and accelerating the shift from offlineite onl

enterprise sales effor(&artner, 2020; McKinsey & Company, 2020a, 2020b)

According toMehta and SenKalb (2021) the global B2B ecommerce markewvasvalued

$13.3trillion in 2019 (cf.|Figure 1), ascompared tdb2.0 trillion for the B2C(Businesgo-




Consumerjnarket It is projected that the global busingssbusiness-@€ommerce market will

reach 85 trillion in 2025 (Mehta & SenrKalb, 2021).

Figure 1: Global B2B ecommerce Gross Merchandise Volume in billion US$

Source(Mehta & SenrKalb, 2021, p13)

For so long, the emphasis incemmerce has been on businessonsumer (B2C) models
(Kumar & Raheja, 2012}Yhat even many experts immediately think about retailing consumer
goods when they hear the tedomline retailer where retailers or manufacturers sell finished
products to end custome(&raf & Schneider, 2017)in theory, online sale of operational
services, manufactured products, or spare parts to bulk customers, suppliers, or carmakers has
always been possible. In reality, however, this very trade é@mpanyto company, i.eB2B,

lagged far behind retdior almost two decades when it came to introducing online sales and
ordering channel@einemann, 2019, 2020; Mehtatéamke, 2019; Turbaet al, 2018) With

the launch of3Amazon Business which was aimed at business custonaard reachedhe

one million customer mark 2017(cf.|Figure2) the change in retail triggered by the spread

of the Internet experienced a further boost in terms of the sale of industrial goods and operating
resourcegGraf & Schneider, 2017)n 2018 Amazon Business was already generating $10

billion in external sale@Mehta & Hamke, 2019; Paul, 2020)



Figure 2: Evolution of the eecommerce market

Source(Mehta & Hamke, 2019, @)

Despite its growthdf.|Figurel) and potential benefit&orlaet al, 2017)such as increased

efficiency, increased sales, improved customer relationships, opening newtsnankie
financial returnsthe B2B ecommerce market j€ompared téthe B2C e-commercandustry,

only at anearly stage of maturitfAccenture, 2018; Oliveira & Dhillon, 2015 oweveri|t is

expected that in the next years the technological acceptance and the associated investments of
B2B companies will increag&artner, 2020; Kumar & Raheja, 2012; Mehta & Hamke, 2019;

Wei et al., 2020) also driven by the currel@OVID-19 pandemigMcKinsey & Company,



2020a) Hereby, it is interesting to note thedending on B2B-eommerce solutionscluding
e-commerceplatformsis also expected to rise significantlfHeinemann, 2019; Mehta &
Hamke, 2019)which underpins the relevance ofcemmerceplatforms and itsprovider
companiegForrester, 2014; Merzlyakowet al, 2021; Onyushevat al, 2018; Wittmanret

al., 2019) In fact, according té.ccenturg(2018) around half of all B2B companies worldwide
have only started to implement a digital strategy in the lasyéans However, it is predicted

that by 2025, around 80% of B2B sales interactions between buyers and suppliers will take
place via digital channel¢Garner, 2020) These aspec$ like the timeliness and the
developments in this sector imghygh research potentialhich underpirs the importance of

focusing on the B2B market in this research work.

1.1.2 Disruptive Forces and Megatrends

With the evolution of technology artthe use ofthe Internet ecommerce will inevitably

evolve expand and drive the emergencenefv business mode(#lainardeset al, 2020)
Technological advancement and diversity, demographics and globalisation are listed as the
three disruptive factorfErnst & Young, 2018which lead to greater uncertainty and to the

need for flexibility in the companies and thetations(Turbanet al, 2018) Driven by these
primaryforces, megatrends aeenerginghat are large, transformative global forsapacting

the whole planet ([ D P S O Hidaltbrbirdagined, ¥oodby design, 3 DGDSWLYH UHJXODW
Future of work”, 3LQGXVWU\ UHdbaviblui@lH @esigh *eorganisation of
urbangation”, molecular economy and dnnovating communities(Ernst & Young, 2018)
Trendsresulting from this also pose a particular challenge for platform providers in the

dynamic and complex-eommerce sectqHeinemann2021; Turbaret al, 2018)

An exampleof such a trends the rise otloud serviceg(Liu & Li, 2019; Mehta & Hamke,
2019) which allow e-commerceplatform usergo concentraten their core businessather

than investingime andmoneyon IT infrastructurdDempsey & Kelliher, 2018; Willgt al,,



2015) In this contexty , QIUDVWUXFWXUH DSAODWHRUYBRFMHV D, BBI& YLFHY
M6RIWZDUH DV D 6 HubHiRéngonitgdnDa@ditibnltdilaaS, which focuses on

the provision of technical, servidwsting infrastructure and essentially offevirtual
computing resources provided via the internet, Paas is a service type that provides a computing
platform in the cloud for developers of web applicatiqgPempsey & Kelliher, 2018;
Reinheimer, 2018 These can be quickly deployable runtime environments, but also
development environments that provide developer tools to build and run-ldsed
applicationgDempsey & Kelliher, 2018)n this context, a PaaS provider usually provides all

the necessary hardware and software resources, e.g. databases, computing power, or operating
system (Dempsey & Kelliher, 2018; Reinheimer, 201&8ome offerings also include
collaboration and versioning services, or provide monitoring or middleware services for data
storageor for communication betweeaapplicationsDempsey & Kelliher, 2018; Shaet al,

2012) Building on a PaaS environment, Software as a Service (SaaS) offerings can emerge
WKDW UHSUHVHQW WKH FORXG PRGriake§ ¥s oWR §plratioHdJ ZKHU
available to usergReinheimer, 2018)Customers of a SaaS provider nim have to worry

about the technical infrastructure or the installation and updates of the application
(Reinheimer, 2018; Sowmyat al, 2014) These are carried out centrally by the provider so

that users always have the latest version of the soft(irR@mheimer, 2018)However, the
customisation and integration possibilities of SaaS software are often limited because the
applications are made available to a broad mass of users via demaiit architecture based

on a central code bagReinheimer, 2018)similar to the software product line development

approachCharleset al, 2011)

All theseforces and trendare not only changingusinessnodels, but also exény enormous
competitive andeconomic pressure diirms (Ernst & Young, 2018)This underlinesthe

abovementionedaspectthat both providers and users of@mmmerce solutionare facng



challengesarising from the currentuptum in the anticipated flexibility and versatility of e

commerce solutions in tigdobal market(Accenture, 2018; Heinemann, 2021)

1.1.3 Summary

Summarised, -eommerce idasicallyimpactedby thethreemain drivers of changei.e.i)
technologicaladvancemenand diversity, ii) demographicsandiii) globalisation(Ernst &
Young, 2018)Thus, ecommerce itself influences a large part of this world, such as industries,
professions, markets and the general populgttcKinsey & Company, 2014; Turbaet al,
2018) wherebyB2B ecommercdn particularis still at an early stage of maturity compared
to the B2Ce-commercandustryand high development potential can be exge@Accenture,

2018; Gartner, 2020; Mehta & Se#alb, 2021)

To stay competitive in the field thisecessitatemcreasedrerificationsandmodificationsnot

only regardingproducts and services but especially regardinginess models adopted by
companieperatingin the B2Cand B2B sector@B0ing, 2001; Drucker, 1994; McKinsey &
Company, 2014; Turbaet al, 2018) This is whye-commerceplatform usersas well ase-
commerceplatform providerdiave toinvest huge sums of money in the development of their
business modsl(Accenture, 2018)Hereby, the dynamics and risks and the associated
uncertainty in business practinet onlyemphasise the question &y success factors fa
commerceplatform providerson abusiness modekevel but alsoshows the necessityf

proactivelymanagng busiress models that consider these success factors

In the following, the focus of this research work is described.

1.2 Focus of this study

This thesiscentres on business modelscompanies that specisdi in ecommerce platform
solutions and thus offer hybrigervice bundleg,e. sell online shop systems and additional

servicesthat are suitable for providing specific software solutions to customers who operate



in the B2B sector andtonduct their businesga B2B online shopsln particular, this work

points b the identification of key success factors for business modelsaheercelatform

providers(cf.|Figure3).

Figure 3: Context of this study

Hereby, thisstudyuses success factor reseaasha methodologgnd follows an outsidi
perspectivewhere the longerm interst of the company comes from listening and generating
interest forcustomergDay, 2011) Gaining customer feedback and taking their needs into
account is of great importangethe implementation of successful busin@mslassi & Tukel,
1996; Miller, 2020; Neumann, 2014; Osterwalderal, 2015; Recardo & Heather, 2013)
Day (2011) substantiates this position, arguing that the opposite hmit@erspective as a
starting point for strategic thinking® P\R S L Friao@$ and anchors the dialogue
prematurey " (Day, 2011, p187). For this reason, the targetedstomer segments of e
commerceplatform providersi.e. e.commerceplatform usersre the source of inspiration in

this empiricalreal world research

With that, this study provides a blueprint of a business model which considers the identified
success fetors. Moreover, this thesis recommends how to manage this business model in a
sustainable manner in the context of business model innovatidnsuggestsuitable

approacheto monitorthe identified key success factors



1.3 Personal Motivation for this sudy

The decisive impulse for this study was given by the personal and professional experience and
knowledge of the researcheavhich are described beloand thus also support the themes of

self-reflection and reflexivit)(sectioriﬁ.z .

In his past and present relas project manageconsultantand member of the executive
managemerteamof a German ecommercelatform provideythe researcher habserved in

recent years that-eommerceventuresare getting moreand morecomplexbecause othe

characteristics of digital commerce described ab@eetiorj1.1) and the disruptive forces

caused by technologglemographicsand globalisationThis development leads to challenges

in connection with projects based on the software-cdramerce platfornproviders, which

in turn often leads to the failure of customer relationshos this reason, it is particularly
important that the business models afoenmerceplatform providerare perfectly tailored to

the requirements and needs of the respectistomer segments and are reassessed and
adjusted at regular intervals. Without information about which success factors are relevant for
one$ own business model and how they can be consideradamitbred long-term customer
relationships are very unlikelgr are usually based on unconscious decisions that are not

sustainable.

The researcher aims to counteract this trend with the results of this study in an attempt to help
e-commerce platform providers optimally align their business model, not only tagectieeir
success rate in acquiring new customers together with their key partners, but also to strengthen

existing customer loyalty and customer lifetime value, which is of considerable importance

for long-term B2B relationshipésection2.1.3.

Moreover, it is expected that the collection of feedback frecnremerce platform users to
answer thdformulated research questiorsllowing an outside pespective,will lead to a

betterunderstanding of-eommerce platform providers fromanefRPPHUFH SODWIRUP X
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point of view andcanfurther strengthen the supphibuyer relationshipThus,an added value
for the research participants is already generated during the execution of thisTétedy.
exchange of research results witttanmerce platform providers and peripheral business
partners as well as with current and future usersafremece platforms in the B2B sector

further contributeto successfuluture e-commercerentures

Since the researcher is already concerned with the future of young people in the field of
management and@mmerce in the context of teaching assignments and fpotsres at

several universities, the contents and findings from this work can also be passed on to students
and thus to future potentiakpertsin the field of ecommerce. This is intended to address a
better understanding and thus an improved relshignbetweemlatform providersand users

at an early stage.

Furthermore, on a personal level, the researcher aims to benefit from conducting this research
and to develop his capabilities. This is not only about expanding knowledge about e
commerce, butlao about gaining new insights into ockewn worldview or reaching new
intellectual spheres, developing empathy, resilience, leadership and presentation skills or

strengthening a foreign language.

1.4 Research aim, objectives, and questions

The context of thevork and the motivation for the research led tontiaén aim of this research,
which is to determine key success factors fmisiness modslof e-commerce platform
providers focusing on B2B customets develop a business model considering teaseess

factors, and to provide an understanding on how to manage this.model

This thesis follows the research objectiygesented ifiTable 1| in order to answethe

formulated research questiofi@ble2), which in turnneed to be@nswered in order to achieve

the research aim.
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Table 1: Research objectives

Research objectives

RO1: To determine key success factors for business modelsoofimerce platform

providers focusing on customers operating inBE8 sector

RO2: To provide a blueprint of a business model foommerce platform providers that

considers the identified success factors
RO3: To determine ways to monitor the identified key success factors

RO4: To recommend how the identified sucdessorbasedusiness model can be

further developed

Table2|below presents the research questions thigart the research objectives.

Table 2: Research questions

Research questions

RQ1: What factors shape the success ofaommerce platform provider business

model?

RQ2: How can the identified key success factorsdyesidered in business models of e

commerce platform providers?

RQ3: How can succes$actorbasedusiness models of@mmerce platform providers

be managed?

Figure4|illustrates the connections between the formulated research questions and research

objectives and also links them to the associated sections of this study.
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Figure 4: Connections between the researchbjectives and research questions

1.5 Summary of contributions

Theinvestigationof key success factotbat are particularlyelevant fore-commerceplatform
providers] E XV L Q HVs/wiBdl/@iti€r Vesearchedgainst this background, this study
has idetified key success factorBom an outsiden perspectivanvolving customers who
operate in the B2Bector Building on this not onlyatheoreticaimodelhas beercreatedhat
considerghese success factors and their interrelationsmipiswith thatcomprise customer
wishes and needdut alsoan easyto-use tool for monitoring thisuccess factebased
business moddias beenrevealed providing indicators, target values, and inigetiBased on
theseresults and findings of the primary research, a suitable business model inn¢®ktlpn
process modehas beenpresented, which enables tipeoactive and sustainable further

development of the success faeb@sed business model.

On the one hand, these results contribute tinakepthunderstanding ofey success factors
related tobusiness models of@mmerce platform providemsho focus on customers in the
B2B sectorOn the other hand, they support platform providers in the pahotiplementation

and further managememnf a success factdrased business model, and thus not only in
offering marketrelevant and custome@riented products and services, but also to increase the
success rate in winning new and retaining existing customnesgldition, risks resulting from

high investments in business mod#tvelopmentcan be reduced and the chances of
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sustainable business success can be increddidu.that, this research contributes to both

theory as well as to pract'LcSectiorE.l providesa detailed viewegarding the contributions

of this study

1.6 Structure of this study

To providean overview ofthis researchwork, the variouschapters are brieflexplained
showing therespective content to lm®vered Moreover, reference should also be made to the
list of abbreviationsaand to the appendices, which usefully supplement this work and thus

enable tacreate a better understandiofgthe research context

Chapter 1 introduces the research work and presents its focus and the most important
characteristics. Background information about the industry is provided to help understand the
nature of the subject being investigated. In adidjtthe researcher gives insights regarding his
personal motivation for the studiMoreover the research scope and the relateskarch
objectives and questions are presented as well as the$waooktribution to theory and

practice.Finally, a summary fathe key characteristics of this work is provided.

A critical overview of all aspects identified as crucial for understanding the context of the
study under review from a literature perspecis/provided inchapter 2 The main topics of
%e-commercé business modeimanagement DQG 3V XFFH\WM dfDgaMicRar V'’
importance and are examined in more detail in the context explained in chddtmetyver

the research gap is elaborated

Chapter Iiscussethe principles of thishesisand includeshe philosophicgbositionas well
astheuseof success factor research as a research methodology. In addition, the method of
data collectionthe selection of interviewarticipantsand data analysis proceduegsintegral

part of the chapter Lastly, relevant ethical aspects that were applied in the context of this

work are also described
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In chapter 4, thaesults andindings of the data analys&re presentedwhile chapter 5

discusseanduses them appropriately.

Chapteré compldestheresearch worly setting out thealue andcontribution of thisstudy

o theory as well as to practide addition personal research reflections are described before

proposals fofutureresearch arpresented

Inspired by the work dleumann(2014) the followingTable3|belowgives a brief overview

of the main features of this researkleywords, the ovearching research aim and aspects of
the research design such as research philosophy,alestaategy, research approach as well

as data collection and analysis are outlined.

15



Table 3: Main characteristics of this research

Category Characteristics

Researctaim The main aim of this researchtisdetermine keguccess factors
for business models of@mmerce platform providers focusing
on B2B customers, to develop a business model considering |
success factors, and to provide an understanding on how to

manage this model

Research philosophy Subijective, interpretivism, social constructionism

Research strategy | Direct qualitative explorative strategy focusing on interviewing

commerce platform users operating in the B2B sector

Research approach | Inductive approach

Data collection 22 semistructured interviews
Data analysis Thematic analysis (template analysis supported by NVivo)
Keywords e-commerce, B2B, business models, business model manage

business model innovation, key success factors, success fact
research, business model moriitgr real world research; e
commerce platform provider, corporate success, agile

organisations

The following chapter provides a critical review of the literature relevant to this research.
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2 Literature Review

Referring to he researclobjectives andjuestionsof this thesis(section1.4), this chapter

explores the intek FRQQHFWHG WKHPHMWRRPHU®BH% 3% XVLQHVV 0
ODQDJIJHPHQW’ ™ D Q Gs3&nd preHiede iebrafical basis of thisudythrough

a critical review of the eant literature coveringhesethemes.

After an introductory sectiorthe chapter provides an assessment of the current Business
Business ommerce markefThrough this, the chapter provides ardegpth understanding
of the relevant customer segment af@nmerceplatform providersn this research work, its

concepts, eonomic potentialcharacteristicsandplatformmodels.

Subsequentlyapproaches regarding business model manageanerbnsideredo which
great potential is attributed regarding corporate success. Ther#fresection critically
reviewsthe businessnodel concept, its coraspectsand suitable framewoskas well as the

topics of business model innovation and business model monitoring.

Furthermore, theheme of SuccessFactors’ is introducedand critically reviewedin the
context of ecommerce and business models befbeedhapter concludes with a summary of
the key themes emerging from this literature, and in doing so, identifies gaps in the literature

that link to the research questions posited for this study.

All sections of this literature review chapter provide a critical insight into thedotanected
themes presented and link the outcomes of this evaluation to the overarching ragearch

consideringheassociatedesearch objectiveand questionesectimm.

2.1 Electronic Commerce

S (OHFWURQLF FRPPHUFH « UHIHUV WR XVLQJ WKH ,QWHUQHW

or trade data, goods, mervices (Turbanet al, 2018,p. 7).
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The way of doing business today is no longer comparable with earlier approaches and has
changed fundamentally, especially through the Intefbeges, 2020; Lal & Chavan, 2019;
Slavko, 2016) In this context,e-commercewith its dramatic growth over the last years
(Statista, 2019a; Tan & Ludwig, 2016; Vakulerdtoal, 2019)plays an important role in the
globalisation process, which is disrupting the existing balance of power around thé globe
& Chavan, 2019; Okhrimenko & Hryshchenko, 2018; Slavko, 204&)ording toMainardes

et al. (2020) ecommercein particular not only hasshape the way business isonducted
encouraging theppearancef innovativebusiness modelsiew economi@layers(Changet
al., 2020; Daiet al, 2018; Turbaret al, 2018) and new opportunities faustomersand
businessefHallikainen & Laukkanen, 2018)ut alsohasdramaticallyalteredthe way people
communicatewith businessas well aswith each othefAbdullah et al, 2019; Changet al,

2020; Crespo & Del Bosque, 2008; Mainardeal, 2020)

E-Commercen a whole which began in the early 199@sth the appearance of the World

Wide Web(cf.|Figure2), went through different phasé@eges, 2020; Turbaet al, 2018)

Until the end of the 990s,companiesstarted with simple concepéd invested heavilin
their websites (Deges, 2020; Heinema, 2021) which wereprimarily designed to attract
Internet uservy displaying company brochures or product off@isnmers, 2000)The user
shopping experience or an appealing layout ofsiteewas not a high prioritgTurbanet al,
2018) In the further development, until about 20pEce comparisomiteswere create@dnd
since then, websites in online retailing have been further optinfidethemann, 2021)An
important major change followed in the early 2010s wfith adding of social commerce
channels and thmcrease ofmobile onlineshopping(Lal & Chavan, 2019; Turbaet al,
2018) With this, theconcepf ResponsivéVebDesign(Marcotte, 201Q)which ensures that
content isautomatically adjustetb the variety of different deviadisplaysizes, also gained in
importancein the area of eommerce which it still has todayHeinemann, 2021; Hung &

Wang, 2020) In addition, the increasing purchase via mobile devices also promoted the
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networking of online trade with other sales channels, malti- and omnichannelling
(Heinemann, 2021; Lazaris & Vrechopoulos, 2014; Piotrowicz & Cuthbertson, 2019; Qusef

et al, 2021; Statista, 2021b; Turbahal, 2018)

2.1.1 Evolution of B2B e-commerce

306 X V Lt@BbUSiness @ommerce« refers to transactions between businesses conducted
electronically over the Internet, extranets, intranets, or private netwdiksrbanet al, 2018,

p.164)

While in B2C ecommerce the consumisrtheaddressee and the sellmually representhe

retail trade, B2B operatoeseusually both manufacturers and wholesalers or production link
traders(Backhaus & Voeth, 2014; Heinemann, 2020; Kumar & Raheja228aheet al,

2014) The latter represent a special form of wholesale trade, through which industrial goods
are distributedBackhaus & Voeth, 2014; Heinemann, 202@) contrast, direct sales from

manufacturers to manufacturers charasgette supply business. This distinction is shown in

Figure5

Figure 5: B2B operator types

Source:Adapted fromHeinemann(2020, p.2) based omBackhaus and Voett2014, p.5)

While B2C ecommerce hasong beenappreciatedby the general publicit is the rapid

emergenceind growthof B2B ecommercethat catcheshe interestof buyers sellersand
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investorsvorldwide (Kumar & Raheja, 2012; Mehta & Hamk2019; Onyushevet al, 2018;
Tan & Ludwig, 2016; Wittmanret al, 2019) One of the main reasons is that both gross
merchandise value (GMV) and revenue generated by B2B portals exceeds that of B2C
platforms in many countrie@ehta & Hamke, 2019)According toMehta and SenKalb
(2021) the Asia-Pacificregion forms the largest padf the market with almost 78% in 2020,
followed by North Americaand Europeoveringl5% and 6.6%of the marketrespectively
This informs that ChinaJapantogether withthe United Statesre thedominatingand most
developed metsin relationto B2B ecommercdAlsaadet al, 2018) The AsiaPacific B2B
e-commerce marketalued$11.6trillion in 2020 and is predicted to grow to $28.5 trillion by
2025 at acompound annual growth rat€AGR) of 18.8%6 from 2021 to 2025The North
American market, dominated by the U lsas beewalued $2.2trillion in 2020 and is projected
to value $4.6 trillion by 2025growing atl3.6%. The size of the European market wa815
billion in 2020andis expected to gm to $1.8 trillionby 2025at a CAGR 0fL1.%% (Mehta

& SennkKalb, 2021)

Overall, the size of the global B2B-@ommerce market is projected to read® %illion in

205, with a CAGR of 17% between 202nd 203 (Mehta & SenrKalb, 2021) Despite this
increaseand promising projectionggardingB2B sales interactions via digital channtzis

the future(Gartner, 202Q)the B2B ecommerce market is only in its early stages of maturity
(Accenture, 2018; Alsaaet al, 2018) While digitised transactions have become established
since the 1990s among manufacturers and wholesalers in the form of electronic data exchange,
automatic ordering and electronic procurement, only a smadrity of manufacturers engage

in genuine ecommerce, i.e. only a few B2B companies provide online shops for their
commercial customers, although these have been shown to iiedantories oitransaction
costs in processing orders and at the same ént@ncecustomerrelationships, improve
efficiency, increase salger provide opportunities to penetrate new mark&srla et al,

2017; Heinemann, 2020; Oliveira & Dhillon, 2015; Wittmagtral, 2019)
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According toTurbanet al.(2018) B2B ecommercéhascurrentlyreachedts sixth generation

(cf. |Figure 6). This generation entails collaboration with business partners, e.g. via the

extensive use of Web 2.0 todilee blogs or wkis orthe use ofocial medigKumar & Raheja,
2012; Turbaret al, 2018) Moreover, mobile dvices such as smartphoreesd tabletsare
used leading to more and moraulti- and omnichannedtrategiesvhere no channel stands
alone, but is used interchangeably and seamlé¢ablgullai & Nuredini, 2020; Deges, 2020;

Heinemann, 2020, 2021; Nakhateal, 2021; Turbaret al, 2018; Verhoett al, 2015)

Figure 6: Generations of B2B ecommerce

Source(Turbanet al, 2018, p167)

However, many B2B €ommerce market participants still must be assigned to earlier
generationgTurbanet al, 2018) In this respect, it can be assumed that in the coming years,
above all the generation change in the management levels will legobta online growth,
also becausthe global market with itscompetitorsand customersvill offer and demand

digitisation (Graf & Schneider, 2017; Heinemann, 2020)

According toAlsaadet al. (2018) the demand foincreaseduse ofB2B ecommerce in a
countryis increasingwith the growth of global tradeelations A good exampléo illustrate

characteristics and implicatiomsGermanywhich along with the US and Chinadse of the
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Z R U O G 1 Vimpdnt lhddeXxpdft nations (Statista, 2021c, 2021dEven in such a well
developed country, a significant portion dB2B online salegper yearis earmarked for
reinvestment(Heinemann, 2020)e.g. for the expansion of processes that have to be
implemented far beyond system boundaries, arzhsed on increasing innovatiofer a
stronger interlocking of offline and online processes and the implementation of omnichannel
stratedges(Heinemann, 2020; Verhoef al, 2015) AlthoughEDI is widely used, the majority

of companies operating in the B2B sec#tifl does not use the opportunity to markies
products or services online at all or provide them via their own online ghigsemann,
2020) which indicates anotheinvestment areaThe studyby Wittmann et al. (2019)
particularly underlines the relevance of B2B online shapsa sales channelvhich is
underpinned by aomprehensive study diie Institute for Retail Researam Cologne(IFH
Kdéln, 2019) Around 4,300 billion were exchanged electronicaliycl. EDI) between

business customers in 2018|¢%igure7 (Heinemann, 2020; Paul, 2028Yith that, the entire

German B2B eommerce market has a share of arourh 4 the total turnover of all the
economic sectors consiael (IFH Kéln, 2019) In addition, procurement via the Internet is
steadily increasing. The akage annual growth rate has been over six percent sinc¢lB6{L2
KdlIn, 2019) About a quarteof the total B2B ecommerce turnover is generated via websites,
online shops and marketplac@ggithout EDI) thatcorresponds to a sales volume of around
1220 billion based on armaverage annual growth rate of more thar®olSince 2012
(Heinemann, 2020; Paul, 2020he comparison with the significantlgwer growth rate of

B2B ecommerce as a whole shows that the growth impetus is currently coming primarily

from this aredPaul, 2020)
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Figure 7: Sales in B2B ecommerce in Germany2018

Source: Adapted fronFH Kdln (2019)

Overall, continuing globalisation and trade relationships as well as technological progress
indicates high future investments in B2B@mmerce and-eommerce platforms in both well
developed an@mergingcountries, which further underlines the focus amel televance of

this study. In addition, th€OVID-19 pandemic hasecentlysignificantly increased the shift
toward online business between compaifi@srtner, 2020; McKinsey & Company, 2020a,
2020b) According toGartner(2020) 80% of global B2B sales interactions between buyers

and suppliers will be conducted digitally by 2025

2.1.2 Characteristics of B2B ecommerce

Today, experienced B2C players like Amazon are entering the B2B online m@et,

2020) Besides AmazomBusiness other playerswith solutions likeAlibaba.comor eBay
BusinessSupply are already activeO H K W D +DPNH 3DZARZVN.L 3DVW.
This could develop into an enormous threatanufacturers andholesalergPaul, 2020)

According toHeinemann(2020) the same B2B customers who shop at Amazon Business

today are usually also Amazon.com B2C customers and therefore expect the same service.
EstablishedB2C playerscan use their experience and reputation to turn tha@ Bustomers

into loyal B2B customerse.g.with the help of services such as supplier creghtsinemann,
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2020) Also, dmilar principles of addressing customers argeasingly being used in the B2B
sector as in B2C communicatighleinemann, 2020)in addition, a novel combination of
consumed B2B and disintermediated B&nes tdight that is called® % % &feinemann,
2019; Mingione & Leoni, 2020)signalling beneficial convergence of B2B and B2C
approachesand is already being used in the@mmerce scengCai et al, 2018; Juan &

Deixiong, 2013; Mingione & Leoni, 2020; Zhao & Guo, 2012)

These developments are increasingly leadinthéotrendthat aistomers in B2C and B2B

expect the samaserexperience % DNKWLHY D 3DZ4&RZV Khatsh&gbsv W XV]DN
their expectations in terms of navigation, menu structdesjgn etc. and requires a high

degree b convenience orientation on the part of tB@B ecommerceplatform user
(Heinemann, 2020; Kaplan, 2015; Wittmaetral, 2019) Finally, the digital socialisation of

private and commercial buyers, who are in doubt to be one and the same person, coincides

(Bakhtieva, 2020; Heinemann, 2019, 2020; Paul, 2020)

However,B2B and B2CG=-commerce are subject to different starting situations which must be
consideredBakhtieva, 2020)While B2C ecommerce focuses primarily on maximising sales,
B2B ecommerce haiso far been about operational efficiency, with a focus on linking business
processes and data between compapiksmadet al, 2019; Gorleaet al, 2017; Heinemann,
2020; Monroe & Barrett, 2019; Oliveira & Dhillon, 2015; Szymanski & Stanislawski, 2018)

In this context, the following differences between B2B and B2Gramerce emerge:

Decision making / Buying behaviour:Organisational buyersn contrast to B2C customers

are assumed to behave lésgpulsive and more rationall{Heinemann, 2020; Hogreve &
JOHLVFKHU OHKWD +DPNH 5iNOPRtaN 2014) 3LOHOL
bearing inmind that these ateumansgnvolved in decisiormaking, which can of course also

be driven and influenced by emotions in line with rationglikgmp et al, 2018) Thus a

major differencebetween B2B and B2G@mmercds the motivation of customers and their

buying behavioufHeinemann, 2020)
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Shopping baskets /Purchase frequency Purchasing behaviour in B2B is determined by
comparatively few customers, each of whom buys relatively often, whereas in B2C this is
exactly the opposite and in addition there is a high customer turfidearemann, 2020;

OHKWD +DPNH B ONHFODLLWQMereovar,sales in B2B typically have

higher ordewvalues withmanyproducts in the shoppirgart which in turnare equipped with

a wide variety of pricing rules+HLQHPDQQ 5iNODLWLYV etaL,OHOLHQ |

2014)

Purchasetype: The interaction of the different channels in B2B is very complex, since in
addition to the online shop, there is also field service, call centre, and most likely print
cataloguegHeinemann, 2020)A study byWittmann et al. (2019) on online purchasing

behaviour in B2B «€ommerce underpins the diversity of B2B channels. The channels
complement each other, and th#ime shop increasingly has a support function for the offline
FKDQQHOV VLQFH 35HVHDUFK 2QOLQH 3XUFKDVH 21IOLQH"
in B2B (Heinemann, 202). Functionalities that can support recurring standaddpurchasing

processes are, for example, readgde search results based on previously purchased products,
watch lists or article numbdrased forms for quick orders, purcht procedures or Upading

XML and CSV files(Heinemann, 2020slamet al, 2020)

Customer acquisition: While in commercial B2B sales, emphasis is placed on building and
managing longerm customer relationships based on reciprq@gkhtieva, 2020; Fausket

al., 2013; Hogreve & Fleischer, 20200 B2C a large partfahe marketing budget must be
invested in customer retention and loyalty prografideinemann, 2020)According to
Heinemann(2020) both the acquisition of customers and the evaluation of suppliers are
among the moreostintensive processes in the B2B sector, wHigtther underlines the
significant value of longerm customer relationships in the B2B se¢Rwitelspacheet al,

2018) In this contextmany service functionalities are needed, which the buyer also has to

cope with. This includes contract managemast well asrole-, budget, and rights
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management fobuying centres +RJUHYH JOHLVFKHU 5iNODLWLYV
Wittmannet al, 2019) Also, CustomeiRelationshipManagement@RM) solutions are often
used on the sales side, which can communicate seamlessly witicdh@meerce system, e.g.

to effectively map sales cycl@deinemann, 2020)

Solution selling/ Marketing : B2B offers can be complefHogreve & Fleischer, 202@)jnce
products and services often form individualised solut{dtisderauer & Voeth, 2018nd are
EDVHG RQ WKH BONOGRMWVLV Q HHLAIM &iditib@ B2B products can
sometimes need a lot of explanation and are very vasieiththen results in higher and more
complex product attributes, whereby the buyers often have to follow internal specifications
that should be reflected in the product informat{btogreve & Fleischer, 2020; Mehta &
Hamke, 2019)Appropriate filter functions camake it much easier tdentify andfind the
required products(Islam et al, 2020; Wittmannet al, 2019) For example, automotive
companies selling spare parts often use exploded views to guide thelgss requirements
often make a particularly powerful product information manageiffdiM) system necessary

(Heinemann, 2020)

Pricing: In the B2B sector, companies generally have a great deal of bargaining power, as
salesvolumesaremuchhigher than in B2GlIslamet al, 2020; Mehta & Hamke, 2019This

often results in different price listyen for the same services offered, which can even be
individualised with specific product cataloguyekgreve & Fleischer, 2020; Sabtal, 2014)

In addition, minimum purchase quantities can be negotiated in defined periods with
corresponding price scaleshich leads to diverse constellations between sellers and buyers
andusuallyto camplex price structuresyhich have to be handlgiHeinemann, 2020; Islam

et al, 2020; Mehta & Hamke, 2019)

Decisionmakers / Approval processesin the purchasing department of a company, several
people are involved in the B2B purchasing procesR JUHY H JOHLVFKHU 3D.

& Pastuszak, 201 5{NODLWLYV 3 LIDddroOeithebe individual personswhole
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buying centresso that i is not a matter of convincing just one persofor example,the
responsible purchaserbut of establishing consensus decisions between diffémearest
groups and departmentBakhtieva, 2020; Lilien, 2016; Tdliner, 201@ue to this reason,
different roles, cost centres, approval processes or budget managemeht roassidered

(Fauskeet al, 2013; Heinemann, 2020; Hogreve & Fleischer, 2020)

Navigation: In the area oB2B, the product range with lots of product variants, combinations,
and attributes is usually very varied and often hard to mafiégjeemann, 202050, B2B
customers often work with article numbers, while B2C customers tend to search via categories,
product names and branfideinemann, 2020)According toHeinemann(2020), the search
function is a central and supporting compormnefdted to buying process B2B ecommerce
Therefore,powerful search functimare useful(Islam et al, 2020) which besides auto
correction, autecomplete and facet function also masters semafWasmannet al, 2019)

In addition, the general search schemes in the B2B area not only include simple keywords, but

also are usually solution orient@deinemann, 2020)

Logistics: In B2B, the delivery and invoice addresses are usually diff¢kginemann, 2020)

and he logistics processes are also more comf{iehta & Hamke, 2019and include, for
example, delivery ramps, delivery gates, cold chains, hazardous goods or several storage
locations (order splittingfHeinemann, 2020)Based on different conditions, very different
goods may always have to be deliverethich requires more flexible shipping and logistics
solutions in the B2B conteXtslamet al, 2020) Moreovey it can quickly become confusing

if several dealers are integrated into a com@g@ry2B portal, so that separate order
management systems are requigglam et al, 2020) In addition, numerous backend
interfaces are required on both the sales and purchasing sideCRMsEnterprise Resource
Planning ERP) and callicenter can be connected, so that each person has all necessary
information available at any timelhis is one reason why B2B has higher integration

requirements than B2 einemann, 2020)
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Table4|summarises thesbovementionedlifferences

Table 4: Differences between B2B and B2C-eommerce

Parameters

B2B

B2C

Decision making /

Buying behaviour

Purchase frequency

Shopping baskets

Purchasaype

Customer acquisition

Solutionselling /

Marketing

Pricing

Decisionmakers

Approval processes

Navigation

Logistics

More rational

Higher purchase frequency

per customer

Few bigorders, many article:

Complex, diverse

complementary channels

Stable customer base, long
term relationshipsew new

customers

Complex marketing; include

product information

Net prices/condition variety

Multiple / Buying Cente

Comprehensive regulations

Search via article number,

solution-oriented search

Complex,high integration

requirements
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More impulsive

Higher customer

fluctuation/churn rate

Many orders and shopping

baskets, few articles

Omnichannel

Customer acquisition has top
priority, high investments in

customer retention and loyalt

Simple marketing and sales

cycles

Fixed and uniform gross price

Single

At most age restriction

Search via categories, produc

names and brands

Simple,low integration

requirements



2.1.3 B2B ecommerce platform models

As in B2C online trade, the handling of electronic B2B business processes can basically be
differentiated according to different categories or business fttratsan beapproached by-e
commerceplatform usersThese are either multhannel providers, oime pure players or

marketplaces (Heinemann 2019a).

1) B2B multi-channel providers: B2B multi-channel provideraretraditional providers with

an additional B2B online shopvhich complements either own branches or own field stuff
(Heinemann, 2020; Trenz, 20150, customers can make their purchases in both the real and
digital world. A good example of B2 multi-channellingis the companyZeppelin While
Zeppelin Renta§ online shop(zeppelinrental.de)allows for quick rental of customised
solutions in the areas of machinery and equipment rental, temporary infrastructure and

construction logistics, there is also the option of visithrck-& -mortar” rentalstations

Without the combination of statiany anddigital sales channelsased on a central database
however, LW LV QRW DSSURSULDWH WR WDON DERXW 3PRGHUQ’
SWUDGLWLRQDO ™ P Xwhwhakdéaby@ekisfoDa \ohy iivhid(Raihemann, 2020)

Only with combined channels can customers benefit from a coherent buying experience and

optimal customer relationshggTurbanet al, 2018)

2) B2B online pure players B2B online pure players onlgperate online sellingroducts
overthelnternet(Trenz, 2015; Xing & Grant, 2006tusually via their own online shopor
example,Contorion (contorion.de) sha@ithat B2B business does not really need bragach
Furthermore, the consumerisation of B2B is currently leading B2C online-ptaye
companies in particular to increasingly engage in commercial B@@renerce alongside
their endcustomer businesapproaching a B2B2C distribution modgleinemann, 2020)
However, in recent years, more and more online pure players such as Zalaxdo Amazon
and eBay have opened briakdmortar shops and thus operate several formisusfness

(Heinemann, 2021)
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3) B2B marketplaces: B2B marketplaces which act as intermediaries anderely bring
together supply and demand without selling products themselresot as numerous as the
other types of operation, but they accountddargeshare of turnove(Heinemann, 2020)
Well-known examples of this platform model are Mercateo (mercated. Amazon
Business, eBay Business Supply and Alibaba.¢Deges, 2020; Heinemann, 2020; Paul,

2020)

The above classification can geupedn two further models. Accordingly, B2B@mmmerce

companies follow eithei) a direct platform model aif) a marketplace platform modgdf.

Figure8§).

Figure 8: B2B platform models

Source(Mehta & Hamke, 2019, ()

With a direct platform mode| companiesbhuild their own platform andsell their products
directly to the buyeréMehta & Hamke, 2019)This comprises the approaches of B2B online
pure players as well as B2B muttiannel providerslTurbanet al.(2018)call this aprivate e
marketplace. In this oA®-many and mayrto-one market, onerganisation conducsither
the entire sal¢sell-side market) othe entire purchasgpuy-side marketKumar & Raheja,
2012; Turbaret al, 2018) Moreover, there are models with a eeone relationshighat

usuallyexists for an automatic data exchange between two compasualy basedon EDI
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(Cullen & Webster, 2007; Hartmann, 2020; Heinemann, 2@ 8)recte-commerceplatform
modelis oftenreferred to as compangentrice-commercgTurbanet al, 2018) Therebythe

businesds the ownerof the platformandis able to control and regulais trading parties

(Turbanet al, 2018; Wanget al, 2012) As illustrated inFigure 9| this modelis typically

implemented by €ommerceplatform userszia own B2B online shops (sedide market) or
procurement latforms (buy-side market)(Hartmann, 2020; Heinemann, 2019s the
restriction of trading parties in a marketplace model often makes little sense for the platform

owner.

As already describeabove, anarketplaceplatformmodel| on the other handnhvolvesmany
companies salig their products alongside their competitarsd is also known gaublic e-
marketplace(Turban et al, 2018) These Imanyto-many emarketplace$ connectlots of
buyers andots of sellers on one platforfCullen & Webster, 2007; Hartmann, 2020%. a
marketplace, to trade with each other and are usoaliyed and operated by a third party or
consortiumlURP EX\HUVY DQG V HOMimMajsHifhasStRIlL. ZDVE; Rurbardt ldlZ

2018)

Based on the knowledge gained, this study will concentratsompany centric-eommerce

and thus on diregtlatform models which are implemented via B2B online shops$Higjure

ﬂ.
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Figure 9: Implementation of B2B platform models

Source:Ownfigure based orAgentur Hande{2016, p.9) andTurbanet al. (2018, p.127)

2.1.4 E-commerceplatform providers

In the previousectionsthe customer segment cEemmerceplatform providerselevant for
this study and thus the perspective -aoenmerceplatform usersvas examinedThis section
changes the perspective amgtealshe essential characteristics as well as the environment of

e-commerceplatform providers

While ecommerceplatform users represent selling compani#such as manufacturers; o
wholesalerste-commerceplatform providerssupport their customess a softwaremaker
individually with a range of professional services and produltt&® core product of-e
commerceplatform providersrepresentsan e-commerceplatform In this thesis an e
commerceplatform is defined as an integrated platform whigh a technology, product or
service that is both a transaction platform and an innovation platfofgvans & Gawer,

2016, p9).
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In the context of this thesis ti@nsaction platformepresenta B2B online shops illustrated

in|Figure9| whichtakes on the role of an intermediary that matches supply and démearc

& Gawer, 2016; Heiret al, 2019) Moreover, t comprises direct transaction possibilities and
thus represents the business custotypical ejuivalent of an B2C online shop, whereby

offering companies do not sell to end customers, but to busingtsesmann, 2020)

An innovation platformacts as the basison which peripheral business actoase able to

develop complementary technologies, products or seraiegrart of an innovativplatform
ecosystenfEvans & Gawer, 2016; Heiet al, 2019; Staulet al, 2021; Tiwanaet al, 2010)

In the context of thistudy, these arextension®r addonslike search or payment functions,

interfaces to ERP, CRM or logistic systemgich canbe connected anéhtegratedto the

platform core, i.e. théB2B online shop(Jacobideset al, 2018; Staubet al, 2021) By
developingown extensiongnd connectinghemto the platform coregomplementorgain

DFFHVV WR WKH SODWGRKIIFPQVHH RUWRPKINDYWH DQ LQWHUHVW L
succesgCennamo & Santald, 2019; Selanéeal, 2013; Staulet al, 2021) In this context

the online shop acts dke orchestratorof the ecommerce platformust as the platform

ecosystem is orchestrated by the platform proi8&ubet al, 2021)

In order togive an overview opotential areas thatre relevant for ecommerceplatform
providers its service and producportfolio and thus its business model, individual parts of

the ecommerce value chaigadopted fronGraf and Schneidg¢f017)based orfPorter(1985)

- are identified shown inFigure 10{and describedbelow according toGraf and Schneider

(2017)
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Figure 10: E-commercevalue chain

SourceAdapted fromGraf and SchneiddR017, p.66)based onPorter(1985)

In the beginning ighe product to be soldrhe first link in the value chain is therefore
procurement and purchasing. These products must then be made available to customers. This
is followed by the second link product presentation, which is about the area of the onfine sho
where customers look at the goodise third and fourth links are marketing and saBsth

are central elements in online trading and are closely interwoven. If marketing and sales are
successful, the customer orders. The next link in the vadded chin is therefore the
purchase process in the online shop. Subsequently, orders placed in the electronic environment
mustbe sent out into the real worddand as quickly as possible. This is where the sixth link,
logistics, comes into playt goes from tk warehouse to the front door (and back frequently).

The seventh and final link in thea@mmerce value chain is customer servigkich reaches

back into the chain among other things as a valuable marketing measure and as a product

malfunction indicatofor procurement

In addition, some processes overlap the entire value .Chlagndisciplines of web analytics
and business intelligence are important across all stages that they should be seen more as a
guide to the value chain than as its links. Theitecture of the €ommerce platform is also

an overarching factorAs described above, this iecause the ternjplatform” not only
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compriseghe online shop system, but also maeytensions omterfaceslike the payment
processing or the logistics contiea, which are linked to one another by theoenmerce

platform.

2.2 Business Model Management

Due to the increasing competition intensity as well as shortening innovation cycles, decisions

for a company's management are becoming increasingly complex and are associated with
XQFHUWDLQWLHY DQG ULVNV SDUWLMBeke& B OAubh& RPOIBRPSD QL
Wirtz, 2018a, 2019)In order to be able to successfudigalyse and handle this complexity,

interest in business models has increased significantly in recent(Reanslaniet al, 2019)

and thus the business model concept has grown in popularity, both in management literature

and in business practic6Cheslough, 2010; Osterwalder & Pigneur, 2010; Spieth &
Schneider, 2016; Teece, 2010; Wirtz, 20&8) are considered to be relevant for corporate

succesgWirtz, 2019)

Despite the resulting importance of managing business models, especially in the digital sector
(Mdiller, 2020; Zott & Amit, 2017) the literature does not reveal a comprehensive conceptual

basis(Wirtz, 2019) Wirtz (2019)presents a definition of business model management:

3% XVLQHVYVY PRGHO PDQDJHPHQW LV DQ LQVWUXPHQW IRU
comprises all targebriented activities concerning the design, implementation, modification
and adaptation as Wleas the control of a business model, in order to realize the principal

REMHFWLYH RI JHQHUDWLQJ DQG \WiftzX201QpIAHRPSHWLWLYH |

Accordingly, business models form the core for answering the question of how companies
PDQDJH WR RSHUDWH VXFFHVVIXOO\ LQ WRGD\YV GHPDQG
(Wirtz, 2018a, 2019)In this context, business model management tries to handle this

complexity and suppatcompanies in reviewing existing processes, structures, strategies and
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characteristics as well as developing new business ideas in order to remain confBefiie

& Schneider, 2016; Wirtz, 2018a)

These aspects underpin the significance of business modeigniisuous development and
thus its management as a key factor for corporate su@dds, 2019; Wirtz, Pistoiat al,

2016)

2.2.1 Business Moded

The origin of business models can be found in different business caarextsthe beginning

of the current millennium(Demil & Lecocq, 2010; Tesch, 2019pue to their relevance to
corporate successhda importance of and interest in business models has increased
tremendously especially in recent yeafdlassaet al, 2017; Tesch, 2019Wwhereby the
terminology has been shaped in particular by the practical study of the core lbg&iradss

actions(Magretta, 2002)

In recent yearsmanagerialliterature has made significant advancemeintsterms of
conceptualisation, archetypes, development and innovatibnsifiess modelgAl-Debei et

al., 2008; Baderf-uller & Morgan, 2010; Clauss, 2017; Demil & Lecocq, 2010; Gassraann

al., 2013; George & Bock, 2012; Markides, 2000; Mastsal, 2017; Osterwalder & Pigneur,

2010; Osterwaldeet al, 2015; Spieth & Schneider, 2016; Teece, 2010; Wirtz, 20di¢&tz,

Pistoiaet al, 2016; Zott & Amit, 2017)Despite this increasing attention and the convergence

of understanding between scientists and practitiofigz, Pistoiaet al, 2016) it has not

yet been possible to reach a consensus on a universal and common definition of business
modelsas well as a general agreement on its dimensaonsitsconstrucs (Foss & Saebi,

2018; Globocniket al, 2020; Shakeedt al, 2020) due to the many different interpretations

and perspectives on the subjectR*XFK /HZDQGRZVNL . 7THVEK

One ofthe LUVW DWWHPSWV WR GHILQH D GHVFULSWLRQ IRU W

Timmers(1998) whichdates back almost two decadds describgit as %an architecture for
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the product, service and information flows, including a description of the various business
actors and their roles; and a description of the potential benefits for the various business
actors; and description of the sourcegefenues (Timmers, 1998, p4). Demil and Lecocq
(2010)definetheconcept obusiness modelstheinterconnectiorf differentbusiness model
componentgo providevalueto its customersAccording toHaslamet al. (2015) a business

model formulates the value proposition of a company, which ipribduct of value creation

and capture itselfTo provide products and services that fit customer nekd#volvement

of key resources, technologies and skilks considered necessargnother definition is

provided bythe work of Teece(2010) who describesa business models the logic ofa

businesghat supportghe development gbropositionsthe creation andeliveringof value,

and the generation oBustainablecoss and revenuesThis cognitive perspectivefurther

includes business model patteras described e.g. [IRemanéet al. (2019) Anotherview is

provided byChesbrough and Rosenblodi2002) who characterise a business model as a
heuristic logicthat combines technical capabilities with business value cre&i@ieret al.

(2005)group D EXVLQHVYV PR &td Of foui-Hcateybrieagd W\D O XH FDSWXUH"™ 3Y
QHWZRUNV" 3VWUDWHJILF FK RlasadegudlabaRel ahd RiCa?d1( UHD W LR
underline thandicatedlink betweenD EXVLQHVYV PRGHO Ddapdzaléd dddeessfV VWU |
the differences betweedhe two constructsdescribing business models asefiectionof a

FR P S D grafeyy implementatiorShakeelet al. (2020) describe abusiness model as a
purposedriven structural objective of an organisation to create v&lighardson(2008)also

provides avalue centredview and outlineghe themes of value proposition, value creation,

value capture, and valugelivery, which form the core ofconceptualbusiness strategy

implementation

The work ofMassaet al. (2017)provides a complementary and comprehensive overview of
the many different business model definitions and underpins their divésigyall, thdarge

number of exiing studies on business models, covering a wide range of different definitions,
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provides an interesting, mulfimensional perspective on the subjdabr example,Tesch
(2019) drawn upn thestudyof Gassmanret al. (2016) derivedand summarised number

of perspectives on business modelsted to i) value components, ii) technology,strategic

choices, iv) activity system, v) process, vi) cognitive and vii) duédityTable5).

Table 5: Seven prevailing perspectives on business models

Source(Tesch, 2019, R3) based orGassmanet al. (2016, pp.7 87)

However, for practical pposes, whether in business or science, it is essential to establish a
common basis of the phenomenon to be analysbkith can be provided by business model
frameworks (Kotarba, 2018) Especially for companies witltomplex business models
structuring and visualisation are of fundamental importafiaekas, 2017) In order to

visualise business modelshis research usehe frameworkof Osterwalder and Pigneur

(2010) whichstructursa businessmoddlQ WKH IRUP RI D 3% XV (KQtadbhay ORGHO

2018)andis describedn detailin the following section.
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2.2.2 Business ModeNVisualisation

As can be seen from the abosection therelevanceof 3YDOXH™ LQ WoKBdisi@essV HU D W X
modelsis evident. This isunderpinned byott et al. (2011)and isparticularly obviousn the
areasof strategy(Massaet al, 2017) e-businessand ecommerce(Fleischet al, 2014) as

well asinnovation(Wirtz, 2019; Zott & Amit, 2017)Wirtz et al. (2016)alsoemphasise that
variousstudiesessentiallyfocus onthe four pillars R Iv&lue propositiori, %alue creation,
dalue delivery DQG 3YDOXtd defioe/IX UHHXV L Q HV XeyPdRe@dhB Ifi vV
managerial practicehis oftenrelatesto the fourbusiness modalimensionghat aredvhat”
hRZ ™ 3ZK@arkides, 1999)and 3 Z KX*%how much” (Osterwalder & Pigneur, 2003)
which hasemerged asne ofthe most efficientneans otommunicaing a plannedbusiness
idea(Gassmanret al, 2018; Ramdanét al, 2019) Osterwalder and Pigne(003, p430)
state thathese four pillars®allow to express what a company offers, who it targets with this,

how this can be realised and how much can be BB E\ GRLQJ LW~

Emphasising these value dimensio@sterwalder and Pigneyf010) have suggesteda
modularbusiness model approachlled Business Model Canvas Z K lisfbsed orthe
Business Model Ontolog§Osterwalder, 2004as well asnspiredby the fourviewpointsof
the Balanced Scorecamabncept(Kaplan & Norton, 1992)and literatureon management
(Markides, 1999) The Business Model Canvagoups the business model acrosee
interrelatedbuilding blocksthat clearly grasp the central aspects of the compadyhusis
particularly well suited for visuaing a business modgloyce & Paquin, 2016; Muller, 2020;
Osterwalder, 2004; Osterwalder & Pigneur, 20IWeseuilding bloksinclude key partners,

key activities, key resources, value propositions, customer relationships, channels, customer

segments, costs and revenue stream$-igfire11) (Osterwalder & Pigneur, 2010)

Today,the Business Model Canveepresentthe defacto standardor describingdeveloping
and analging business mode(desch, 2019and isamongthe mosipopular(Blaschkeet al,

2017)and mostwidely used tod (Bertelset al, 2015; Kotarba, 2018 06ppelbuld & Durst,

39



2017; Wallinet al, 2013) It allows to clearly work out which elemerdseof relevance for

the company® succesgMiller, 2020)and offers the msibility to break down a complex
business model into its main components in order to provide a structured representation as a
basis for analysis and modificatifoukas, 2017)This also includetheinterrelationships and

the alignmenbetweerntheseelementgRitter, 2014)

With that, the Business Model Canvas forms an essential tool that will be usedtiregiss
as a basito determine factors that shape the success of business modetoramerce
platform providers This underscores the necessitygt a more profoundnderstanding of

the nine building blockswhich are thereforexplained in more detail below.

Figure 11: Business ModelCanvas

Source:Own figure based oiukas (2017, p.148), Osterwalder and Pigne2003) and

Osterwalder and Pigne(2010)

1) Customer Segments The starting point and heart of every business model are the
customers, as no compaiy usually able to survive for long without profitabdéents
(Osterwalder & Pigneur, 2010Yhis implies the relevance of @eep understanding of

customer need$at arisavhen there is a problem to be so@sterwalder & Pigneur, 2010;
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Solomon, 2016)Hereby,customers look foofferingsthat meet their needsnd companies

provide the right solution@uller, 2020; Solomon, 2016)

To achieve better customer satisfactibosinessesandivide customergto several segments
with common needsgcharacteristics, and behaviou(®stewalder & Pigneur, 2010)
Independent of specifitypes of customer segmeriige niche, segmented, diversified, or
multi-sided(e.g.Ladd, 2018; Osterwalder & Pigneur, 2Q1the better a customer segment
can be described by specific features and thus aleratitiated, the more effectively and
efficiently it can be addressed, e.g. by using the various marketing instriviéties, 2020)

This is underpinned blyadd (2018)who states that customer segmentation forms the basis of

thecompany's corporate strateggd marketingfforts

In this study, users of@ommerce platforms focusing on customers ftbmB2B sector form

the relevant customer segment covered in the previous sections.

2) Value Propositions: The value propositiopresents the Business Model Cangsment
with which companies can differentiate themselves from the competition and therebpig
new and loyal custome(®sterwalder & Pigneur, 2010; Osterwaléeal, 2015) It generates
value fordefined customer segmestand thussolvesspecific customerissues or satisfies
certaincustomemeeds(Ostawalder & Pigneur, 2010Values can be either quantitative or
qualitative. Examples arprice, newnessservice speeddesign, accessibility, usabilityr
customer experienc@sterwalder & Pigneur, 2010Moreover, values can be products or

savices in general, or attributes described in more d@takas, 2017)

Each value propositiors based ordifferent products, services, or a comhioa of these
(Mller, 2020; Osterwaldeet al, 2015)which addresses the needEa specific customer
segment(Ladd, 2018; Osterwalder & Pigneur, 201Therddy, value propositions do not
necessarily have to be innovative and disruptive, but can also resemble existing offerings on

the market and expand them with new features and charactef@steswalder & Pigneur,
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2010) In this contextthe offer ofa company should differentiate itself from the competition,
facilitate the purchase decision and be based on specific competencies of the fivtiulder
2020; Solomon, 2016)n this respect, the value propositiarticulate the advantages a firm
provides to its customers in a consolidated f¢@sterwalder & Pigneur, 2010; Osterwalder

et al, 2015)

In this context,Muller (2020) emphasiss the importance of a continuous dialogue with
customersof each customer segment tleatables companies to react quickly to changing
wishesand to create an fafring that meets the needs of the respective taygetp This
underlines the significant relevance of an outdid@erspective as well as of the value
propositions(Kim & Mauborgne, 2004; Wirtz, 2019This is underpinned by.add (2018)
who explored that companies usjrgter alia,the componentustomer segment and value
proposition may bemore successful in the competitive market than otfgased on the
Business Model Canvaa,complementary tool provided @sterwaldeset al. (2015)that is
called alue Proposition Canvasllows to deepethese twaanvas area3 herdore, a value

(proposition) map and custom@egmentprofiles can be usezhdintegratedespectively (cf.

Figure12).
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Figure 12: Value Proposition Canvas

Source(Strategyzer.com)

According to Osterwalderet al. (2015) the value map outlines the characteristics of a
particularvalue proposition in a detailed and wsituctured manneit structuresa value
proposition into products and servicedich producegain creators and pain relievers
(Osterwaldekt al, 2015) The customer profile,rothe other hand, whictiepictsa specific
customer segment, breaks the customer down into its galrss, and pais (Osterwdder et

al., 2015) Fit is achieved whethe gain creators and pain relievefghevalue mapmeet at
least one ofhe characteristics of theustomer profilei.e. jobs, pains and gai(@sterwalder

et al, 2015)

3) Customer Relationships: The focus of this business model element centres upon the nature
of the relationship that a company wishes to build wiltustomerswhich can have a strong
LPSDFW RQ WKH FXVWRPHUTV RY HO8waldd{&SPidnéurd QOBEG) ZLWK W

Osterwalder and Pigne(2010)distinguishbetweenvarioustypesof client relationshipse.g.
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personal assistanceglf-service or communities, which maype coexistentn a ILUPqV

relationship with apecific customer segment.

4) Channels Channelgeflect touchpoints ovexrhich companiesnteract withpotential new
and existingcustomes to delivertheir value propositioa (Osterwalder & Pigneur, 2010)
7TKHVH PD\ EH W shdnhéldthese\of partrigsror acombinatiorof both(Ladd, 2018;

Osterwalder & Pigneur, 2010)

Besides the provision of distribution channetsoviding the rightcontentin the right
communication and sales channels is a key challenge for comp@iger, 2020;
Osterwalder & Pigneur, 2010Jhrough these channels, companare not only able to deliver
products or services, but also to provide aft@es customer support and relevant information
that gives a clear and eatyuse overview of the comparfyvalue propositios\Miller, 2020;

Osterwalder & Pigneur, 2010)

Even if it will not only be theustomers who inform themselves on the websites of a company,
it is essential to face the competition via the global netw@vkdler, 2020) The aim is to
present the service portfolio comprehensively to the target group in order to accompany the

purchase decision procgddiiller, 2020)

5) Revenue Streams?,| FXVWRPHUV FRPSULVH WKH KHDUW RI D EXVL

DUH LWV (Ddtewvildét &iRigneur, 2010, O).

Onetime or recurring cash transfers from the respective customer segments to the company
represent the revenue streams, suchsagefees,subscriptions, licences, leases, advertising

or commissiongOsterwalder & Pigneur, 2010h addition, this building block comprises the
pricing mechanism, which may vary from fixed prices, which are sometimes adagtstion
product characteristics or customer groups, to dynamic pricing that changes according to
negotiation or market dynamics in order to optimise revenue and profitalhéitd, 2018;

Osterwalder & Pigneur, 2010)
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The generation of revenue streamainly depend®on therespectivecustomer semens and

for what value they anwilling to pay(Osterwalder & Pigneur, 2010ften it is a few services

that generate a large part of the turnofMiiller, 2020) It is important to ensure that the
provider$ products and services meet the requirements and wishes ofjgtgtaugMuller,

2020) If thesecustomer needshange, the portfolio must also be adapievenues should

be in line with costs to generate income and ensure the sustainable financial success of the

businesgOsterwalder & Pigneur, 2010)

6) Key ResourcesKey resources represent the cerdradindispensable company assaitsl

refer to the physica(premises, production machingshtellectual (trademarks, patents)
human(employees, teamsynd financialavailable capital, securitiesapital thasustainghe

F R P S DKey fdtivitieswith the aim of creating products and services, solving problems or
EXLOGLQJ SODWIRUPYV WKDW VXSS R(Uadd, 20K81Osterweder@\ VvV YD O
Pigneur, 2010)Thesekey resourcedclude leadership and orgaaiional structurendcan

either belong tdhe company itself or be purchased from relevant pari@sterwalder &

Pigneur, 2010)

Depending orvalue propositiorand key activities, key resources should correspond to them

(Miller, 2020)

7) Key Activities. Key activities are closellnked tokey resourcess the u ey Resource§
building block has showfOsterwalder & Pigneur, 2010Eachbusiness modelkequiresa
seriesof key activities which representhe key measures thatbusinesgnustimplementto
operate successfullfOsterwalder & Pigneur, 2010A good example is the consulting
company McKinsey, which includeproblem solving as key activitie@sterwalder &

Pigneur, 2010)
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Just likekey resourceskey activities are essentiakreatingand delivering value, accessing
markets, nurturing customerrelations and generatingrevenues(Osterwalder & Pigneur,

2010)

8) Key Partners. As communications technology advancesmpaniesare entering into
increasingly importaritey partnershipsyhich entailstrategiccooperationintegrated vender
buyerrelations and joint ventures in order tmaximiseproduction,achieve economies of
scale and scopenitigaterisks as well as expand their ovakills andcapacities beyond their

own resourcegladd, 2A.8; Osterwalder & Pigneur, 20100his is underpinned biuller

(2020) highlighting that more and more companies are considering which resources and
activities actually have to be made available by the company itself or to what extentdt w

be possible to outsource them to professionally experienced partners.

This Business Model @nvaselementalsoincludesexternalfactorsin theenvironment of the
firm thatdeterminethe dynamicsof the F R P S Digdu$tyy;, which includeghe existingand

possibleimpact of customersuppliersand competitorgLadd, 2018)

Ultimately, key resources, key activities and key partnerships determine a cofnpasty
structure(Ladd, 2018) which is reflected by another Business Model Canvas building block

(Ostawalder & Pigneur, 2010Jescribed below.

9) Cost Structure: Thevalue propositioacan be impairedf a company makes incorrect use

of its resourcesr does not provide its key resources with sufficient fugdsller, 2020) A
successful service company that does not revtsuemployees appropriately risks losing key
personnel skills to the competition through fluctuation which impairs the value propositions
and thus the success of the company is no longer guargMéa#er, 2020) Ultimately, the

final goal is, of course, to develop a functioningsimess model where costs are lower than

revenueglLukas, 2017)
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2.2.3 Business Model Innovation

3)XO0O0\ RI WKH  FRPSD Quadtst dERUdyQhat Qreiwtkeit wayDitaMthe
JRUWXQH LQ WKH SDVW \HDUV GLG VRJWisthR®XJK EXVLQ

2008, p52).

Theworld is spinning ever faster, and the economy has changed rapidly in recent decades.
the ongoing process of digitisation and digitalisation, opportunities for new business models
arise fromthe three main drivers of business model innovations, whigeh) &echnological
developmentii) changing customer needs and new ways of identifying and satisfying needs
as well as iii) a highly dynamic market environmé@bffin & Mitchell, 2010; Schmidt &
Scaringella, 2020; Wirtz, 2019 ccording toDasgupta2019)based on the study #¥irtz,

Gottel, and Daisg2016) the concept of business model innovation is considered an effective
countermeasure to respond to shorter innovation cycles based on increasing dynamics and
growing imponderables in the business environment, and supports the creation oftc@mpet
advantageslt represents an integral element of business model manag@miietzi 2019)
andGHVFULEHV WKH HIITRUWYV RHeBedfdR PEMewWlbgicQoflihd @ 8vd RQ WR
new ways to create and capture value for its stakehol¢€asadesubdlasanell & Zhu, 2013,

p. 464) In the context of these effort&mit et al.(2019)also underline the relevanceabss

cutting internal and external collaboration with relevant stakeholders.

Especially in recent yeagroundbreaking developnres likethe Internet andbased on this

the growing importance ajlobal e.commerce, have formed the basis for innovations that
entail business model changé€asadesuMasanell & Ricart, 2010; Chesbrough, 2010;
Teece, 2010; Wirtz, 2019 suchglobaldynamic environments, lorgstablished traditional
companiedacemany new competitoré/erma & Bashir, 2017; Wirtz, 2019Furthermore,
customer expeations and needs with regard to the quality of products and services are
constantly changingWirtz, 2019) As an exampleNokia and Kodak were successful

companies until they missed to rethink their business model even in successful times, also
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because there are more and more compami¢seomarket that are very similar to each other
(Wirtz, 2019) Thus, lusiness model innovation should be conductgstematically and

repeatedly(Blank, 2013; Osterwalder & Pigneur, 2010; Ries, 2011; Wirtz, 2019)

This underlines that business models require constant monitoring and must be continuously
adjusted and improvefWirtz, 2018a) Sustainable success cannot be guaranteed without
constant review and optirstion of the business modglukas, 2017)This is underpinned by
Chesbrough(2010) who also highlightsthe necessity to be responsive referring to market
dynamics and technological developmeitsducing fom this, the pressa on companies to

invest in the development of their business model must have strongly increased in recent years
and will compel firms to make major business model changes to stay re(®enta &

Bashir, 2017) Accordingly, business model innovations have become yadiscipline for
business success, which includes the ability of a company to ¢hahiph is considered

crucial(Thompsoret al, 2017)

Although some scholars argukat business model innovation and new product development
are complementaryChesbrough, 2010; Teece, 1), practice shows thainnovating a
business model is not just about reinventing individual products or seidesf rethinking

or renewing thevhole business modg€Bonakdar & Gassmann, 2016; Drucker, 1994; Vaerm
& Bashir, 2017) For example, Amazon did not invent online bookselling dmrbined,
changedand adapted existing things in new ways and made them succésssimanret al.
(2013)evenstatethata significant percentagd ther investigated business model innovations
are simply new combinatis of already known business model compondbespite the
significant impactof business model innovatiamn corporate succesisat is asserted by an
extensive body of the literatu(Bonakdar & Gassmann, 2016; Casadedasanell & Zhu,
2013; Chesbrough, 2010; Demil & Lecoc®1D; Zott & Amit, 2017) academic research on
this subject is still at an early stage of matufiRamdanet al, 2019)but has shown increasing

popularity in recent year@ilseret al, 2021) Business model innovatiois still underlying
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to different theorieand is subject to different interpretaticarsd perspectived-oss & Saebi,
2018; Ramdaniet al, 2019) as there are numeroussues which have not yet been

investigated Schneider & Spieth, 2013)

The work ofTesch(2019) offers a sharedperspectiveon busines model innovatiorthat is
informed by a comprehensive set tfdies Hereby business model innovation is defiresl
acontinuous seardior newapproacheto proposecreate, deliver, and capture valsecuring
sustainable business success, finditegr distinction fromthe competition,and unleashing
substantiagrowth rategTesch, 2019)Based on this considerati, this means that business
model innovation can include ttemendment, enhancement, or realignnanan already
established business modsml single building blockgAbdelkafi et al, 2013)but also the
creationof totally new business modefsaudien & Daxbdck, 2017; Markides, 2006; Verma

& Bashir, 2017)

This showghat theextantliterature on business model innovatisrdivided in two research
lines (Shakeelet al, 2020; Tesch, 2019)The firstis of revolutionary radical or even
disruptivetype andrequires a completeusiness modekinventionto bring abouthange and
innovation (Geissdoerfer, Vladimirova, & Evans, 2018)hile the otheiis of evolutionary
type andconsides anincrementaimodificationandrefinementof a business modé¢Girotra
& Netessine, 2014)in both lines of researchihe term 3L Q Q R 'Y BovidihdRe®, “whichs
equivalentto the termgrogressreplacementchange transformation, andreation ofnew
mechanismsDQG WKXV WR WKH FDW H (SRakéaeial.2 ZDPDY RefattllésS KD Q JH *
of whether companies completely renew or adapt their business model, tesssuc
implementation of business model innovation demands the integration of the corresponding

changes into thappropriatébusiness modelomponentgShakeekt al, 2020)

This shows that the concept of business model is closely linked to the topic of business model
innovation(Foss & Saebi, 2018From this business model innovation can be dedwas an

extension of the business model concept and thus as a combinatidreloé” and
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3LQ QRY Shdkeelpt al, 2020) Wirtz (2019) underlines this and emphasises that
amendments related tioe value propositicsof a business modielthe coreof business model
innovation thus represents a key leverage point to innovate a business nesdiingin a
significant opportunity for lasting competitiveness for businegSesssdoerfer, Bocke &
Hultink, 2016; Osterwalder & Pigneur, 2010; Osterwaletesl,, 2015) Thisview is based on
the literature that emphasiseghe interrelation betweenorganisationsand their business

environmen{Mahadevan, 2004; EH. Yanget al, 2012)

All aspects relating to th@utcome of business model innovatiopoint to beneficial
contributions tathe company's performanc&hich may be of financial nature knowledge
based, oassociatedo general competitive advantaf@lauss, 2017; Gassmaehal, 2013;
George & Bock, 2012; Spieth & Schneider, 2016; Teece, 2010; Zott & Amit, ZDHir3,the

concept obusiness model innovation can have a strong influencBoRRPSDQ\TV VXFFHV\

2.2.4 Business Model Monitoring

According toBatocchioet al. (2017) the continuousanalysis of business models is essential
Givenits importance, the concept of business models should not be litoithé debate on

its elements, activities, processes and the establishment of useful frameworks only for
visualising them(Batocchioet al, 2017; Euchner & Ganguly, 2014Jhis is underpinned by

the concept of business model innovatjdesch, 2019)

Although theuseof the Balanced Scorecatlaplan & Norton, 1992)loes notonstrain the
changinggoalsof a companythesegoalsaretypically well-established andtable andirive

the initiatives of an organisation(Batocchioet al, 2017). However, vihen evaluating a
business modethe aim is not to attain goalsit to validate the decisions that make up the
model, i.e. to assess if the model decisions are still Bétbcchioet al, 2017) This requires
companies to be flexible in order allow for necessary changes to the business metah

implicates that business models also have life cy@esker & Daube, 2018; Thompson &
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Martin, 2005) However, measuringerformance indicators within a dynamic and fast
changing environment is challenging, especially regarding what and homototor
(Kirchhoff et al, 2013) In this mntext Batocchioet al (2017) use the Balanced Scorecard
approachas a measurement system to provide the possibility for companies to monitor defined
key performance indicators (KPIs) based on the Business Model Canvas franm@ianktse
otherremarkale instancef performance management toblkse the performance pyramid

that was introduced hyynch and Cros§1991) the performance prism dfeelyet al.(2002)

or the performance measurement matrased orKeeganet al. (1989) may be referenced
However,the approach of Batocchat al (2017)providesconceptual compatibility with the
Business Model Canvanodel which was influenced e Balanced Scorecard approach

itself (Osterwalder, 2004)

Whenthekey performancéndicatorsare definedit is the responsibility of the executives of

a companyo trackthem(Batocchioet al,, 2017). In addition the Balanced Scorecard requires
performance targethat are neede define goals and to prove whether the business model

is heading towards the direction in which the business and its stakeholders want to go
(Batocchioet al, 2017) In this context performance indicators shouttefinitely include

customer need®atocchioet al, 2017)

In search of an organised and structured application of the md&htmtchioet al. (2017)

developed ascoreboardo evaluatethe performancef business modethoices which is

shown ir[Figure13
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Figure 13: Monitoring scoreboard

Source(Batocchioet al, 2017, p65)

Business Model Blockrelates to one of the nifmuilding blocksof the Business Model

CanvagBatocchioet al, 2017)established bysterwalder and Pigne(®010)as described

in sectiof2.2.4 Thus it may represent the elemefwalue propositiori, hannels, Tustomer

segment§ key activities, ¥evenue streanis Tustomer relationshigs <ost structuré

Xey resource§ or key partners.

According toBatocchioet al.(2017) W KH H O KR HE}ked to thedecisions made for
each of thesBusiness Model Canvas hdiihg blocks.For each choice, performance indicators
are establisheth W K i G L F Eolwrfntd be able to measure these decisidihg Current”
element reflects the results of a measurement of Kiekeat the given timeThe performance
measurementata are used to set performance targets for each of the decisions@Goéie
element, which providesin index that must be achieved for each indicaffine item
"Initiative" relates to thepproachmeededo set thegoals The Results’ item provides tle

values that werdeterminednce the initiatives were defined.
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2.3 Success Factw

This section provides an overview of success factmd its researghdescribes its
developmentand illustrates its relevance to this stuByrthermore, icombines the themes
of success factors-@mmmerceplatform providersand business models, thus relatithg

topic to the research contexthis builds a bridge to the research gajescribed irdetail in

sectiof

2.4.2

whichthis thesisaimsto fill .

2.3.1 Definition and evolution

Understanding the significance of factors that influence theessaf a business modz=in
have D SRVLWLYH LPSDFW RQ D FRPSD Qicfiass Eaxtdf Lr€sebxch
represents an important approach to management re¢Barangarth & Evanschitzky, 2009)
supportingthe identification of ifluencing factors that significantly determine business
succesgAlshibly et al, 2016; Haenecke, 2002; Haenedk Forsmann, 2006; Leimeistet

al., 2004; Pinz & Helmig, 2015nd areapplicable to the needs ah entireorganisationor
individual organisational unitéAmberget al, 2005) These success factors are frequently
referred ¢ in the literature askey success factofer key factors or are given the additional
term Zritical * or %trategic’ (Penker, 2005)These terms are frequently alternately used

(Amberget al, 2005; Muller, 2009; Penker, 200%}s is the case in this thesis.

While Daniel (1961)first introducedthe researctof success factsy it was popularised by
Rockart(1979) who has identified success factors as tekey aspects where advantageous
results ensure a successful competitive performdrieework ofRockart and Bullerf1981)
suppors this. These critical issues need to be recognisetieandled effectivelyotherwise
the success of a manager or an organisation cannot be eif€aredli, 2004) In fact, a

corollary and reasonable consequence of this argument isehaticcess factors aretD UH D V

, Q

W |

of activity that should rec H FRQVWDQW DQG FDUHIXO DRYKEHQWLRQ |

1979, p.85). Leidecker and Brung¢1984, p24) underpin this describinguccess factors as



"those characteristics, conditions, or variables when properly sustained, maintained, or
managed can have significant impact on the success of a firm competing in a particular

industry".

Based on the analysisf a comprehensivéditerature review Boynton and Zmud1984)
highlightedthe key strengthof the success factapproachin summary, it allows decisien

makers to concentrate on a limited number of success factors that can be examined on an
ongoing basis. This in turn supports structural analyses and thus planning processes for a
FRPSDQ\TV WR S(Arshighxial,ReLE) Bhank et al. (1985) also demonstrated the
general practicality and intuitive nature of the concept of kegemscfactors, which allows to
consider tactical and strategic planning dimensi@hsiberg et al, 2005; Ward, 1990)
Moreover, success factors can be internal or extefffighn & Arce, 1997) whereby
Brotherton and Shaw (1996) highlighted thifficulty of managing and controlling external

success factomxclusivelyby a managefAmberget al, 2005)

In this context,Shanket al. (1985) showed that success factors can successsulpport
different planning procedure=.g. information resource planning, orgsaional strategic
planning, and individual goal setting.ccording toGrunert and Ellegaar(lL993) success
factors have gained recognition especially in strategic management practicean be
describe@ as an essential component of a management information systestinetivefeature

of a business, a heuristic instrument to support managerialirtirde decisiormaking
processesand as a way of describing the most important capabilities and assets needed to
succeed and be competitive in a given markigreover, they emphasise the importance of

the perceived value of an organisation by its custe@unert & Ellegaard, 1993)vhich is

taken into account by the outsideperspective used in this study to identify success factors

(sectionl.?).

Over time, keysuccess factoisave beemeterminedn amultitudeof domaindike e-banking

(Shah & Siddiqui, 2006)e-governmen{Tehrani, 2010)mobile applicatiordeploymeniAl-
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Hadidi & Rezgui, 2009)the management of business proce¢$deman, 2010)and many
more However theresearch of success factéos business models of@mmerce platform
providers focussing on customers that operate in thed®@as still widely under researched
The following sections of this chapter underpin tépectind lead to the research gap of this

study.

2.3.2 Success factordor business models of €ommerceplatform providers

The importance of-eommerce in the present business environment has stimulated significant
research, not only in terms of technological assistance ofthenenerce systems, but also in
terms of identifying the success factdos the ecommerce sectofAbdullah et al, 2019;

Fouskast al., 2020)

As already indicated in secti@3.]f there are various studies that deal with success fantors

specific environmerg. For exanple, Muller (2009) identified strategicsuccess factors in
relation to the service portfolio of cressedia publishers active in the TIME market on the
basis of quantitative research approactiémnet al. (2021)have focusedmdetermining the
key success factors of smart logistics based on 0T technoddgyy, theresearch work of
Penttineret al.(2018)has investigateglatformcharacteristicsvhich positivelyinfluencethe
choice ofan einvoicing platform based on a conjoint analysisingdatacollected frormearly

300companies that hawecentmadepurchasing decisiornan e-invoicing platforms.

Also, there are studies that deal with success factors in-tbhenenerce sectdocusing on e
commercelatform usersnd their clientsasindicatedin the studies byouskast al.(2020)

or CuellarFernandeet al.(2021) As anexampleCullen and Taylof2009)have investigated
critical success factors for B2Boemmerce use within the UK NHS pharmaceutical supply
chan, as well adD.-J. Yanget al. (2012)examinekey success factors of@mmerce with a
focus on the travel industrizaosethakul and Boultof2007)focused on the determination of

success factors for@mmerce in Thailand related to cultural and infrastructufhlences.
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H. Sharma and Aggarw§2019)have developed a theoretical model to analyse key factors of
e-commerce success using sunm®sed data, partial leasjuaresstructural equation

modelling and path analysi€hoshin and GhaffafR017)presenta model proposed to study

the impact of four defined parameters omoenmerce successBased on theipbjective

ontological position they were testing hypothesis build from the literature leading to a
gquantitative approacbollecting and evaluating dateom staff members of one company in
Azerbaijan.Colla and Lapould2012) investigatedsuccess factors dhe SFOLFN DQG GULY|
model| which has beedeveloped by Frendood retailersto gain better understanding dtie
foundationRl WKHLU FRPSHWLWLYH DGYDQWDJHYV qualtdiveHE\ WKH
view, including VHPL(VWUXFWXUHG LQWHUYLHZVY ZLWK PDQDJHUYV
Abdullah et al. (2019) provide a comprehensive summary of research works which proffer

factors that are critical to the success -@enmerce (e.gAlmousa, 2013; Kabango & Asa,

2015; Martined_6pezet al, 2015. Based on this, they derd six factors that were evaluated

based ora multHfactor decision making approach to determine the causal relationship and the
degree of importance of the factov&arelaet al.(2017)suggest multiperspectivenodelfor

success factorto be considered in ambedded wawhencreatingan online shoprwebsite

Ajmal et al. (2017)develod a conceptual model thantails 32 factors that were grouped

into eight categories. Their modaipportssmall medium enterpriseSMES operating in the

B2C sector to successfully implement@mmerce within their organizatioRurthermore, the

German Institute for Retail Research published a comprehensive study focusing on e
commerce success factors based on a survey of several thardared shoppers or end

consumers on 77 German online shops from seven sectors. On the basis of this, it was derived

on which adjustments online retailers should focus more in order to actively increase customer
satisfaction and customer loyalfambertzet al, 2016) Feindtet al. (2002) determine

succes factorswith a focuson fastgrowing and still young-€ommerce staripsand their

customers GrofRe Holtforth (2017) shows how improved and sustainable customer

relationships and comptive advantages inrreommerce can be achieved based on economies
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of scale, customer centricity, digital innovation and ahtaen marketingParticular mention
should also be made of the importantdyby B6ing (2001) who revealed key success factors

in the field of B2C ecommerce on the basis of a confirmatory causal analysis

Moreover,there are studie®ferring to thesuccess factors of business modélse of these

is the study byHeinemanr(2021) which provides important impulses for sustainable growth
and earnings by realigning the business modelsanemerce platform user$he work of

Cai and Zheng2018)investigated the commonalities of the components of business models
for the Internet platform enterprise. Based opuae literature studycomprising data from
successful businesses like Amazon or Alihabay identifiedfive core success factovgth
corresponding secondary indicatorsabes et al. (2017) determined succesgslated
characteristicdor cloud S URY Libadihgsg fmodslbased on a mixethethod approach
+HUHE\ WKH\ KDYHQTW IR F X \ahd®ll&x@d BnQrisidesuti petspedtivey H F W R U
interviewing employees of several cloud provider firdiso, Floereckg(2018)investigated
success factors dhe business modelsf Boftware as a ServidgSaa$ providers in an
exploratoy multiple-case studyn whichexpert interviews witltloud providerepresentatives

were conducted

2.4 Summary

2.4.1 Summarising the literature review

Corporate success is to be understood as the highestelongand general goal of every
commercially active compar@viller, 2009) It serves the purpose of ensuring the Hoergn
viability of a company on the market under the conditions of competitiveness and profitability
(Mdller, 2009) In the last yearsparticularly due to technological advancements and its
associated opportunitiesoth busines model design and innovation have attracted increasing

interest(Chesbrough, 2010; Demil & Lecocq, 2010; Fleistlal, 2014; Spieth & Schneider,
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2016; Wirtz, 2018b, 2019; Zott & Amit, 2017In this context, the success of corporate
activities isno longer a qué®n of product or process development anthigely attributed

to business models and its manageniBatlenFuller & Morgan, 2010; Spieth & Schneider,
2016; Wirtz, 2019)To stay competitive in the field:-commerceplatform providersas well

as ecommerceplatform usersnvest large sums in tHertherdevelopment of their business
models whereby he B2B ecommerce sector in particular shows significant growth potential
(Heinemann, 2020; Kumar Raheja, 2012; Mehta & Hamke, 2019; Onyushewal,, 2018)
However, hese investments arasually associated with high uncertainties and risks, as there
is no guarantee of succg§3sterwatier, 2004)As a countermeasurthis research focuses on
identifying key success factors fbusiness models @commerceplatform providerswith

customer®perating in the B2B-eommerce market

This chaptehasexploredthe resulting andnter-connected themeR |1 3 %e®WRPPHUFH’
YusinessmodelmD Q D J H P H Q &¥cces® D BW3Fitsly an assessment of the current
businesdo-business ommerce market was conducted to gain the necessary understanding
of the customer ggnent of the eéommercelatform providersinder consideration as well as

to get an impression of@mmerceplatform providemusinessegself. It gets clear that the
characteristics, concepts, amdatform models of companies in the B2B sector differ
significantly from B2C companies at some poiftsrthermorethe development of the B2B
e-commercemarket in relation to the B2C sector lags far behind, which means an immense

potential in this sector for botompanies and research.

In addition the chaptemhascritically reviewed the business mod&nceptas the core of
business model managementthis contextthe Business Model CanvasOsterwalder and
Pigneur(2010) with its nine interconnected core elements, turned out to be a de facto standard
framework that ione of the moswidely usedtoolsfor structuring andrisualisingbusiness
models(Bertelset al, 2015)andserves as a shared language to describ@daptbusiness

models (Osterwalder & Pigneur, 2010)n the context of business model management,
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corporate success isignificantly attributed to the topic of business model innovation
(Geissdoerfer, Savaget, & Evans, 2017; Tesch, 2019; Wirtz, 2018a,2@l3Jhereforealso
critically examined. Furthermor¢he area obusiness model monitoringVirtz, Gottel, &
Daiser, 2016)vasexaminedBatocchicet al.(2017)haveidentified a helpfubpproach, which

is compatible with the Business Model Canvas framework aambe integrated into the

businessnodelinnovation process.

Literatureemphasisethe value dimensioim the context of business modéDsterwalder &
Pigneur, 2010; Osterwaldet al, 2015; Verma & Bashir, 201 &ndits managemeniWirtz,
2019) which includesthe satisfaction otustomer needsConsequently, the inclusion of
relevant customer segments is an important factor in the management of businesamnabdels

for determining key success factors of atoenmrerceplatform provider§f EXVLQHVY PRGHO

Finally, the chaptethas exploredhetopic R Isticcess D FW R U V secti@y tékobhducted

combination of the three key thenresealshe research gap which this thesis is going to fill.

2.4.2 Researchgap

Section2.3.2has showrthat awrrent studiesvidely deal with success factors focussing en e

commerceplatform usersand their clients and thuseglet¢ing impacts on €ommerce
platform providers Otherstudiescomprise this B2Brelationshipbut only provide success

factors that are relevant fotherspecific sectorgliffering fromthe B2Be-commercesector

Furthermore, studigavestigatedsuccess factothat areassigned tapecificbusiness models

or to the theme of business models in genénathis context, previous studies have widely
focussed on interviewing or surveying employees of companies and thus provide an inside
out perspective to answer their research questiegecting customer needdowever,the
literature review has revealdtiat the areaof success factors fdpusiness models of

commerceplatform providersis widely under researchgds is the researchf dow these
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success factorsan be monitored and considenedthe context of success factioasede-

FRPPHUFH S ODW ldrdinesssmbBe¥hdheinfLivtifer development

Referring back to the overarching research aim (sgdtigrand thudo the defined research

questions (RQ) and research objectives (R@)s tresearth addresseshese gaps by
determining specifikey success factofer e-commerceplatform providerson a business

modellevel following an outsidan perspectivdRO1, RQ1)andthusinvolving ecommerce

platform user®perating in th@romisingB2B sectomwho build the customer segmdRigure

.

Figure 14: Determining key success factors

Deriving from this this thesislescribesiow to consider these findingR0O2; RQ2) In doing

so, it provides atheoretical model, which representdblaieprint of a success factbased

business moddkf.|Figure 15) and can be implementedy ecommerceplatform providers

Moreover, relevant approaches to monitoring the determined success factors are identified

(RO3; RQ3).

60



Figure 15: Considering the identified key success factors

Building on the overall characteristics of the resulting model, which in turn is based on the
identified success factors, a suitaB®Il process model is recommended (RO4). This thus

forms the contextdr the proposed business model and supports its systematic and proactive

further development (RQ3) (gfigure 16).

Overall, the described themes arising from the literature, their conceptual combasatveti
as the intended research goals, based on the identified research gaps, contribute to the

sushinable success of@mmmerce platform provider businesses.
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Figure 16: Management of the succedactor-basedbusiness model
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3 Research Philosophy, Methodology and Research Design

This chapter discussdbe principlesand all metbdological aspectsf this research This

includesthe positionality of the researchgection3.1), the nature of the research (section

3.2), its philosophical stancésection3.3) as well as discussing the choice of success factor

research as research methodol@gctior j

In addition the development of the study instrumentarsintegral aspectof this chapter

(section3.5), beforeexplainingthe procedures ofiata analysis detail(section3.6). Finally,

sectiorﬁ.?reflectsupon ethicaldeliberationghatweretaken into accourgndincorporatedn

thisthesis

3.1 Positionality of the researcher

7KH UHVHDUFKHUYY XQGHUVWDQGLQJ DERXW WKLY UHVHDU
work. In the course of his professiorattivitiesas a project manager and consultant for a
well-known German-e€ommerce platfan provider, the researcher was not only able to gain
extensive experience in the field ctemmerce, but also to build up a relationship with e

commerce platform user companies.

Currently, the researcher works as a member of the execodimagementeamin the same
companyand still supports specificustomersregarding strategic issue$his studythus

benefited from the role and knowledgé&the researcheenablinghim to draw on his own

experience anéhsightsduring the interpretation ahe dawbD IURP WKH UHVHDUFK SI

accounts.
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Figure 17: Conceptualisation of insider/outsider positionality

Source(Chavez, 2008, pi76)based orBanks(1998)

Following the model ofChavez(2008)based on the whrof Banks(1998) WKH UHVHDUFKH

position is that of an externaisider(cf.|Figurel7), since as project managerdaconsultant

of an ecommerce platform providerompanyhe workedclosely withe-commerce platform
usersthat are the source dfiformationin this thesis Moreover,with his current role, the
researche,V VWLOO SDUW R.IHoW&vr, th¥rEasnd 4 feseaZcRdl O 8had W

authorityto give any instructions temployees oé-commerce platform use(€ousin, 2010Q)

Figure 18: Positionality of the researcher

As illustrated infFigure 18| the researcher can be characterisedcaseone who has been

socialised outside the community cEtemmerce platform users, but agrees with and shares

their values and cultural perspectifganks, 1998; Chave2008) This is supported by the

IDFW WKDW DV DQ HIWHUQDO SURMHFW PDQDJHU RU FRQVX
perspective in order to consult the customer and successfully implement gigseis2001)

Moreover, the researcher has a deep understanding ottmreerce domain.
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The conceptualisation d@havez(2008) showsthat the strict insideoutsiderdichotomy is
simplistic and thaboth terms do ndufficiently reflectthe role the researcherok during the
entireresearchAccording toBreen(2007) the researche§role as neither a total iiter nor
total outsider maximizes the advantages of each whilminimising the potential for

disadvantages

Thereby, the researcher is aware that he needs to be reflective and thus needs to consider how
the described theoretical poaderstanding, professial background, relationship between

the researcher and the informant affect this s{édtya & Edge, 2017; Kalitzkus, 2005; King,

2020) Taking these aspects to a conscious lexkhelp to prevent data distortion and make

this qualitative research process transparent and available to (#taktizkus, 2005) Thisnot

only leads to a deeper understanding of this work but also contributes to increased credibility

(Berger, 2015; Dodgson, 2019)

3.2 Realworld research

According to the work oRobson and McCarta2016) this study can be assigned to the area

Rl 3UHDO ZR U DoGredtelamdtiz i uRdefstandfghis type of research, the following

table compares the main features of this approach with those of the purely academic research
approachThe four key elements of a field research pro{ectmondson & Mcmanus, 2007)

supportthis view.
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Table 6: Tendencies of real world researctand academic research

Real world research

Academicresearch

Solving problems
Getting large effects (looking
for robust results) and
concern for actionable factor
(where changes are feasible

Field

Strict time constraints
Strict cost constraints
Little consistency of topic

from ore study to the next

Often generalist researcher

rather than

rather than

rather than

rather than

rather than

rather than

Gaining knowledge

Relationships between
variables (and assessing

statisticalsignificance)

Laboratory
As long as théopic needs
As much finance as thepic
needs (or the worly KR X O
beattempted)
High consistency of topic
from one study to the next

Typically highly specialist

(need for familiarity with rather than researchers (need to be at

range of methods) forefront of their discipline)

Oriented to the clienteeds rather than

Oriented to academic peers
Need forwell-developed ) )

_ _ rather than Some needbr social skills
social skills

SourceAdapted fromRobson and McCartgi2016, p.11)

With referenceo| Table6| thecharacteandprimary purposeof this studyis tofollow amore

practical businessmanagemenbriented perspectivein order to contributdo professional
practice With that, thisreal wald research approadtiiffers from pure academic research
focussingon the establishmenand development ofan academisubject aredRobson &
McCartan, 2016)It hasa directimpacton organisations and peopleelping them tdetter
understandhandle and solvean issuebased ortlient needs(Robson & McCartan, 2016)
Furthermore, real world researshconductedL Q W K H U H&uGyirgRe€aMidopM/ réal
SUREOHPV DQG UH [EGmdédsdd&QMaramd, ROQA/ H155)rather than in
laboratoriesunderlining the need for wetleveloped social skills. This is particularly

important for this thesis when qualitative @& collected in real organisatiorisom real
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peopleon the basis ofemistructuredinterviews (sectiof.5). In addition in real world

researchthere is little consistency of the toplietweendifferent studiesdue to specific
research environmenfRobson & McCartan, 2016)n this context, ecording toGummesson
(2000) thisis why it is becoming more and moimportant toshowthat theoieswill also

work in aparticularenvironmentather thamrmaintaininga broadrange of general application

(section3.5.4.

Moreover, businesmanagementesearch isnformed by many of theacademidisciplines
that affectthe social scienceas a wholdBryman & Bell, 2015) Therefore, He nextsection

describes thphilosophicabositionthat shapgthis study:.

3.3 Research Philosophy

The research philosopiyovides information about how the researcher sees and understands
the world (EasterbySmith et al, 2018) On the one hand, this depends on the reseaficher
perception of reality and, on the other hand, on the typeaflatige the researcher believes

in (Crotty, 1998) Consequently, thpreferencdor a research philosophy is a subjectbree

(Crotty, 1998)

Thus,the debate on ontology and epistemology is unavoidable, as it influences the perspective

of 3ZKDW LV WKH QDWXUH RI UHDOLW\ ZKDW LV FRQVLGHUH
UROH RI YSauhdereydl, 2016, pl129) Therebyontology can be understood as the

science or study of beinand is concerned with the nature of readityd existenceyhereas
epistemology is concerned withe search fothe optimal ways to explore the nature of the

world (Blaikie, 2010; Easterb$mith et al, 2018)and can bealescribedas the relationship

between tb researcher and the reality identifiadthe ontologyCarsonet al, 2001)
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3.3.1 Ontology

Research philosophies candistinguishedaccording tavhere theipresuppositionsoincide

with the twocontinuanamedobjectivism and subjectivisiBryman & Bell, 2015; Diesing,

1966) Objectivismrepresentanontologicalstanceassertinghat social phenomeraad their
significations take on an existengéhich is autonomousof those social actors who are
concerned with their existen¢Bryman & Bell, 2015; Crotty, 1998Wwhereas subjectivism

which entailsnominalismand social constructionismassumes that VR FLDO SKHQRPHQD
created through the language, perceptions and conseEQUW DFWLRQV RSavMBefd. DO DFW
et al, 2016, p151) Subjectivismassumes it there are multiple realitiesat are relative to

each otherand that no objective truth exis{€rotty, 1998; Denzin & Lincoln, 2005;
Wichmann, 2019Meaning arises from the confrontation with the realities in the world, i.e. it

is not discovered butreated through social constructigfidein & Myers, 1999; Remus &

Wiener, 2010) hence from the interaction between individuals and their environment

(Creswell, 200; Crotty, 1998)

With regard to the research field that investigates which factors shape the success of e
FRPPHUFH SODWIRUP SURYLGHUVY EXVLQHVVY PRGHOV WKL\
on social constructionism. The researcher undedst the world as a subjective construction,

whereby he also seescommerce platform user companies, i.e. the source of information of

this research, as socially constructed, which can therefore only be properly understood through

the lens of the peoplewvolved in his actions(Bryman & Bell, 2015) This view is also

LQIRUPHG E\ WKH UHVHDU FKHWYANY afod/ floMiHeRe@dy@tiohVand VH F W L |

appropriate consideration of individual perspectives, experiences, perceptions and

interpretations of a specific organisational con{@och, 2017)
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3.3.2 Epistemology

Regarding the epistemological perspectigeholarsdifferentiate betweerseveral main
researchtraditionsin business and management reseaech, postivism, interpretivism,

pragmatismpostmodernismand critical realisnfEasterbySmithet al, 2018)

Based on the ontological stance, the positionality and the worldview of the researcher, this
thesis follows arninterpretivist philosophythat promises valuable insightsespecially in

complex areas, as ise®@mmerce, success factors, and business matlatsd contextual
understandings of behaviour and perceptions to explain actions froesde@chSDUW LFLSDQW I
perspective (Wichmann, 2019) Becker et al. (2003) emphasise that according to an
interpretive stance there is no objective world, and that it is not possible tongaedge in

an objective wayThis is underpinnedy Willmott (1993)who constitutes thahterpretvism

is associated with subjectivityhereby subjectivism transfers meaning from the subject to the

object (Crotty, 1998) Interpretivism 3ZLWK LWV IRFXV RQ FRPSOH[LW\ U
interpretations and meanind® D N L @dundert al, 2016, p141)is explicitly subjectivist

and varies between individuals who are in social exchange with the environment and construct
meaning with people and the world around ti{@reswell, 2009; Scotland, 2012; Wichmann,

2019) Consequently, eality is socially shaped, which is why the meaning of a single
phenomenon can be construed in different ways by different pewghlenaerges in interaction

with a human communit{Creswell, 2009; Crotty, 1998)nterpretivismthusregardssocial

reality as theesultof developmentg whichthe meaning of actions asduations are jointly

discussed byhuman individualsas social actorsi.e. social reality is abased on the
consciousnesawarenesandinsightof human beinggBlaikie, 2010; Casseét al, 2012) It

is concerned witrexplanations of the world of sociéife that are culturally derived and

historically situated, whereby the aim is to engageh Mlite world in order to build new

understanding&Crotty, 1998) andfocusesonthe capturend understandingf the meanings
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and interpretationsubjectivelyascribeto the phenomenay social actor{Cassellet al,

2012)

This interpretative stance underlies the principle of hermeneutics. In this context, hermeneutic
cycles centre on the iteration of interpretation, whereby the advancement of understanding is

promoted by pre&onception, leading to a better understanding of (@#ssellet al, 2012)

Section3.3.4will provide further details on how this is linked to this research.

3.3.3 Research approach

Based orSaunder®t al. (2016) it is of critical significancehow theory is developed within
a study. However,with regard to the use afeduction, abduction or inductias a research
approach, there is no right or wrorigather itdependson the U HV H D phlesbipbifay

positionas well aon theresearchype (Goelet al, 1997)

This thesis useaninductiveresearch approaakhich is in line withits philosophical stance

(Blaikie, 2010; Scotland, 2012ndis suitable if prior knowledge about the phenomenon to

be studied is limited or fragmentai@avanagh, 1997; Elo & Kyngas, 2008; Kondraekal,,

2002) Fox (2008, p430) underlines this anaonstitutes that LQGXFWLYH UHDVRQLQ
particular relevance in qualitative approaches that are usedkteral existing theory into a

QHZ VHWWLQJ RU WR GHYHORS XQGHUVWDQ GNMdEedv&®QG WKHR
inductive approaches are better able to identify key success factors that are specific to a
particular context than using a filter ofedgdentified factors to guide the empirical work

(Borman & Janssen, 2018nd thus isalsoin line with the chosen research methodology

(sectior ﬁ

Hereby, he aim of inductive reasoning is to create explanatifnfeatures and patterns,

startingwith the exploration of specific phenomena or findifB&ikie, 2010) Themes and
patterns are founffom these observations that leadattheory.If the research area is more

open and exploratoryrox (2008)suggests using inductive reasonifgis in turn means that
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the research project starts with a subjaetter that the researcher seeks to understand, not a

causal relationship of variabl@@obson & McCartan, 2016)

This qualitative researchpproactallows 3ZKDW~ ~ 3ZK\" DQG 3KdbganIwer® WLRQV
(Fox, 2008) which createsunderstanding based on thick descripti@eertz, 1973; Lincoln
& Guba, 1985and thick interpretatio(Denzin, 2001; Ponterotto, 2008Yith that thisthesis
aims to achieve transferabilifiMaxwell & Chmiel, 2014)ather tharscientific validity and

generalisability.This is underpinned by the real wordsearchcharacteristicglescribed in

section3.2

3.3.4 Linking the underlying research philosophy to this study

In this research, serstructured internews are conducted within which subjective accounts of

individuals are gathere(@ection3.5). In this context, research participants sththegr views

and experiences on success factors related to business mbddeommerce platform
providers Furthermoretheinterviewees provide their ideas and opinions on how to monitor

the identified success factors.

To be able to analyse and interptbe interview datawhich ains to answer the research

questions of this studgsectionl.4), the transcribed resultgere structured ito themes and

codes togain a more comprehensiveiew of the contexunder study(section3.6). For this

this researchuses ¥emplate analysis(King, 2012)as data analysis methddllowing an

iterative ancddevelopmental heuristic cycle from the initﬂaéctio to the final template

(section3.6.3 shaped by the understandifigl U HV S R Qemnidr@WdAfiley,20D2) The

hermeneutic cycle aan repetitiveprocesds consistentvith the data analysis technique of

template analysié&ing, 2012)

The UHVHD Whiksdphicel position, i.ethe subjective, social constructivist and

interpretativestance(sectio|3.3.2 , linked with his profession&lackground as a project

manager consultantand executivananagementeam member,and thus his positionality
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(sectiorE.l as well as higxisting knowledge that furthermore supports the inductive research

approach (sectig.3.3, enablesthe researcher ttake into accounhis own eyeriences,

subjectivity, and interpretatio@onsequentlythis thesis also follows a compatible qualitative
explorative approach, in which success factor research is used as a research methodology to

determine the relevant success factors for this thesis.

The choice of thresearch methodology is describadletailin the following section.

3.4 Choices of research methodologysuccess factor research

The core of strategic management research relates to the issue of why certain companies
significantly perform better as compared to others businé&sesert & Hildebrant 2004)
whereby the success of companies today is mainly due to business models and their
managemeniBadenFuller & Morgan, 2010; Spieth & Schneider, 2016; Wirtz, 2019}his

context, success factor research (seﬁ FDQ KHOS WR HPSLULFDOO\ LGHQV

IDFWRUV" WKDW KDYH DQ LP 8ifalons BaRuchV& Ranvaké, 2H0GY R1 R L
Hildebrandt, 1988), i.e. determine the success or failure of a company (Amberg et al., 2005;

Leidecker & Bruno, 1984; Rockart, 1979).

As shown irIuFigure19 with regard to success factor reseathlere are a variety of different

empirical methodological approaches that have lpegticularly designed for this research

area(Haenecke, 2002)

72



Figure 19: Methodological approaches of empirical success factor research

Source: Adapted frorhlaeneckd2002, p.168)

According toHaeneck€2002) success factors can be determined either directly or indirectly
While indirect determination relies on statistical methods or mental analysis tdigates
which factorseffectively influence successhis thesis uses a direct determination apprpoach

whichis consistent withth&) HVHD UFKHU 'V SuRjgdtiw, Isétial Daddtnittivist@rial

interpretative stancésection3.3), in which variablesthat influencesuccess arguestioned

directly, andwhich is methodically supported bgemistructured expelinterviews(section

3.5.

Table 7: Assessment of methods for researching success factors

Source: Adapted froBoing (2001, p.22) based orGriniget al. (1996, p.11)
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As a result of a basic questioning Byitz (1990) about the scientificity of the methods of
success factor researcBping (2001) who takes an objective, positivist philosophical

position, further developed a criteria grid drawing on existing wg@@inig et al, 1996)

which is shown ifirable7| In accordance with his assessment regarding the criteria applied,

he describes the quantitatreenfirmatory method based on a thedag analysis as the most
desirable approach to success factor research fn@naalemigoint of view, but at the same
time does not reject other methods and recommends a complementafryassarch methods

in the sense of a research process.

However, histhesis which is based on anterpretative perspectitakes place in a realorld

context(sectior]3.2 cf.[Table 6) solving real life problems in the area ectemmerce and

business managemnteimstead of taking a purely academic approach to reséRahson &
McCartan, 2016)Iin addition, qualitative research has gained increasing relevance in practice
(Robson & McCartan, 201@)nd there are ongoing discussions about the practical contribution
of quantitative approaches in the context of success factor regaeshr & Nicolai, 2005;

March & Sutton, 1997)Boland and Maod (2007, p.139)declare: 3By relying on causality

and objectivity, two concepts challenged by contemporary physics, we leave ourselves little
hope of making Social and Human Science progresswe can only understand knowledge

if we corsider it as situated, embodied and linked to experience in the Life World, to culture,

and to powef. This statementlso supportsthe real world researcipproach of this thesis

(section3.2) and iscompatiblewith WKH UHVHDUFKHUfV SKL3ERBVRSKLFDO

further applies to the topic of success factors, which is not only #ayiéred and complex
(Klein & Myers, 1999; Remus & Wiener, 201®ut within thecontext ofe-commerce is
influenced by a highly dynamic environment shapegégyple various disruptive forces and

megatrend$Bding, 2001; Turbaet al, 2018)

Overall, due to the UHV HD Lpdfsmmhhliﬂy\,(sectiorE , the aspects mentioneith this

section as well as following theubjective, social constructivist and interpretast@nce of
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this researchihe logic of investigation in this thesis follows a direct qualitagxplorative
approachto determine theelevant success factors for this theBisthis context, managerial

implications can only be suggestions and no objective diredfiRemus & Wiener, 2010)

3.5 Development of the study instrument

This section addresses the method of data collection, participant selectitire gimdcess of

data collection and data analysis.

3.5.1 Semistructured interviews as the data collection method

Following the describedocial constructionismstanceof this study, the subjective accounts

from individuals are collectethroughsemistructured interviewswvhich are used extensively

in qualitative researclnd are based on a prepared list of interview questions used as an
interview guidg Edwards & Holland, 2013; Glaser & Laudel, 20Iereby the respondents

canshare theiexperiencesndthoughtsgained with ecommerce platform providers and give

their ideas and opinions on the requirements for the success eFdRRPHUFH SURYLGH!
business modelThe interview questions should be opsrded rather than pmmded
(EasterbySmith et al, 2018) Harvey (2011)underlines thisecommendingiot to use pre

coded questions when interviewing experts becthusgare reluctant to confine themselves

to a limited number of answers, as this would limit their view within an explorative study.

In addition, open questions help to avoid imiew bias(EasterbySmithet al, 2018) which
is the risk that the interviewer asks the question in a manner that leads the respovalelst t
a certain answer. Based on more than ten years of professional experiencesgahehein
digital business, from which seven years were as projaocageand in senior management,
theresearcheis experienced in moderating intervieistening, and asking open questions.

Referring to the externdhsider positionality of the researcher (secﬁ, according to
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Oakley (1981) the interview process can be smootihecausethe participants and the

researcher share common values or experiences.

Semistructured interviews, in contrast to structured interviews that provide for a strict list of
questions and do not allow for dewmts, are more open and allow for new ideas to be
considered during the interview through the statements of the interview participants
(Brinkmann & Kvale, 2015)Therefore, sermstructured interviews are particularly suitable

for exploratory and explanatory types of resed®4under®t al, 2016)

This approach thusonsiders the respondents as interlocytet® can influence the course
of the interview rather than as objects of reseaf€tubin & Rubin,2011) Additionally,
changing the order or skipping questions may be usastespondentmay be unabler may
not wantto answercertain questiondMoreover where new insights arise during an interview
or if there is a need for clarity, neguestions may also be addgdrale, 2007) In this way,
rich data can be obtained and research participants can share their exparnendews about

their world (Rubin & Rubin, 2011)

3.5.2 Participant Selection

Irrespective of the specifjzarticipantselectiorstrategy, the main concern with any qualitative
participant selectiomethod is that the richness of informatgupersedesepresentativeness
(Kuzel, 1992) Characteristic selection procedures for qualiatiresearch are, e.g.
convenience quota, snowbal, and purposive selection, which are categorised as non

probability selection techniqu¢BasterbySmithet al, 2018)

In this thesis, a purposive approach is applied, whaticipants are selected basedpacific
characteristicghe aim of the research workD Q G W K H U H MimB éxpagisdEtikdn,O R Q J
2016; Gueset al, 2006) Purposiveselectionis less explicitly linkedo the process aheory
formationas V X J J H V W HdeouBded\tikebryapproach, ang basedn the existence cd

clear rationaleregarding the selection of respondents RPH ZLOO EH PRUH VHQV
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PHDQLQJIXO WS2@aR, \2OK6G (B88). This is underlinedby Ezzy (2002, p.74)

noting that purposive selection of interview participants requires a clear selatdoiorc or

justification Also Guestet al. (2006, p61)state3SWKDW SDUWLFLSDQWY DUH VHO
predetermined criteria relevant to a particular reséaK R E M .HNtW dleaHcriteria the
judgementof the researcher is nétL-CoiceivedR U SRR UO\ F@EQShar@dadl PG ”

p.752)

SHIHUHQFLQJ WR ettdtriglinsiderioiorraktyseciivt3. 1), this appoach is in

line with thephilosophicalstanceof this thesigEasterbySmithet al, 2018) With reference

to theaim of thisresearchsectionl.4), the following criteria were predetermined to identify

and select key individuals who

i) havemore thartenyears of pofessional experience and work at a senior level in
the B2B sector
ii) have beerinvolved in evaluation, purchasing or decisioamaking processes

focusing on ecommerce platfors

i) haveexperience wittmultiple e.commerce platform provideand theirofferings
iv) canreflect andexpresgheir perceptions
V) arewilling and ableto attend the interview

People whaneettheseclearselectioncriterionsareconsideredo bethe 3SULPD U\ VHOHFWLF
and thus 3JRRG L QIRWBIRID QOA%Y p123) who should beable to provide rich

information abousuccesdactors of eFRPPHUFH SODWIRUP SURYanGHUVY E X
thus support the answering of the research questions and objettivissthesisThese3JR R G
LQIRUPDQWY" DUH H[SODLQHWerely tieR @dsesenteitbih. e EHOR Z
aforementioned selection criteria based on experiendeom the longstandingpersonal

collaborationand professionatelationshipbetween the researcherhis role as arexternal

insider(section3.1) and the potential respondent
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Theinterview participants represette relevantcustomer segment of@mmmerceplatform
providersfor this study, which is represented bynployeesof several B2B &€ommerce
platform usercompaniesvhich can provide the most comprehensive information regarding
the regarchaim. Thereby, heirlong-time businesxperiencetheirhigherlevel of hierarchy

as well as their rhetorical eloquence enstiva theyhave the knowledge and expertise

required tounderstand andnswer the questions in the interview guide|{efble 8| section

3.5.9 andcan reflect upon and articulate their perceptions

Moreover,it is important that the respondetigve beernvolved inevaluation, purchase or
decisionmaking processes to selextsuitible ee.commerce platform solution/providerhe
reason for this is that the people involved are crucial foassessmermtf solutions and offers

from ecommerce platform providers and thus for their sales su¢©Oessstebrink, 2014).e.

they are particularly valuable interview partnels.this context,section|2.1.4 from the

literature review revealed that there are usually more people involved in a B2B -hwying
decisionmaking proces@Hogreve & Fleischer, 2020; Lilien, 201®erceptions are therefore

not just single perceptions, but rather multiple ones grounded on various stakeholder
interactions(Tollner, 2010; Zolkiewskiet al, 2017) Therefore it is the intention of the
researcheto considerthosedifferent views anderspective®f ee.commerce platform user

companiesBy interviewing

i) deciders who make the main buying decision aacknot usually outvotede.g.
C-suite/ managing directorsr directors of the business units concerned

i) buyers,who obtain offers, evaluate themegotiate the terms of purchasad
conduct the contracting wittsuppliers e.g. employees fromfinance and
procurement departments

iii) influencerswho have a strong infence on the decisiemakers e.g.employees

from marketing & sales or consultants
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iv) key userswho act astrategiddemand identifiersr use the products and services

e.g.employees with a close relationship to the product or system

the described selectioof persons thus includes thmst relevantolesand responsibilitiesf

a buying centre(Oberstebrink, 2014; Tdllneat al, 2011; Webster & Wind, 1972asshown

in|Figure20

Figure 20: Interview Participants

In this way, a comprehensive picture and understaninde createthat includes the group
of peopleconcernedAccording toWebster and Wind1972) it should be mentioned that
several persons can have the same role and a single person can also hold several roles of a

buying centre(Oberstebrink, 2014}hus often no clear allocation is possible.

As a result of this and their many years of professional experience in the past, all of the
intervieweesot only dealtwith the platform provider company the researcher is employed,
but also with other-eommerce platform providers, at least during formeatepthevaluation
processes of-eommerce platfornproviders and their offeringd hus their answersot only
include succestactors regarding the business model of the company associated with the

researcherut also those of other@mmmerce platform providers relevant to the market
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Overall, atotal of 22 interviews were conducted with respondents from 19 different companies
in the D-A-CH region that are active in the B2B secnd make usef e.commerce platforms,

i.e. online shopsThey all fulfil the primary selection criteria listed abpgever the different

responsibilitiesof a buyingcentreoverall (cf.[Appendix2) and hold a variety ojob titles

which indicates theihigher professional positicend many years of business experiercg.
Chief Executive Officg Director Digital Business Innovatiok-CommerceManagey Head
of Finance, Vice President Procureme@tief ProductOfficer, BusinessDevelopment
Manager,Head of Marketing & ECommerce,Chief Operating OfficerHead of Product
Management, Digital Marketing & Sales Manager, Dired€ommece Global Senior
System DesignEngineey Head of EBusiness,Director Product Development, Chief
Marketing Officer Chief Information Security OfficerPrincipal Consultant, Director Online

Marketing& E-Commerce

A comprehensivand complementarmyverview of allinterviews andnterviewees is presented

infAppendix1fandAppendix2

3.5.3 Data Saturation

According toGuestet al. (2006) purposive selectiorizes are typically based on the concept
of data saturatiarMorse(1994)refers todata saturation as the key to excellence in qualitative
research, while also noting that there ar@ppropriate procedures for estimatthg number

of interview partigbantsrequiredto reach saturationThis limited practical guidance for
qualitative research is also confirmed Gyestet al. (2006) The literatureclearly shows the
disagreement over the issue of data saturation in qualitative reg€amektantinouet al.,

2017; Mason, 2010)

Participant selectiofLQ TXDOLWDWLYH UHVHDUFK XVXDOO\ UHOLHV
VWXG\LQJ LQ GH fNKettDZD@!, @8).WAEcar@ng toCrouch and McKenzie

(2006) for example, intervievbased qualitative research with fewer than 20 interviews

80



supports a close relationship with responddBtmkmann and Kval¢2015)indicate that for
semistructured indepth interviews, participant numbers between five and 25 are appropriate.
This is also underpinned bgreswell (2013) Kuzel (1992) would support six to eight
interviews for a homogewes participant group or twelve to twenty interviews for a
heterogeneous participant grodp. the context of qualitative content analyfisngtsson
(2016)mentions that there exist no established criteria for the size of a unit of andlyss.
(1994)emphasises that at least six interviews in a phenomenological study might be enough

for data saturation.

Moreover, using data from a study which included 6dépth interviews wit respondents

from two West African countrie$suestet al. (2006)systematically documented tegtentof
saturation and variability during their analy#\s. a result,liey emphasise that 80 codes (73%)
were identified within the first six interviews, with 20 (93%) addiibcodes appearing within

the next six interviewsThey concluded from their research that the analysis of the twelfth
interview contributed to a general saturation of results. At that point, the remaining interviews

evaluatednly accounted for fewer than 10% afiy new codes.

Since qualitativeesearch is limited due to the available time and resources of undertaking the
research(Patton, 2015) the amount of interviewees was also chosenwith a view to

accessibility as well as the handling of the narrative recordings resulting from the interviews.

This is supported byhe real world research approattthis thesigsection3.2).

The final list included22 potential research participants, including two pilot interviews
resulting in darge amount of data (~238,550 wordEhis is in line with the abovmentioned
findings from the literature regarding the level of participation that contributes to data
saturation and is consideradequatelevelopinghick descriptiori (Geertz, 1973%s well as
enabling xhick interpretatiori (Denzin, 2001; Ponterotto, 200&urthermore, the comparison

to otherqualitative studieswith a similar setupwhich are, e.g. conductinfifteen (howe

Walsh, 2010)fourteen(Pioch, 2017)ten (Kleber, 2016) thirteen(Georges, 2020¥wenty-
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two (Charity, 2010)twelve(Logie, 2015) eleven(Strobell, 2021)and twentyfive (Neumann,
2014) semistructured interviewdased on a purposive participant selectimulerpins the

credibility in this thesis regarding data saturation.

3.5.4 Generdisability vs. Transferability

The work of Gummesson(2000) points to the overrating of formal generalisation as the
primary source of academic significance and development, while at the same time emphasising
the strength and importance dietexamplelt further raises the questioof desirability of
generalisingnformation within a social contesind emphasises the importance of considering
theories as guidelines for action, which should not be seen as a rigid construct but can always
be revised or supplementedloreover, n his opinion, the importance of illustrating the
compatibility of findings within a specific context increases Wit degree obcality of the

theory based on findingswhile the pursuit of generalisegpplicability should decrease.

(Gummesson, 2000 his argument is supported by real world researchti(sg3.2) and

supportedoy EasterbySmithet al. (2018)who underpinthat local knowledge isignificantly

important for management and organisational research.

Based on the work o$take(1978) Lincoln and Guba1985) develogd the concept of
SWUDQV IHWMEL OUWWWLQJIQHVYV . HheWEH they deRotbe Hifay V
3W U D Q V| H feBsibletheoritekty can beonsideredimilar  3) L W W Li<dQribadV -
asthe degree ohgreemenbetweeran environment that represents the original context of the

study andadifferent contexto which the resultaill be transferred.

The aim of this qualitative work is not to achieve generalisation or scierdlfidity, but rather

transferability to similar and possibly other contexthich underpinghe trustworthiness of
this study(Lincoln & Guba, 1985)There is thereforeo needo collectdataon a generalisable
scale which wouldcontradictthe chosenesearch approacFkor this reason, this work will

provide comprehensive information on the context of this veort thusrovide the data
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base that makes transferability judgensgmbssible on the part of potential appliésincoln

& Guba, 1985, p316)

3.5.5 Interview Guide

For the implementation ademistructured interviews, it is necessary to create an interview

guide, which simplifies and supports the diggng process. Thisterviewguide was written

and used in Germasection3.5.9 and isbasicallybased on the information obtained from

the literature review(chapteﬂ, the identified research ggpection2.4.3, as well a®nthe

researche§ existing experiencexpertiseand positionality(section3.1).

In particularusing succesfactor research (secti@3) as research methodology (sec ,

the interview guidestructureis fundamentallybased orthe Business Model Canvas and its

nine building blocks gection2.2.3. Thereby, the interview questiom®nsiderthe Value

Proposition Canvasection2.2. andthe compatible monitoringramework(section2.2.4.

This basisis usedto structure andreate an interview guide thaims todetermine which
factorsshape the success 6ffRPPHUFH SODWIRUP SUR Yahdhoinihée§f EXVLQH

can bemonitored

In the development process of the interview guttieeedifferent layerswere identifiedas

relevant regarding success factorsaof e FRPPHUFH SODW I RBUdifesS bdti®ILGHUV |

which are shown ‘rh‘-igureZl
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Figure 21: Relevantsuccessayers

1) This layer concentrates on the content of the respective Canvas building blocks. As an

2)

example, this isllustratedin|Figure21{ using theXey Resourcesblock. As described

in section)2.2.4(cf.|Figure 11), the Business Model Canvast only allows to express

what a company offe but alsohow, why and for whonthisis realised(Frankenbergest
al., 2013; Osterwalder & Pigneur, 2010¥hus, @propriate gestion formulations
regarding what-€ommerce platform provideshouldoffer (value propositionso match
the requirements and needs of the custofmdro), how this should be successfully
implemented(e.g. key resourcesactivities partnerschannels, customer relationships
and why (revenue streams, cost structfoensan initial success factor bagirQ1, RO1)
as well as an initial recommendation for the practical implementation of a successful e
commerce platform provider business mo@De, RO2. This level forms the entry point
for the interviews and thus good entry points for the conversation.

Based on the firslayer, this viewing level sets the focus dhe success factors of a
Business ModelCanvas building block as a whol&his dlows the participants to

highlight important success factors that they have already mentioned for the first layer.
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Also, subjective or soft successtical characteristics of the respective building block are
not neglected in this way.

3) The thirdlayerfocuses osuccess factoid thecompletebusiness models a wholeWith

that, potential success factors regarding the interrelationship of the nine Canvas building

blockscan be taken into accourBimilar to the second layethe interview participants

are able tdighlight key success factors that have already been mentioned in connection

with the other succedayersor name success factors tifa¢y have not mentioned at all

up to now

The final set of interview questionshich can be seen as thirting point for discussiolg

shown inTable 8|below which links the interview questions to thresearch questions (RQ)

and objectives (RO(sectionl.4 andsectiorZ.AT, which arelisted again in theneader of the

table!. After numbering the questions within the first column, the second column represents

the interview questions. The third column is used to illustrate which research question and

which research objectivelislatedto which interview questionThe fourth column assigns the

described success layasshown iTFiguretho therelatedinterview questions.

Table 8: Translated interview questions

Research objectives:
RO1: To determine key success factors for business modelsoofi@erce platform

providers focusing on customers operating in the B2B sector

RO2: To provide a blueprint oftausiness model foreommerce platform providers
that considers the identified success factors

RO3: To determine ways to monitor tldentified keysuccess factsr

RO4: To recommend how the identified sucdassorbasedbusiness model can be

further ceveloped

Research questions:

! Since research objective RO4 (RO4: recommend how the identified succésstor-basedousiness
model can be further develapetdetailed in sectiofi.4) is an objective that builds on the overall
iharacteristics of the resulting model (RO2), itis not explicitly linkedhya@terview question
8]
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RQ1: What factors shape the success of-aonemerce platform provider business

model?

RQ2: How can the identified key success factors be considered in business mode
commerce platform providers?
RQ3: How can succesactorbasedousiness models of@mmerce platform provider

be managed?

No. | Interview Questions RQ/RO Layer
General questions related to the professional practice of the interview participant
i Which ecommerceplatform providers do you know?

ii Have you ever been involved in a purchase decision
process regarding ancemmerce platform? What was
your role in the procesd®hat were your tasks?

Value Propositions

1 Which central problem de-commerce platform provider; RQ1, RQ2, 1
solve? Which central need do they satisfy? RO1, RO2

2 Which services of eommerce platform providers play a RQ1, RQ2, 1
decisive role in this? Which service characteristics are| RO1, RO2
particularly important? Whickunctions of the platform
itself play an essential role?

3 What is the central reason why you would / have decid RQ1, RQ2, 1
on a particular-®ommerce platform provider? Which | RO1, RO2
value proposition did you perceive?

4 Which central aspect in particular makes up the succes RQ1, RQ2, 2
with regard to the value proposition as a whole? RO1, RO2

5 How would you measure this key success factor (as arf RQ3, RO3
commerce platform provider)® there a suitable key
performance indicator? Is there a target value/target st

Channels

6 Which central channels/points of contact should-an e | RQ1, RQ2, 1
commerce [atform provider offer in order to interact RO1, RO2
successfully with its customers? (before/during/after th
purchase)

7 Which central aspect in particular makes up the succes RQ1, RQ2, 2

with regard to the channels as a whole? RO1, RO2
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8

How would you measure this key success factor (as ar
commerce platform provider)® there a suitable key

performance indicator? Is there a target value/target st

Customer Relationships

9

11

12

What should an-eommerce platfornprovider be in a
successful business relationship with you? How is/was
achieved? What should it not be?

Which central aspect in particular makes up the succes
with regard to customer relationships as a whole?
How would you measure this key success factor (as ar
commerce platform provider)® there a suitable key

performance indicator? Is there a target value/target st

Revenue Streams

14

15

16

For which services of an online shplatform provider
company do you pay? How should the price/transactiol
model between you and thecemmerce platform provide
be designed?

Which central aspect in particular makes up the succes
with regard to the revenwgtreams as a whole?

How would you measure this key success factor (as ar
commerce platform provider)® there a suitable key

performance indicator? Is there a target value/target st

Key Resources

17 | Which key resources are crucial for the success of an ¢
commerce platform provider's business model?

18 | Which central aspect in particular makes up the succes
with regard to the key resources as a whole?

19 ' How would you measure this key success factor (as ar
commerce platform provider)® there a suitable key
performance indicator? Is there a target value/target st

Key Activities

20 | Which key activities are crucial for the success ogan
commerce platform provider's business model?

21 | Which central aspect in particular makes up the succe:

with regard to the key activities as a whole?
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22 | How would you measure this key success factor (as ar RQ3, RO3
commerce platform provider)® there a suitable key
performance indicator? Is there a target value/target st

Key Partners

23 | Which keypartnerships/cooperations are crucial for the RQ1, RQ2, 1
success of anreommerce platform provider's business | RO1, RO2
model?

24 | Which central aspect in particular makes up the succes RQ1, RQ2, 2
with regard to the key partners as a whole? RO1, RO2

25 | How would you measure this key success factor (as ar RQ3, RO3
commerce platform provider)® there a suitable key
performance indicator? Is there a target value/target st

Cost Structure

26 | Which costs and expenses of acoenmerce platform RQ1, RQ2, 1
provider are particularly important for the success of thl RO1, RO2
business model? How should the costs be distributed?

27 | Which central aspect in particular makes up the succes RQ1, RQ2, 2
with regard to the cost structure as a whole? RO1, RO2

28 | How would you measure this key success factor (as ar RQ3, RO3
commerce platform provider)® there a suitable key
performance indicator? Is there a target value/target st

Overarching

29 | Which centraloverarching) corporate aspect ef e RQ1, RQ2, | 3
commerce platform providers is decisive for the succes RO1, RO2
the business model?

30 | How would you measure this key success factor (as ar RQ3, RO3
commerce platform provider)8 there a suitable key

performance indicator?s there a target value/target stat:

Theidentified key success factors (R(ORQ1 EDVHG RQ WKH LQWbtidthe HZHHV |
relevant input fothe creation of a theoretical modet,. a succestactorbasedusiness model

for ecommerce platform providersvhich is structured and visualised with the help of the
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BusinessModel Canvas(RO2 RQ2. Moreover, relevant approaches to monitoring the

determined success factors are identified (RO3; RQ3).

Building on theoverallcharacteristics of theesultingmodel, a suitabl8MI process model is

developed(RO4), which presents the contefdr the createdsuccesdactorbasedbusiness

model for ecommerce platform providers (RQ3) (Efigure16) and at the same time provides

a basis foits furtherdevelopment

The decision to conduct sesiiructured interviews is justified by the fact that completelgro
interview formatswithout any reference pointgould make it difficult to make comparisons.

A strictly prescribed structure of the questions or the course of the interview contradicts the
philosophical attitude of the researcher and would preveneimndents from being able to

"tell their own story" and thus generate rich d&iick, 2009) As an externainsider(section

3.1), i.e. due to the existing relationship to the respondémtsesearcher was also aware that

interview participantgould 3 DVVXPH , NQHZ RU XQGHUVWRRG FHUWDLQ
eventghey considered everyday or mundane were not sufficiently significant to report when
WKHVH PLIJKW LQ IDFW E HHeRif Raylal, ROD2NVp3Z Divittls ¢oi@ettt HQ WV °
an interview guide based onsamistructured format hefpto ensure that the intervievese

able to addressall areas ando guide thediscussion i.e. drive the interview forwar

(Silverman, 2006)

3.5.6 Test and Pilot Interviews

In order to validate whether the developed interview guide generates the necessary depth,
richness, and data volummequired for this researdfiRubin & Rubin, 2011)the researcher
scheduled and conductégo pilot interviews.Moreover, even éfore implemating these

pilot interviews, the researcher tested theestions of thénterview guide with two of his
colleagues fronmis companyTheresults of thesewvo test interviews were not included in the

research findings. Howevehrbugh this, the research&as able to checkoth,theduration
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of the interviewsas well as the understanding of the used domain wording in advimnee.

respective translated versions of the interview guide used for the test and pilot interviews are

listedin|Appendix5(andAppendix6

The twodifferentparticipants from the pilot interviewees were chosanguthe same criteria

as the other interviewe@ectior[3.5.2 . When conducting these interviewlsettime frame of

about60-90 minutesfor answerilg the interview questions was considered appropaatk
both interviewsproceeded according to pla@verall, he experiencand feedbaclgained
from the pilot interviews did not cause any substantial changes with regard to the interview

guideline and its question¥hus,their results were incorporated into the results of this study.

Table9landTable10|below presents thiemplemented minoamendmentfor the main study

interview guideafter both the test interviews with theolleagues of the researcher and the

respondents from the ptlinterviews

Table 9: Feedback fromtestinterviews

Learning from pre -pilot/testinterviews Amendments

The interviewees tended to mention many aspe It was decided to focus on the one
regarding success (even those which are less | central and thus most important key
important for them) one aftereétother so thatit = success fdor for aBusinessviodel
was difficult to discuss about monitoring Canvas building block and ask
possibilities for each of these success factors | immediately about monitoring
afterwards. possibilities for this dedicated factol
_ _ _ This combination of directly

Moreover, discussing about all mentioned key ) )

. _ _ _ consecutive questions was used as
success factors including brainstorming about _

o _ _ loop if necessary.

monitoring options would have been too time

consuming fosixty to ninetyminutes.
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Table 10: Feedback fom pilot interviews

Learning from pilot interviews Amendments

One interviewee asked if he should answer the| The interview questions regarding
guestions referring to monitoring possibilities fo the monitoring of the identified key
the identified success factors from a platform u; success factors (RQ3) were

point of view or whether he should answiee reformulated to clarify the
guestions from the perspective of a platform perspective.

provider.

One interviewee asked if questigis only Interview questior? (including
related to the company characteristics or also | subquestions) was slightly

related to the software platform. reformulated.

Both interview participants could not always giv No amendments.
an answer to the question about the measurabili
of the key success factors they mentioned. Wh
asked, this was explained by the fact that they

never thought about it intensively.

3.5.7 Invitation process and preparation

From theresearcher's own experienas a member of the executiveanagementeam
employeesat senior level do not have a lot of tinfey are able to spend on nRbasiness
activities duringtheir working day In order to achieve a high participation rate, poténti

respondents were contacted by the researcher with whom he had already established a

professional relationshi¢section3.1} section3.5.3. This relationship should not be seen as

critical, as there is a great deal of interest on the part aEpondentthat their honest and
unfiltered inputhas a positive effect on the further suppberyer relationship and that they
therefore benefit from optireéd business models, processes, services and products-from e
commerce solution providerdoreover, the existing supplidauyer relationship furthe

reduces the risk that interviewees are concerned aboubtheianswersi.e. the researcher
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with his externainsider positionality has nauthority to give any instructions to the

respondents in their professional practice

Before contactingeachpotential interview partner, the researcher ensured that the selection

criteria described in sectif$h5.2were met. Only thewere the candidates asked whether they

would like to take part in the interviemnd were provided witimtroductory information about

the researcghwhich was sent by-mail containinga consent form to be signdtie research

aim, main research questiomet nature of the researdhge reasorthe participant had been
FKRVHQ DQG ZK\ WKH SDUWLFLSDQW T Vihe jriidrviewdiratibn ZDV LP S
the usage othe data and how Wwill be anonymised, the possibility of obtaining the findings

of the study afterwards, the opportunity to get more information up front by phticpated

contribution andthe benefit of the stugl Furthermore, it was pointed out clearly thie

respondents may withdraw from the study at any time withmirnig reasons

After receiving the signed consent form, the participants were contacted by the researcher and
the interview dates were arranged accordinBlye to the worldwid€OVID-19 pandemic as

well as existing hygiene measures and governmentaictesis at the time of this study, all
interviews were planned to be conducidremotevia Microsoft TeamsScheduling an

appointmentvas not ahallenge because obntacting them with a lead time of2months

3.5.8 Interview language and transcription

The spoken company languageof the interviewees located iGermany, Austria, and
Switzerland (DACH) is GermanDue to this reason andnse none of thenterview
participantsare native Englishspeakersall interviews were conducted irGerman This
allowed he researcher to ensure that all questions in the interview guide were clearly
understoodand that no answers were withheld from the interviewees due to language
problems Moreover, this supportediata analysis and interpretatibased orthe conducted

interviews.
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Due to theCOVID-19 pandemic, t interviews were conducted at remot&a Microsoft
Teams.In order b avoid potential limitations in the analysiad lossof data richnesshis
researctiollows the recommendatiaof van Ne<t al.(2010) staying in the original language
as long and as much as possible. Consequedltiyinterviews were audioecordedand

transcribed in German.

The transcription of the interviews was basicatinducted with the help of thgpeech

recognitionsoftware "NVivo Transcription{section3.5.9, whichenabled quick initial draft

texts of theaudiorecordedinterviews However the researcher reviewed all generated
transcripts to doubleheckthe outcomend adapmanuallyif necessaryThe need for careful

and repeated listening not only promotes faamitly with the data or ideas that may arise during
data analysis, but also allows for close observation of data, which is an important first step in

data analysi¢Bailey, 2008)

The researchedecided to usa verbatim transcription stylaccording toDresing and Pehl
(2012) transcribing worefor-word with light manualediting omitting ambientsounds, non
verbal dimensions of interaction, pauses, accentuattatters,signs of active listening and
other fillers such asUP”~ 3DRPKor 3XKas this stdy does not seek linguistic
interpretationBrinkmann & Kvale, 2015)With this approachthe resulting transcrijgins are

trueto the recording but without unnecessary detail.

After the transcripts had been generated, reviewed and, if necessary, adapted by the researcher
they were sent to the respective interview participants with the request to submit any necessary
correctionscommentsand additions within a threeeek period. In this email sent out, it was

also pointed out that the transcript in the version received may be used for this thesis without

reply if the deadline expires (sggpendix 4). None of the interview participants made

adjustments and ame of the respondents disagreed with the use of the corresponding
transcript.16 participantsreplied andexplicitly confirmed thathe transcript could be used

without modification.

93



A comprehensive overview dhe respondents is presentedAppendix 1|and Appendix2

which gives a detailedut anonymisedverview of the respondents and provides information
on the intervieve conducted,such asthe duration of the interviewpr the length of the

transcript

3.5.9 Supporting technology

In this thesis, suitable software with efficiereghancing effects on the research process was
used for the collectiomprocessingandanalysingdata. As a result, the geee of manual effort
was significantly reduced. The following table describes the software used and explains its

intended use

Table 11: Technological Tools for data collection

Purpose Tool Description

Interview Tool | MicrosoftTeams | Used for conducting remote interviews.

Interview Cok Auto Used for audierecording independent of the use

Recording Recorder interview tool.

Transcription NVivo Speech recognition software used for transcrip!
Transcription (22 intaviews). This tool saved a lot of time for

transcribing the audio recordings.
Data Analysis | NVivo 12 Pro Used to support the analysis of the recorded de
building themes and codes (sec@.

3.6 Data Analysis

Thematic analysis is one of the most frequently used methods for analysing qualitative data
(Braun & Clarke, 2006; Guest al, 2012; Kuckartz2019; Mayring, 2015)it is particularly
suited to the exploration of unstructured, complex data and is geared towards the development
of new concepts and theories rather than the application of existing hypdthekasdet al.,

1996; Mayring, 2001)
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In this thesistemplate analysis was chosemdata analysis methoahich offersanumberof
technigues to assist the researcher in the thematic organisation and analysis of textual data
(King, 2012; King & Brooks, 2017andis often usedor the analysis of qualitative data based

on interviewgAlvesson& Ashcraft, 2012; King, 2012; Kingt al, 2019)

Template analysisentreson the development of a coding template, whsammarises and

organises saalled themes and stthemes in a meaningful and useful manridrereby,

themes ar@efined byKing (2012)as recurring and distinctive features WfKH UHVSRQGHQ\
narratives andharacterisg¢hoseperceptions and experiences that the reseandreiders

important for answeringhe research questiorsf his thesisThey are identified through the

interaction of the researcher with the generatedhiig@ texts during the analysis process.

Coding is described as the process of assigning a code, i.e. a label or identifier, to individual

words or entire text segments, which marks them as related to a@Kemge2012)

According toKing (2012) afirst subset of the transcribed interview textan beused to

definean initial coding templatésection3.6.1) based oridentified themesand codes This

templateis then applied tdurther textial data,modified ard applied agairas part of an
iterative procesas long as it is necessary to ensure a rich and comprehensive presentation of
the researcher's data interpretatidmereby, ¢émplate analysigrovides high flexibility

regardingthe W H P S GtilaNardffdrmt (Alvesson & Ashcraft, 2012; King, 2012pnce a

final template is define@section3.6.3), it is applied to the full dataset and serves as a basis

for the researcher's interpretation of the dataset and as a useful guide and structure for the

transcription of the research resyksng, 2012)

7KH UHVHDUFKHU foge &mpldtey/ anRlysisVBRInIy ikaBed orthe fact, that it
providesboth a significant degree of structure in the analysis process and the flexibility
necessaryor adaptationo W K LV \individ@al tWaracteristicgKing, 2012) This creates

flexibility interms of WRUNLQJ ZLWK WKH FRGLQJ VWUXFWXUH DQG DO

FRQVWUXFWLYLVW" SRVLWLRQ WKDW LV FRQVLWWMHQW ZLV
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VXSSRUWY YDULRXV LQWHUSUHWDWLRQV RI SKHQRPHQD G

(section3.1) as well as on the research con{@®tbokset al, 2015; Madillet al, 2000) Based

on this philosophical perspectivihe researcher does not use any a priori théBremkset

al., 2015) which is further supported Borman and Janss€ép013)

In addition,template analysisonsiders the reflexivity of the researchatiousviews of the
respondents and the richness of the narratives they prdqimg 2012) Based on this

thematic approach to analysis that iteratesughthe producednterviewdata and moves in

a developmentahermeneuticcycle (section3.3.4 +from the initial to the final coding

template tthis thesis attempt® improveand strengthethe understandingf the research

topic.

3.6.1 Developingthe initial template

When using template analysis, it is important to decide when todeteeioping annitial
coding templat¢King, 2012) According toKing (2012)themes and codes are first identified,
which are then meaningfully structured and categorised. In tloegspexisting relationships

between the respective codes and themes are also pregé@nted?012)

Template analysis does not prescribe in advance at which point the initial template should be
constructedBrookset al, 2015) In this study six interview transcriptiongPersonA, C, J,

K, P, V) were used to create the initial coding template, which the researcher foundgo be
varied as possible, extensiaad rich, and which could be expected to contain an extensive

dataset to create the imiticoding template

At this stage, the development of the init@ding templatewas furthershapedby the
transcriptionprocess The audio recordings of the interviews were first transcribi¢ial the

help ofthe software NVivo Transcriptio@sectiorE.S.S , but then listened to several times and

edited manually accordingly. The transcribed texts were ¢ihganised andnalysed by the

researcher usintpe softwareNVivo (sectioT3.6.E and marked with codes and them&lso,
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associative relationships were used, which is a useful feature of the NVivo software (section

3.5.9. With this, the identified key success factors were linked to the revealed monitoring

opportunities.

Theevolvinginitial templatestructureis presented below (gkigure22).

Figure 22: Initial templatestructure with exemplary nodes

3.6.2 Quality checks

Quality is an important criterion in qualitative researsbcording toKing (2020)there is no
commonseriesof criteria that researchelave agreed oto usefor all qualitativeresearch
studies Instead awvide rangeof criteria have beeproposedKing, 2012) According to the
UHVHDUFKHUTV SKano RPNORiIBKid O @commiéndatdd king (2012) and

King (2020) independent coding and audit trail were used aktyghecks.

Independent coding: As stated byKing and Brooks(2017) incorporating independent
scrutiny into the template development process is benefleial.this rason,independent
coding and critical comparison by two volunfegrparticipantare employed to improve the

quality of this work§ data analysigKing, 2012, 2020; King & Brooks, 2017; Kingt al,
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2018) This alows for documenting emerging thoughts by changing the initial tem(idatg,

2012, 2020)

The two p@rticipants received an introduction to the NVivo 12 Pro software and were
familiarised with the basic process of identifying codes and themes by the reseaszmple

of interview transcripts formed the basis of the independent coding by applying the initial
template.The marticipants were asked by the researcher not only to mark codes and themes
that were difficult to apply, or to identify relevant text passages that hagetdbeen
considered by the initial template, but also to note other possible problems during the coding

process. To support them in their task, the volunteers were provided with additional material,

which islistedin|Table12)

As suggested bi{ing (2020) outside experts were involved in the process of independently
scrutinising the analysisecause the researcher is wiogkon this thesis on his owf®ne of

the participants has more than 25 years of experiencedamenerce and is part of the top
management of a company that has its headquarters in thd_dsguage barriers do not exist

as the person was born in Germaanyd lived there for more thaB0 years. Due to his
constructive andunfiltered way of giving feedback, he is perfectly suited for independent
coding.The other persois alsoborn and still livingin Germaly andin contrast to the first
volunteer, is pursuing an academic career, is currently doing a PhD and was part of an e
commerce coursheld bythe researcher aswasiting professar Thus, both participants are
familiar with the topic of eéeommerce, but had nprevious experience with conducting

template analysis.

Table 12 Material supporting independent codings

Basicverbalintroduction to the researghsing theparticipant information sheet

Research aimgbjectives andquestions

Supporting illustrations

Interview guide (in German) incl. its conceptual design
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Initial templateincl. same interview transcripts used to develop the initial template
(Persom, C, J, K, P,V

After the two volunteersfinished their task, they communicated their experiences to the
researcher in both written and oral form. On this basis, the resritsdiscussed together with
both participants, which led to an agreement on the initial template. Overalljbstantial

changes were madelated to the structure of the templatataining all the nodes and codes

Audit trail: Related to qualitativeesearch, an audit trail is the ongoing record of the analysis
process and ensures that the researcher ig@bbgplain how the analyseamergedand why
important decisions were madeing et al, 2018) In the context of this studgnd according

to King et al.(2018) thisis achievechot onlyby recordingthe development of thhemesout

also by savingeachtemplate versioni.e. each iteration of theemplate as a separate ffleln

addition, notes were created describing why and where amendments have been made.

3.6.3 Developing thefinal template

Based on the initial templatehich is described isectiof3.6.1 the final templatevas created

during the data analysis of all interview transcrigts the course othis process, each
individual transcript was coded one after the other. With that, the template evolved
continuouslyj.e. further nodes and themes were added, merged, reremdel@leted Nodes

in this context represent coding containers to collecteglataterial in one plachat emerges

during the data analysis procéBazeley & Jackson, 2013)

Template analysis allows the use of hierarchical as well as multiple or parallel coding clusters

in the coding proces3hus, it is not only possible to combine clusters of related ¢cedgsto

2 This process journa used solely by the researcher to assist him in remembering the key decisions
and thus furtheinforms the formation of the findings of this thesis. However, not all the comprehensive
information is explicitly presented in this thesis but is partially incorporated into the appropriate

chapters as needed. However, this study shows the esasaéitdisuch as the initial templaséructure
and the final templatetructur.
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generate morgenericcodes of a higher order, but also 8sign single text segments to several

different nodegKing, 2012)

After all interview transcripts had been analysed and thus the coding process had been
completed, all codes assigned to the nodes were reviewed again to ensure that the coded text
also matched the corresponding node. Those codesvératno longer felt to fit from the
researcher's point of view were-eégaluated and, if necessary, assigned to other nodes or
generated new nodes of their own. At the end of this revision process, each individual
interview transcript was rexamined in ten to see if the assigned text passages still fit the

changed template structure, thus ensuring that there were no erroneous effects on already

existing coding. As no further changes were reqyirgglire23lbelowillustratestheresulting

main structure of the final templa¢se@Appendix 8), which, with its containingnodes and

codespuilt the starting point for an in dep#nalysis.

Figure 23: Final template structure with exemplary nodes

In this context, not only the hierarchical and multiple template structures were considered, thus

revealing dependencies and relationships of the coded(kgrtsetal., 2018) Furthermore
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attention was paid to the coding intensity with which the interview transcripts were assigned
to individual nodesThe number of codings to one node,the number of assignments of text
passages from the transcripts, isfdy means the decisive reason for the data analysis and
interpretation. At best, it was used as an indication for closer consideration. Rather, such
consideration would be relevant in the context of Content Analysis, which is a different

approach to thematianalysis. However, according to the positiona(ﬁﬁ;ctiorr&l as well as

the philosophical stance of the researdsection3.3), quantitative aspects of the interview

reports are not an objective of this research. Also, these figures would have been heavily
distorted in this study by parallel or multiple coding. There, this research refrains from
counting keywords, codes or emerging themes but rather focuses on the meaning of the

intervieweedgharratives.

Figure 24lillustrates the entire process of data analgsisductedn the context of template

analysis.
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Figure 24: Data analysis process

102



3.6.4 Languageused indata analysis

Section3.5.8 has already covered how languag&ated questions are dealt with during the

interview. Following the approach wn Neset al.(2010)to stay in the original language as
long and as much as possibike coding was alsoonductedin its original form i.e. the
researcher continued to deal with the German transcvifitfs that the procedure of this thesis
ensures that the data analysis remains unaffected by pdssiigtationinfluences(Starken,
2013) and that the immersion in the raw data allows fdata interpretation that remains as

close as possible to the respondents' acc¢Biasken, 2013; vaNeset al, 2010)

After the process of data analysis and interpretati@mbst importanstatements relevant to

this study were translated into English in the form of quotations and integrated into the thesis
documentAn attempt was always mattetranslate as wortbr-word as possible and as close

to the original source as possitdéming to achievas authentic a translation as possibblee
researcher was aware that this could lead to ambiguitiesbscuritiesbased on the
characteristicoof translations as described in this secti@gdbrecht, 1973; Nida, 1996)
Furthermore, the necessary translation of quotes explicitly used in this thesis was undertaken
with support of native speaketho not only understand the target language but also the source

languaggvan Neset al, 2010)

Ultimately, however, the elaboration of the research findigsainsin the hands othe
researcher, as he decidesich aspects and section§the transcribed interviews are relevant

for the thesis, thus for answering the formulated research questions and objectives (section

ﬂ, and whch parts can be ignore(Essers, 2009)In order to make this analysis and
interpretation of the data as transparent as possible as well as open to scrutiny, the researcher
decided toprovide atranslate and anonymisedxcerptof a purposivelyselected trascript.

This transcript and the text passages selected from it were chosen according to the criteria of

time, cost and reusabilitythus, on the one hand, thext wasnottoo long, but on the other
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hand,jt contairedrich and indepthinformation.The coded text passages are marked in yellow

accordingly.

The translation as well as the codisgresented ippendix7

3.6.5 Manual vs.Electronic Data Analysis

The analysis and coding of the data was implemented dBifigp (2019) which represents

a computer assisted qualitative data analysis soft(Gk€DAS) packageThe researcher is
conscious of theossibledrawbacks that could arise, which atescribed byAtherton and
Elsmore(2007) Theprimary causdor using the software is to process large amounts of data
(~238550 words) that resulted from theonducted interviewgAtherton & Elsmore, 2007;
Silverman, 2013) Moreover thiskind of softwaresimplifiestheinterview transcripainalysis

as it structures and prepares them for further analysiale, 2007) Nevertheless, the
researcher retains full responsibility for the interpretation of the(H&tle, 2007) This view

is shared by this study and thus also takes the position that software is not used to take away

challenges from the researcher.

The potentiadisadvantage of decontextualising interview d@therton & Elsmore, 2007)

was countered by coding the transcribed interviews in cgnteséning that the researcher
always tried to considar markmore than just a few wordBor this purposeNVivo is eay

to use and provides features that allow the codes to be viewed in the overall context of the
interview. Moreover, NVivo is not used for quantitative purposes, no meaning or
interpretation has been derived based on counted key words in the course of the data analysis,

although the software allows the search for key words as well as coding

Overall the NVivo software was used to support work efficiency in ti@yais of the large

data volumgEasterbySmithet al, 2018)
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3.7 Ethical Considerations

According to the Research Ethics Guidance ofNbghumbria University(2019) all ethical
aspects are pursued and taken into account, insofar as they are applicable to research. These
include, e.qg. issues of privacy protection, recruitment of participants and the adequate handling

of data.The ethical approval has been granted on J8ify 2020from Northumbria University.

Given the social nature of this study, including the interaction with individuals, it is vital that
the researcher considers the potential ethical issues that may emerge during the course of the
research{Blaikie, 2010; Brinkmann & Kvale, 2015; Bryman & Bell, 2015; Silverman, 2013)

Prior to conducting the interviews withoemmerce platform usera Jarticipant information

sheet was sentout providing information abouhe scoperesearch aimresearch method,
potential outcomes and benefits of the researhls included information about the rights for

individuals according to the GDPRata secun, storageand disposahformationas shown

in the following tablgcf.| Table13).

Table 13: Agreements for data security, storage, and disposal of interview data

Agreements for data security, storage and disposal of interview data

All files are stored both on the hard drive of the researcher's laptop and on a separate
hard drive for data security reasons

All audio recorded interview files will be deleted after the award of the degree

All non-anonymised interview transcripts will bleleted after the award of the degree
All anonymised interview transcripts can be kept beyond the award of the degree

In these transcripts, there are neither the names of the interviewees, of companies, |
information from which conclusions calbe drawn about the identity of the interviewe

Source: Adapted frolleumann(2014, p.160)

Moreover,it is important that the research@mself keeps all aformation confidentiabind

does not misuse the knowledge gainBdfore being interviewedall participants signed a
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fonsentform for research participantdAppendix 3) describing the underlying research

project and explicitly informing participants that participation is wtdmy and that they could
withdraw it at any time without giving a reas@Meumann, 2014; Silverman, 201®) this
context, the researcher informed every participant in advance that if they decide not to take
part, or leave the study, this will not affect the working relationship with tlearelser§ other

roles.

Furthermore, the researcher specifically informed the respondents prior to each interview
about the anonymisation of data in the research. For example, this concerns interviewees' and
companies' names, or other persaéiso, names tlocations, sitedjtles and rolesr countries
areanonymised, replaced or described in such an appropriate manner so that tracing, inference

or attribution of information by third parties can be prevented

In order toachieve participant reflexivityral minimise misunderstandings, the transcribed

interview documents were subsequentinailed to the respective respondents to give them

the opportunity to commeftnake correctionsr add somethin¢section3.5.9.

Due to the existing relationsh{pection3.5.3 and the pasionality of the researchdsection

3.1), it is not assumed that conducting interviews will lead to conflicts in potential future

employment relatinships. It is rather the case that the insights gained strengthen the existing
relationship and provide useful recommendations, which are very valuable for the professional
practice of the researcher. As a result, he is not only able to further splisicompany$

business model, products and services, but also to gain a better understanding of the needs and

requirements of customers.

3.8 Summary

Section3.}hasprovidedinsightsinto the professional background, experience, and, derived

from this, the positionality of the researcher, which supports the understanding of the
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subjective, interpretativeharacterof this research work based on sodahstructionism

discussed in sdain|3.3 As described in secti¢d.2 thisthesiscan be typified aseal world

research. In order tobtain a more detailed understandiof this approach, the main
differences to purely academic research were pointed outahdorld researchut into the

context of this study

In addition, sedion |3.4] critically reflects and justifies success factor reseapsh

methodological choic¢éhat usesa direct qualitative approach and its compatibility with the

described philosophicatanceof this work.Moreover, the use of seratructured interviews,

which were used to collethe primary researctdata, was discussed in secti@® Thereby,

not only detailed information on the selection criteria and characteristics of the interviewed
research participants was provided but also on the intergigide with the comprising
interview questions, conducted pilot interviews as well as software used to support both data

collection and data analysi®efore this chapter finally reflected on important ethical

considerations (sectig® 7), which were considered and applied within this study, sq&tign

provided comprehensive insights into the processes of data analysis baseanplate

analysis and the associated data coding and condensation.
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4 Results andFindings

The previous chapter descritabphilosophical and methodologicaspectshat underlighis
research andemonstratehow the research data wgatheredandstructured However, his
chaptempresentghe results andindingsthat emerge from the 22 sestructured interviews

conducted.

Sectiond.1jfocuses on the identified key success fact@ach in the context of the different

business model building blockBhe resultof this in-depth analysigand interpretationkad

to a blueprint of a success factmased business model folcemmerce platform providers

that is presented in sectidnl.9 Section4.2provides ways to monitor the identified success

factors, thus the success faebased business model.

Sectiomd.3lsummarises the results of this chapter.

4.1 Keysuccesdactorsfore FRPPHUFH SODWIRUP SURYLGHUVY E

As described irsection3.6 key success factorfor eeccommerce platform providensere

identified andthematically structured with the help of template analysBasedon the

interview guidgsection3.5.5, the answers of the2 interview participantsiot onlyrevealed

(hard)contentrelatedsuccess factors (e.g. website, marketing, R&D, etc.) bukalgjective
(soft) succes=ritical charaatristics (e.g. flexibility, agility, security, etc.).In addition,
overarching and resulting key success factors were identified that relate to the building blocks
of the Business Model Canvas and build on hierarchical and parallel coding clusters that led

to further success factor hierarchies.

This builds the starting point for the researcher for the deeper analysis, interpretation and

presentatiorof the data based ahe underlyingresearch philosophfsectior3.3) and his

positionality (sectiofB.1), with the aim of answering the related research questions (RQ1,
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RQ2) and research objectives (R®I)2) as described in sectidnd Thus, & a result of the

following sections, a blueprint of a success fattased business model forcemmerce

platform providers is presented in seclibt.9

In order to makehis process as transparent and comprehensible as possible for the reader, the

themesmergingrom the template analysis with NVivo are presented accordithggyrating

a detailed diagranmhat showsall nodes expandeth|Appendix 8| Furthermore the major

themes for each business model building block are presented agtpatithe beginning of

each of the following sectiond..1-/4.1.9.

4.1.1 Value Propositions

Figure 25: NVivo nodes tvalue propositions
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The u 8lue Propositionsfbuilding block of theBusinessModel Canvas was described in

section2.2.2 In order to understand which problems agoemerce platform provider

company basically solves from the perspective of companies in the B2B sector or which needs
are satisfied, these were first identified on the basis of the value proposition canv@sredns

in the interview guidei,e. the value magomprising gain creators and pain reliev@ection

2.2.2 cf.|Figure 12). The results show that not only a 24/7 availability in the market and a

higher market reach are created by a digital distribution channel, but it also brings internal
efficiency gainsthrough faster handling of processes and significant cost reductions through
the automated handling of transactions electronicB&rticipantD explainsthis very well:
3E-commerce platform providers not only enable me to sell around the clockvi#imd
significantly increased reach via the Internet, but also bring opportunities for cost reduction
in addition to the advantages on the sales side. I'm not only thinking of the shop solution as
the driving force, but also of many other processes thatbeadigitalised. In our case, this is

the case for incoming orders, for example, or, thinking further, also in the direction of
logistics. On the one hand, existing internal resources are relieved and on the other hand, |
can continue to focus on my cotempetences, i.e. | don't have to build up any new e
commerce competences for myself and orientate myself on standards. In this way, | also create
speed (D). This statemerdlsoreveatthat the introduction of digital trade via alt@mmerce
platform not only digitises existingrocessesbut also supports or inspires the generation of
new digital business model3.g.when it comes to innovative produdts, the product may

not be ysical at all, but you still need a suitable platform to operate the busameksell

these goods(K). The resulting value magith its gain creators and pain relievassdescribed

in sectiorj2.2.2 is shown inFigure 26{ which not only shows the fundamental needs and

wishes related to-eommerce platforms but also clearly reflects the potential-tmmemerce

platform providers focusing on customers operating in the B2B sector.
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In connection with theWalue PropositiorV fhuilding block, costs arenentioned asan
important success factdntervieweeE evenformulates costs as a central point in the selection

of ecommerce platforms. Here, however, the consideration is not onligemsecosts but

also includes costs for thefiail project implementation (in the sense of customising), ongoing
care, maintenance and further development of the software. The importance of low total costs
was emphasised by almost all interview participants. It is interesting in this context that a
distinction can be made between different attitudes or points of view. On the one hand, costs
are placed in direct relation to the associgisztiucts andervices:3l would say that a fair
price-performance ratio is a critical factor with regard to the dg#eon for or against an-e
commerce platform providér(S). On the other hand, there are views that consider the cost
factor without reference to associated services as the final decisive success factor with regard
to the selection of an@mmerce platfornor e.commerceplatform provider:3At the end of

the day, as a decisiemaker, | look at mypwn business case and sedhgre isa positive

result” (Q). ParticipantP underpins this aspect and explaidat the end of the selection
process, our boarguts a lot of emphasis on the TCO. This value has to be low in order to
even discuss the benefits that come witlif). Anotherimportantaspect is the relation of the

cost factor to different project phases and project approaches. AccordimigrigeweeP, it

is important that companies can test their business case and the associated target markets
without directly generating high costs, especially in early, mostly exploratory project
phases:3In today's complex and dynamic times, it is not géadhave to put all my eggs in

one basket in terms of costs right at the beginning of my project. That is a detespaatially

in exploratory project phases, | therefore put a lot of emphasis on low or fair costs before |
have more certainty that my buQHVV FDVH ZRUNV LQ O ONY RatticihptO RLWD W
M also explains:3l don't invest hundreds of thousands or even multimillions initially in a
system, but I first look at how my project wothgild the whole thing in an agile waxnd

then lonly add those functions that | really need. That's why fair costs for the given benefits

ofaneFRPPHUFH SODWIRUP SURYLGHUM).UH HOHPHQWDULO\ LF
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With regard to the latter aspectpeed of implementation is also a key success factiora
platform user perspectivedlt is crucial how quickly | can build an MVP and become
transactional in order to learn and test things. This key aspect was certainly very central in
our decisioamaking process (H). This is underpinned bintervieweeP: 3Socrucial in the

early stages of my venture is to be in the market quickly to be able to try things out directly
with real customers, to be able to tegP). ParticipantF provides insightsvhy this is so
important 3If you take too long with your@mmere project, the market will have passed
you by tomorrow and you will have an unsuitable or even outdated solution. Therefore, not
everything in your project has to be a thousand percent perfect, but you have to be fast on the
market in any case(F). IntenieweeK adds: 3Reacting to changes in the market at short
notice is immensely important nowadays. Therefore, a shorttimerket- not only for the

initial project but also in terms of ongoing adjustments to the platfoisndefinitely a key

success fetor ”~ (K).

In order to be able to guarantee the speed descfdredcommerce platform usershe
adaptability of the w@ommerce platform is another success factor fooramerce platform
providers. On the one hand, this includes the basic possibilliging able to expand the e
commerce platform30f course, it is of central importance that the software caedsily
expanded or adaptédA). ParticipantC also formulates®We expect a relatively high degree
of adaptabilityofae FRPPHUFH JO.Dnvgdddul®r, he flexibility and scalability of
the platform are key success factamsthis context 3It is of central importance that the
platform can be adapted so that it not only scales with the gbets business, but can also
be flexibly degloped further based on customer or stakeholder We€d). IntervieweeK
underpins this 3The consequence of this is that you also get little to no problems if you are
forced to make changes due to external circumstances. That's why | believe tbelhtical
flexibility of an ecommerce platform iene ofthe greatest assefor both the provider and

theplatformuser” (K).
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Thefindingsof this studyfurthershow that in the context of adaptability, the modularity and
openness of the software playsentral role. This enables both the platform provider and
implementation partnersr third-party providerso develop extensions, which in turn can be
integrated or installed by the platformer This makes the scalled dbestof-breed approach
possible 3Through this approach, the platform provider not only signals to me that he is open
to innovation that takes place outside his own company, but at the same time gives me the
opportunity to flexibly assemble my system according to my wiskegally eve without
further services from my agency or the manufacturer. SimpleglagnglLego. Here, as with

any integrated marketplaagpproach in a businessodel, it is of course centrally important
that both the buyer side but above all the module manutacside is large and attractive
enough to actually create mukided network effects and associated added values-for
commerce platfornproviders, thirdparty providers and partners as well as the shé§yy HU ~
(R). ParticipantM confirms this further:3At its core, the platform has to be open, so that you

can also adapt it really easily and not obstruct anything in the proddss.

It is also interesting to note that modularity of the platform is also seen as crucial to success
on a coarser levelfThe platform should not be monolithic but should also enable headless
approachesj.e. the decoupling of the froreind and baclend of the shopystem, through a
clean, modern and modular architectur@referably serviceriented” (Q). IntervieweeK

also explains:®You need the possibility to customise both visually and on the process side,
nowadays even independently of each other.uBeeinterface should always be completely
detached from everything else. No matter which mask you put on the front, it must not have
any influence on the functionalities of the system behind it. From my point of view, this is a

very, very important poirit (K). Paricipant F also explicitly emphasises thimega added

value’ of this secalled Hheadles$ approachwhich, as described in sect|dril.q influences

the area of key partnedsie to the separation of freahd and baclend development
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Another success factor in terms of adaptability is the configurability of the platform by the
platform usemhimself: 3| see the point that | can also adaptfarther develop my platform
myself,i.e. without an agency, at least up to a certain point, as a critical success fg€&tpr

In addition,intervieweeK explains: 3SThechallengds to provide an-@€ommerce platform that
allows a sufficient degree of cogdirability in the standard, but at the same time does not lose
any of its flexibility” (K). In this contextjntervieweeP makes @& importantink to different
project phasess well as tohe success factor costsd thuprovidesaninterestingexplanation

why configurability is successritical for eeccommerceplatform providers,i.e. for their
platformt 3For me, a higher degree of simple manual configuration options is needed in the
standardshop platformat the beginning of mgtcommerceproject. As glatformuser, | want

to test my target market, try out certain things quickly and easily, learn. | only want to invest
in individual adjustments for which | need agency services in later phiaseonly when |

know that things will wrk out” (P).

Another key success factor in the context of the value propositions is the broad topic of security
which encompasses multiple aspetisorder to convey the necessary security to a company
that is active in the B2B environment, the demonstration of many years of experience as an e
commerce platform provider in the market is critical for succ@i§someone has been on the
market for arelatively long time, then | first believe that it will work. If | see that the provider
already has thousands of references, then that gives me a good feeling of security and at the
same time radiates competend®). ParticipantN supports this 3With a company that has

been around for many years, | assume that all the experience gained over the years has flowed
into the platform and the company. If | then perceive in a provider's value proposition that
both the company and the platform have begerating successfully for many years, giving

me the feeling that | don't have to worry about any situation, then this not only builds trust but
also represents an elementary central key success fadidy. These statements are

remarkablebecausehey illu strate thastartup companies with less or no referenbase a
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potential disadvantage and need to consider how dieay withthis critical success factor.
IntervieweeA sharessomevaluableideas on this:3lt is difficult for ecommerce platform
provides to enter the market without references. This is precisely why it is important in the
initial phase to have either supportive investors who are well networked or who provide
sufficient capital. This gives the provider the opportunity to quickly genétstewn
references, which may even be $ielinced at some point. But it is also conceivable to
cooperate with other companies in order to access their experience and references. | also think
that especially with new and still small companies, the fongkry an essential role and
should bring experience from their past. They themselves are an essential trust factor in this

case, which should also be communicated to the outside Wdwy. can make up for a lot
(A).

Further linked to security is thenfincial stability of the platform provider. This is particularly

important in the B2B environment, sincas described isection2.1.2- B2B companies tend

to enter into longerm partnerships8The financial stability of the platform provider also
plays a central role, since ultimately you want to enter into a-tengn partnership (U).
IntervieweeD and F underline this, witharticipantF adding: 3It is never good if you get the
feeling that the provider will go bankrupt the day after tomorrow. That's why we always ask
for the key financial figures of the potential partners first and examine them intensively before

commissioning them(F).

Furthermore, in the context of security, a high degree of transparency is imp&htatite
context of our platform vendor evaluation, one of the most important topics is the company's
roadmap over the next few years. How does the company waevéto® How will the
platform evolve? In a selection process that | led at the time, two platform providers faced
each other at the end, whereby the final decision on our part was made very clearly for the
one provider due to the clear and transparent noag as well as the associated security in

combination with their market presence within the lastdefifteenyears” (E). Moreover
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the majority of the interviewees stated very clearly that the respective agency environment and
especially the concrete ptementation partner has a very strong influence on the security
conveyed:3ls there someone competent and reliable on the other side who is really able to
implement the complex project? Someone who doesn't get completely lost in a second and
third discus®n as soon as you come up with three detailed questions, but is able to discuss
them- not to solve them, but to discuss them. That always creates the certainty that you are in
good hands, which in the end can tip the scales in the selection prék@sdow ecommerce

platform providerscanconsider and suppottis point is shown in particular in the business

modelbuilding blocks of Customer Relationshig&ectiorﬁ1.31 and Key Partnersr.l.‘ .

Security is further linked to the topic of data securidand of course you always have to
ensure that the highest security standards are met. This applies to both the customers and the
company dataSince this platform naturally reflects the success of the platform user to a large
extent, it is important thagverything concerning the data flow also meets the highest security
VW D Q @G Urdewieweel underlines this further2Another important point is that the
platform can also be operated securely in terms of operational security and securely in terms
of data security (L). Thisis also relatedo the topic of technical stability and reliability.
ParticipantH, for example, explains the connecticiThe reliability and operational stability

of the platform is a fundamentally important point, but always in combination with technical
security. You want to have a reliable system that runs and remains stable anglatborm

where you have to be afraiblat you will either be hacked or that you won't make any more

sales for three days(H).

Another characteristic of security that is named as critical to success is investment security.
This isnot onlyclosely linked tdinancial stability but especiall future-proof and modern
software: 3From my point of view, the first thing is to build trust with the customer that this is

a platform that is also futurproof” (V). IntervieweeP explains in this contextow this can

be considered by-eommerce platfan providers 3If the platform is futurgroof or gives me
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the feeling that | caruse and run itfor the next five yearsvithout running into any
technologicalmajor issuesthen that is a very critical factor for success in my eyes. This also
includes thdact that | could further develop the platform with my own development resources
in a worstcase scenarice.g if the platform provider goes bankrugthopensourcestrategy

on the part of thelatformprovider is thereforeveryimportant to me personally. A listing in

the Forester Wave or in the Gartner Quadrant is certainly not wrong either, in order to further

underpin future security(P).

At this point, it is striking with regard to security as a value proposition tigditficult for
e-commerce platform providers to position a technologically modern and -otiergted
platform on the one hand and to convey sufficient stability and reliability on the other.
Participanf even notices this explicitly during the intemwiand describes the reason for this

3] notice that this is a difficult task for th@atformprovider. On the one hand, as a customer

| want to invest in a modern, innovative, futardented product and company because |
associate it with investment afuuture security, but at the same time | don't want a provider
with too much pioneering spirit, because | somehow associate that with financial
uncertainties. If the provider seems too playful or puts too much on the wrong card, that's not
good” (F). The satement ofintervieweeM even increases the complexitjAs a platform
provider, | also have to convince my implementation partnersny scaling leverFor them,
technological attractiveness is probably important so that they ultimately recommend the
solution to their customers. The technology used should be perceived as modern, which is

often associatedith a positioning as a pioneéi(M).

As another key success facttre integrabilityj.e. the integrative ability of the platform into
other systems, is of central importance for the successcofmenerce platform provider
business models. Particularly important in this context are interfacésrtexample ERP,

CMS, PIM, Business Intelligece Bl), fulfilment, payment and MAM/DAM components

already in place at the customéEspecially for us as a B2B company, the mapping of business
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processes,e. the smoothintegration of the shop platform into tlegistingvalue chain, is an
essential tpic. | don't want tostart from scratchi.e. replaceor adaptall my existing systems,
but need software that can be embedded into my environ@émourse, the platforr§
interfaces, open and modular interfaces, are crucial hék). Here thepositiveimpactwith

the previously identified success factor of adaptalidtigt is in turn related to the modularity
and openness of the softwailso becomesbvious Participant] alsdinks thisaspecto direct
usability: 3, GHD OO\ WKHUH DUH bBbr@adédtan@GardSautidpsiiatRonbket he \
shop system outf-the-box with my existing systeaomponents like ERP, PIM or logistic
systemsopr is able to connect to interfaces from existing contractual partnect) as my
payment service providerhis is especially important so that | don't incur too high costs,
especially at the beginning, and so that | can get started quickly and see if the project works
(J) The latter statemeshowsthat the success factoriategrability supports earlier findings,

i.e. users of eommerce platforms expectastsensitive platform solution in order to get to

market quickly and scale up their business via the platform as needed.

As described ilsectiorluz.l.él the shop system is at the centre-cbenmerce platform provider

companies. However, there are certain functionalities in the B2B area that are considered
critical to success. On the one hand, it is important that the solution is alsetenatit
capable: 3Multi-tenant or also shogn-shop solutionsare crucial where | have the
possibility, for example, to display different country or group companieseXample, | can

also set up different product or brand shops, which can also differ in layout or be aimed at
different customer groups, but which | can still bring together again in a central channel. |
definitely see this as an extremely critical factar $access (V). IntervieweeR continues:
3Especially for us as a B2B wholesaler with many subsidiaries, the central administration and
control of our offers via whittabel shop solutions or shdpnantsis a very good possibility

and of immense importanc®f course, this also creates significant efficiency advantages,
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while at the same time we retain the necessary sovereignty as headquarters and receive

important digital information feedback that we would otherwise simply never réd@&lye

Furthermorethe results of thisesearctshow that the possibility to create and manage content

is also an important factoglt is also of central importance that I, as a company, am enabled
to design landing pages or campaigns. Especially because the platformdafidie data

you need for this and the shop is therefore a very suitable fixed point for creating the desired

content’ (E).

Other success factors are the payment process and, linked to this, the payment in particular
Participant T explains why this ifé case 3For me, a success criterion is that the entire
payment flow functions smoothly. Of course, this is particularly critical during the payment
process, because it is not only the buyer who quickly loses patietrostand you as a shop
operator $mply do not present a good imagér). In this context, tiis remarkablehat the

number of clicks required in the payment process is also rated as relevant to success in the
B2B sectorwhereas this seemed to be more relevant in the B2C sector with regard to emotion
driven impulse purchaseglt is absolutely important thahe checkout can be completed
quickly and with just a few clicks. In my private life as well as at weagk,| don't want to

enter my data again and agairU).

An intelligent searctengineto quickly find information relevant to the purchase is also
idenified assuccess criticallt is interesting in this context that B2B companies not only
consider search options for physical products to be critical for suc®éss:always need a
powerful searchthat is integrated inteheplatform, not only for physidatems, but also if you

offer digital goods, where people tend to search for contgit Furthermore, it became very
clear that in the context of search, personalisation is also considered critical to sictess
underpins the necessity of intelligenicerelation to the search functionality of the online
platform 3If the search component knows what products the customer is looking for and can

interpret this information, then not only should the future search hits or suggestions become
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more personalisedbut also the recommendation results closely connected to the seaych,
relevant for upselling or crossselling” (K). Moreover, he topic of personalisation does not
only refer to the search, bemables andulminates ira form ofartificial intelligence(Al) that
includes the entire shop behaviodtf not only the searclkomponents intelligent,but the

entire shop system is &bto learn from the customer about the customer by means of
collected usage data, it should also be ablastonomouslyredict very accurately which
articles or contents are relevant for the customer or which shop layout and design is displayed
appropiately for him- this very individual treatment of the customer definitely represents a

success factor(S).

Customerspecific pricesuild anothercritical success factoelated to ecommerce platform
functionality. However,this is not related tartificial intelligence per se, as the individually
negotiated prices are usually maintained in the ERP system and thus simply have to be
presentedby the ecommerce platformafter the customer has logged into the shaterviewee

E explains:3In the B2B segnmd, there are usually always specific price configurations. If
individual discount or price lists are stored, it is important that these are also displayed
correctly so that the customer can find his way around thi@h Participant? underlines this
aspect and connects it with the integrability of the shop platféhnis very important to also
guarantee connections to ERP, CRM and PIM systems from which the inforraationided

The customer should simply feel personally adardsHe should see his prices that are being

negotiated and his discount levéldP).

Another importanespects that customers can manage their own structures independently.
This is particularly relevant in the case of several purchasing hierarctigs: extremely
important that larger customers in particular can independently determine which of their
employees are authorised to do certain things or not via an existing rights and roles system.
From order value limits to the assortménfl). Closely reated to this are also approval

procedures within the purchasing processnsvieweeO underlines.
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Other functions identified as critical for success that-aoramerce platform must provide

are quote request, quick order and recurring order optiRarscipantA summarises this as
follows: 3Especially with complex and adviggensive products, request for quotation
options are particularly important. | definitely want to have the chance to talk to the customer
before the purchase. Quick order optidnshe shop are also of central importance. Long

time customers of ours in particular already know the item numbers by heart and want to type
them in manually without any detours and then order them. Last but not least, we also have a
lot of customers whknow their demand for goods very well and order their fixed quantities

at regular intervals. Of course, it is a great added value if the customer can create recurring
orders and these are then automatically sent to(@9. The latter aspect, however, uigs

that both quantity and order interval are manually specifiegdrvieweel also describes the
importance of intelligent, demaratiented orderséParticularly for our customers in the lloT
environment, it represents immense added value when machingarts themselves
communicate with the shop system and report their consumption or wear, so that the shop,
enriched withappropriateintelligence, is able to trigger corresponding orders automatically
and demandbriented. In the sense of predictive mamance, proactive maintenance and
servicing of systems, machines or processes is thus possible. For example, an employee can
be instructed to replace a component if it is worn out but not yet defective. Downtimes can

also be significantly reduced as a udts (L).

Finally, with regard to the -eommerce platform itselfuser experience (UXith the
associatecspects of usabilitand dook and feel must be mentioned as critical to success.
User experiencand the reason why it is importaataptly characterised hgtervieweeF as
follows: 3The ecommerce platform must be intuitive and easy toiuesdt, must ultimately fit
my work processe€f course, the presentation of the user interface also playsportant
role here.All this supports a positive user experieniog, helps tagyeneratepositive emotions

in the user whileénteracting withthe application At the end of the day, it has to be more
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pleasan or conveniento order through this channdf it's easier for me to pick up the phone
and order through it, | won't use the shop for thEtis applies not only to desktop variants
but also to the handling on mobile device¢F). This clearly shows that positiveuser

experiencds alsoimportantfor the topic of multi- or omnichanne(sectior] 2.1.1, which is

why ecommerce platform providers should consider mefiite development approaches.
ParticipantU underpins the lattestatementof interviewee Fand also relates it to the
performance of the shop in terms of loading tim#sis absolutely critical that | quickly get

to where | want to go in the shop. That | cahtgehe desired article as easily as possible and
with just a few clicks. The performance of the shop also plays a role in the end. Nowadays, |
don't think anyone wants what feels like long loading timesgardless of whether it's a
commercial or privaH V K@ This demonstratethat UX comprises more than a modern
and chic look and has to be interpreted individudiiythis context, participant Q describes a
noteworthy aspect foreommerce platform providers to consider related to the success fact

of company or industry specific§Know your target group and offer the best siptgtform

for them and their customers. In my view, it is hardly possible to try to do this across all sectors
or in a generalist way nowadays, especially since competition in the long tail has become
incredibly strong (Q). IntervieweeT also emphasises thisiccascritical factorandextends

it to the importance to understangthee- FRPPHUFH S O DAdstdrrids 3K deeldivg V
factor for success is certainly when the platform provider knows exagtlgustomer's
behaviour and way of working. That is the daa factor which also influences the user
interface of the platform think that is also the reason why many people order from Amazon
and not from other shop platforms. Although others can also have a whole range of good
products- whether commercial gorivate. Ultimately, someone has to recognise what makes

WKH PDMRULW\ RI WKIYl WDUJHW JURXS WLFN’

This forms the bridge to another key success fabtarrevealed from théata analysisThe

majority of the participantsinterviewed not only describe g@ood industryspecific user
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experienceas critical to success, but also the delivery ofaftthe-box industry solutions as
standard, which in turn already contain special industry specifics. It is remarkable that in this
context the demand for individual flexibility and adaptability is dasirey. The reason given

in particular is that a suitable industry standard solution can reduce project costs for individual
adaptations and also improve the titoanarket: 3If | am provided with a shop that fits
perfectly for me and my environment and edready map a large part of my indusiand
businesspecifics and the associated functionalities, this is definitely a decisive success factor
for the platform provider. Of courséwill still need some customisation at some point, but
thisnotonlygs iV PH VSHHG EXW DOVR VDYHV(B.Hhi¢ RidétpibhQ LWLDO
not only the described findings in relation to project phases ofthenenerce platform users,

but also reinforces the tirte-market aspect. Moreover, it indicates tBaaSapproaches that

are less customisable but more configurable calddprove beneficial in early exploratory

project phases, Platform as a Serv{@aaS)with full customising capabilities in later

exploitation phased.he differences between SaaS and Raa8escribed in sectigh.1.2

Another key success factor mentioned in the context of the value proposéfmesents a
holistic support by the lptform provider. This is associated with the platform itself, its
operation providingupdatesand maintenancén this context, it is important to note that also
the direct involvement of thelatformprovider in the sales process as well as in the gbaofe
individual development and consulting services by agencies is desiadthough not
necessarily as a general contradBarrticipantP describes the positive impactttepreviously
described key success factdrsecurity 3l think it is important not to always talk only about
the platform provider and the associated solution agericywant to have both at the same
table, not only during the sales process but also and especially during the customisation work.
For me, this gog hand in hand with the certainty that the quality is right in the end and that
nothing isimplementedn a way that was not actually intended by giatform provider No

developer certification at the agency changes that eitlie). IntervieweeV reinforces this
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even further:3If the platform provider had not explicitly promised to accompany our project

directly, | would have opted for the competitiofV).

In this contextthe identified overarching aspect of commitment plays a particularly key role,

which can ultimately lead ta sustainablend trustful relationship3What is important to me
overarchingly is the commitment of the provider compahf ODWHG WR DOO YDOXH &
(T). IntervieweeA adds an importanstatementwvith regardto this aspect:3Regardless of

whether the platform provider or one of fiartnerspromises things, be it on the website or

in a personal conversation, that one of the two then cannot or can only partially keep, the
relationship with both will then in ancase not be very successful and probably only short

lived. As unpleasant and costly as such a change of supplier mayT)eThis not only

demonstrates the importance of suitable key partners (setﬂo? but also highlights

connection poirgto the LustomerRelationshig”™ D Q GKID Q Qudilding bloclks (section

4.1.3and sectiojt.1.3.

Figure 26| summarises the results and thus the identified key success factors, which

complement and reinforce each other, as well as their interrelationships in the context of the
Walue Propositionsf EXVLQHVYV PRGHO AEtKd 6a@hé Qrie, BlsRprdVides
information on what -@ommerce platform providers should consider in ordemiolément
successful value propositions that reduce or solve the identified problems of the target

customers and satisfy their neede structure is based on the final template structure as

described in secti¢8.6.3
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Figure 26: Value Propositions +tKey Success Factors
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4.1.2 Channels

Figure 27: NVivo nodes tchannels

This section analyses and interprets the results of the interviews conducted with regard to the

K & K D Qipgih@sg fhodel building block, whichdescribedn sectior[?.2.2

In terms ofpublic relations PR), press releases, trade journals, but also statistics and market
reports such a&artner(2021)or Forrester(2021)are considered importan?in the Gartner
quadrant, there are currently about Escommerce platformproviders. If I, as a prospective
customer, have the opportunity to choose one of them, thendelgtitoneof them. That is
already a factor that is very important, especially in the early selection pro¢@ys Of
particular interest is the rationale thdt's information that not only-eommerce directors
understand, but it's also very good to presenhédxecutive board to demonstrate how it's

valued and viewed from another perspecti{e).

In addition, participation in important trade fairs or specific industry meetings is seen as
critical for successéIf | am interested in the topic adigital commercégj|l can no longer avoid
relevanttrade fairs. If | present myself well there aplatformprovider and las a visitorcan

get an impression of the people who work there, that is incredibly valuable foWhem |

leave the traddair, | will take a closer look at their websitdM). ParticipantO further
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explains thatif | then also meet the@mmerce platform provider at certain industry events,

| also assume that they already understand or want to understand my business and my
industry” (O). Particularly during an ongoing business relationship, the interview participants
consider it particularly positive that the provider itself ensures regular exchange as a networker
and intermediary for example by organising focus groups, think tankselforganised

events

As far as the provide§ online presence is concerned, references and case studies in particular
are seen as critical to succe8s.l , FD Q “HdwnzZbhpahies as a brand on the website,
including their success stories withe platform providerg.g.via case studies, then | also
know that it is a very experienced providdrso many other companies, which in thest
casescenario | even know from my own industry, are backing the company, it can't be a bad
company inprilFLSOH DQG , ZLOO WD M Imereddrfg VhHHis staReRéit B W LW
the renewed reference to one's own industry, wimtdrvieweeH further emphasisesit is
totally important that | see projects or examples from comparable industigesee which
challengs emergedSo,| can benchmark or have a direct comparison coming from a similar

or comparable context(H).

With regard to the internet presentieetopic of search engine marketing (SEMgluding
search engine optimisation (SEQO) and search engine advertising (SEKY identified as
critical to success, as it has an immense influence on the findabditihe visibility of the

platform provideU V { &b@mgany website and ultimately generatingvebsite visitorsi.e.

new prospectdn connection with this, the online presencekeyfpartnes (sectiof4.1.7) are

of course also important, as these not only further improve online or search engine visibility

but also act as importal#adgenerators.

The platform provider§presence on social media platforms is also becoming increasingly
important. Still controersially discussed, the results of this research nevertheless show that

LinkedIn in particular is currently becoming more important as a platform for the companies
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surveyed in the B2B environment. In the context of theparehase phases, it is interegtin

that the relevance for decisionakers is rated as low, but they are influenced by impressions

of their buying centre colleagudarticipantC explains:3Social media plays a role for those

who work with it, not for those who make the final decisiorveNBeless, decisiomakers

usually act on the basis of recommendations from their colleagues who use these channels
more intensivelye.g.from marketing, consultants or other specialist departments. Thus, the
topic becomes relevant agdi(C). The imporance is further illustrated by Participant V

making an important link to the recruitment of top talent, whictiéstifiedas successritical

in sectiond.1.q 3Social networks are not only interesting for sales purposes, but are also a

figureheadfor e-commerce platform provideend serve as a recruitment tod(V).

Possibilities for customete get an impression tfiee-commercelatform was also identified

as critical for success. On the one hand, it is important for potential buysstbhe product

in use and even to be able to try it out themselves. It is therefore not sufficient to offer only
uided” demonstrations of ofeeown shop system or of customer reference shops, but should
also provide freely usable demonstration environmentpdtential customerand relevant

key partners According tointervieweeE, this is of central importancébecause in the
decisiormaking process there are also people who are certainly not familiar with the
environment down to the last detail. A visual presentation of the everyday application is
therefore absolutely important. Especially because gdatform provider you have the
possibilty to show that you have already implemented more requiremefitspecific

importance to the custome(E).

Self-service approaches are identified as critical to success both before and after the-decision
making or purchasing proces&articipant] explans: 3The ideal case would be if the platform

is so good that | can get very, very far out of the box myself. When a lot of things are virtually
selfexplanatory (J). Related to this is therefore in particular good documentatomth for

platform users and for developeror FAQ and portal areattervieweeK calls this Self-
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enablement and explains further:3When questions arise, | want to find the relevant
information as quickly as possible, without having to search in some antiduai&tbt from

the year 2000 (K). Another critical factor for success in this context is the establishment or
existence of a good user and developer commusiifyyou have a goodnarket sharga
community can form in which you have the opportunity toaxgh information quickly and

asynchronously, both as a user and as a develofy.

Another interesting finding of this research is that newsletters are explicitly described as
relevant in very few cases, but in those they are a success factor foases pfter the buying
process: 3SNewsletters are relevant for me when | receive information in them that also
interests md,e.they are not too generic or salbgavy but contain relevant industry specifics

or use cases or at least have a clear connediothem. Then | also like to look at that and
consider it absolutely importanfThe latest but for me completely irrelevant platform
extensions in a standard newsletter where | know | am theR@&andth person who has

received exactly the same text tbkQ R VH)Q VH’

With regard to the personal contact channel, the classic means such as teleptohejdeo
conferences or faem-face meetings are particularly critical to success. Even in the early
research phases before the purchase, it is imupftr B2B companies that they can contact

the platform provider via the channels they are used to. It is interesting that this is not only
done to compensate for online research or information gaps, but also to reinforce their own
sense of security®Thedecision for @ ecommerceplatform provider is usually of a lorg

term nature. | want to make sure that it is the right decision. Getting answers to questions by
email is of course immensely important, but | simply feel more comfortable when | also know
that | am talking to a competent person on the phone and | get the feeling that he understands

me and my business, even if it is subsequently implemented by another gggncy

The further the selection process progresses, the more importadirélstspersonal contact

becomes, which should then also be individu#or me, this manifests a picture of how
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successful my project can be in the end. If the platform provider already makes the effort in
this phase and engages with me individually, peatlg, and you realise that you are not just
one number among many, then that is already an important sig@al In this context,
intervieweel. explains that3the response time is also a critical factor for success. If | have to
wait 3 days for an emadnquiry or no one picks up the phone all day, that is very critical, of

course in a negative sensf.).

During the purchase decision process, the personal meeting on site is a key success factor:
3Ultimately, you want to look people in the eye and kn@aetixwho you are doing business

with. After all, it's supposed to be a leteym business relationship, so a faoeface meeting

gives a different impression than a phone call, email or video conference. | also want to see
how the provider and the implemtation agency appear togethHe(G). Participant P
formulates the importance of the joint appearance as follSlmsant to have both provider

and agency at the same table and discuss this whole issue with both of them, even further after
the purchase désion has been made(P). An important finding in this context is that the
competence of the implementation partners involved has a clear influence on the evaluation of
the platform provider:3If the project does not run satisfactorily, it can be due te th
incompetence of the agency or an unsuitable product. In both dasesgputation of the
platform provider suffersAs a softwarenakerprovidinga complex technical product that
thrives on scaling through partnergyu must also be concerned about emguthe quality of

\R X U S D NV Rodthis/reason, it is advisable for platform providers to work closely with
theirsucces<ritical keypartners, train them and accompany them to the customer, otherwise
this can have a negative impact on their own brand. Thus, business partners of the platform
provider also represent an important and suecatisal channellntervieweeC formulates

this as follows: 3| think the most central channel forpdatform provideris that he looks for
strategic partners for his business, with whom he generates and presents successful business

together. In other words, | believe that recommendations of these &sigiadners is a key
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success factor for -eommerce platform provider companiegC). So, this builds a

bidirectional relation between the building blocks pfey Partnersf(section[4.1.7 and

U Bannels]

From the insights gained so far, it is clear that individuality in the context of customer
communication and thus personalisation across all communication channels plays a decisive
role for success arebpecially for the customer experienéln the end, the experience is the
decisive factor, which receiveacross all channels. However, this is only possible if one
responds to him individually, holistically, offline as well as onlir{1). How this canbe
achieved or supported is formulated, for example,phyticipantL: Customerspecific
communication, and by that | don't just mean the form of address, but above all the content, is
of course incredibly difficult as a generic platform providEncusing on specific target
markets or verticals combined with technologicéiligence and a central database certainly
VLPSOLILHN. @hkhe@de/Handhis in turnunderpinsthe successritical aspect of

specialised industry targeting or verticalisation focoenmerce platform providers as

described in sectigd.11jandalsoshows that offline and online channels complensemd

support each otheiOn the other handthe reference to centralised data storage and the
emphasis on the importance of intelligent technology to be able to provide individualised and

personalised conteatso provides indications of the benefits of cleedvice modelgsection

1.1.73 that allow centralised data access for the service provider from a technological

perspective.

In summary|Figure 28| illustrates the insights gained and thus the key success factors

identified. This provides e&ommerce platform providers with a guideline for considering the
identified key success factons the context of the building block ofthanneldjand also

represents suitable basis fanarketing andales activities
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Figure 28: Channels +Key Success Factors
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4.1.3 Customer Relationshis

Figure 29: NVivo nodes tcustomer relationships

With reference to the customer relationship (see se Etizﬁ between e&eommere platform

providers and their customers in the B2B environment, further interesting findings emerge.

B2B companies consider the aspect of strategic partnership to be critical to success in this
context.IntervieweeC explains how he imagines such a parship: 3The platform provider

should try teestablishits customer relationshipgsnalong-termstrategic levellrrelevant one

off transactions make little sense for the provider in my view. In a strategic partnership, the
provider should then also bergtturally and economically in a position to let insights
identified as strategically relevant for him from his relationship with me as a customer flow
back into his own product. | don't want to pay for this return flow in full, but I am happy to
subsidisat. It should then definitely pay off for the provider with new customers and projects.
As aplatform user | also benefit, of course, because these parts that are fed back into the
platformare then part oan adjusted and optimised product. For example, features that were

developed especially for me in the project may become the product standard or areas of the
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software may be improved in such a way that it has a positive monetary effect for me in terms

of further development. (C). This implies that the platform provider should not only
concentrate on pure product sales, but also needs @dongand regular direct connection to

its customers in order to ensure a custeositred and marketriented furthedevelopment

of its ecommerce platform.7KLVY LV XQGHUSLQQHG E\ WKH IDFW WKD\
technology and business must take place both in the transfer of strategic ggpiesd from

customer relationshipsback into the product and in thertext of sales.

Thefindingsfrom sectiongl.1.land4.1.2show that joint customer care by the provider itself

and its solution partners across all phases is a critical factor for sukccéiss. context of
customer relationshipsinterviewee R directly formulates interesting constellations of
cooperation:3Basically, | just have a better feeling when hatform provider is on board,

by that | don't just mean in the initiation process or with a sales fecgghrough good key
account management, but in the context of project implementager. several possibilities
here,e.g.that the provider acts as general contractor and thus provides a project manager or
a consultant. The majority of the development team can then come from the solution partner.
If the solutionagencyis leading, | would like to see a few people from the provider
accompanying the whole thingt least on the technical side. This increases my trust in any

case and | know that we are not blocking anything for the future with regard to the platform

(R).

ParticipantM underlines this anddds an important aspebiat isrelated to data acceasd
proactivity. 3l don't want to perceive the platform provider as a flash in the pan who provides
me with his software once and then no longer cares about mbesdccess of the platform.

If WKH SURYLGHU(YV FXVW R ¢ahindt UniyFdgtiarly sty @éal rhypPgdlQidn
agency how my business is developing viaomine shop but can also make targeted and
proactive recommendations on development piatettten that is an important success factor

in any case. | think the prerequisite for this is mutual trust, depending on the operating model.
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In the case of cloud models, the relevant data is typically already available patifierm
provider; in the ase of ompremise solutions, thehop usemust grant access and disclose

WKH GDWD W (). Qd/ itsbaulth® ngted thabperatingthe ecommerce platform in

the cloudis not onlyable to supporthe approach formulated in sectjdri.lfas a SaaS and

PaaS solutiomut alsoprovides the possibility to collect sufficient data that camused for
datadriven selling and consulting approache or be interpreted via machine leang
algorithms thaevenlead to Al solutionslt also underlines that it is absolutely critical fer e

commerce platform providers to have knowledge of the customer industry and the client

business, as the results from secpbfh.l and|4.1.4 show. Participant T links this to the

important aspect afustomer centricity® <R X Z L O GuBc€s6rlinkhd long term as an-e
commerce platform provider nowadays if you are also directly in touch with the customer and
place him at the centre of your businegSserarchingly, he customer and his businessstnu

EH XQGHONVWRRG"

A fitting contrast to this is provided by intuitidmased sales approaches, which, if poorly
implemented, have a negative impact on the customer relationship, as described by interviewee
) An ecommerce platfornprovider should definitely not give me the feeling in every
conversation that it is purely a sales evertat is certainly one of the biggest mistakes you
can make as a providér(F). Participant V underpins this aspect relating this to concrete
employeerolesandthus give useful hints to achieveébaneficialrelationship 3Sales people

as key account manageos consultantswho | notice have no idea about my business and
constantly want to sell me irrelevant things definitely do not lead to a partnership of equal

P X FK WW XReémarkablen this context is also the statemenirdervieweeA, who links

this aspecto companyguidelinesof ecommerce platform provider§So if my success is only
linked to shortermsales then as a sales employee | naturatiake sure that | also close this
oneoff sale with all the means at my disposal. But if it is more important to make customers

happy in the long term, then | have to create otfmreralconditions as a compariyA). It
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is therefore advisable for@mmerce platform providers to align their targets for individual

employees with customer satisfacti@ectiofd.2(deseibes which performance indicators are

suitable for monitoring the identified success factors.

Thefindings ofthetemplate analysifrther show that in the context of a leteym customer
relationship, personal contact is absolutely critical to suc&ssticipant O provides a useful
guide that can be considered bga@mmerce platform provider$On the one hand, the way

you meet is certainly decisive. From my point of view, you should always meet at eye level and
also be able to admit mistakes or thinthat didn't go so well or communicate openly with
each other, which allows both of you to develop together. This development certainly has an
influence on the quality of the work done. Both sides must have understanding for each other.
If I can't do thd, it's probably the wrong-commercelatformprovider” (O). Resulting from

this, it is recommendable that@mmerce platform providers ensure tbatployees who are

in contact with customers have sufficient empathy in any case.

Furthermore, the results of this waskvealthat a cultural fiis critical to succes®Rarticipant

I informs how to try to achieve thign several levels®A compatible value and cultural basis
between the companies is certainly a success factor inothtext of a successfalistomer
relationship. Whether this can fit in the end depends on several factors, above all on language
and cultural proximity, which can have an impact both on a personal level, for example within
project teams, but also @ompanylevel Operationally, | think it is therefore very important

for ecommerce platform providers to check whether the contact person, espiecialbales
oriented departmentss a good human match for their counterpart on the client side, as

an exteme examplen company levelf you as a European platform provider company are
doing business with elientin Asia, you should inform yourself very carefully in advance in
order to respect the cultural characteristics of the custonfBr Participant. underpins the
importance angrovidesa good example to illustrate When you have different views of

EXVLQHVV \RX SUR E D E-@\mzZéaqofhstipk Brplé eRar@pQflone company
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pays a lot of attention to the environment, but the other dogsooner or later there will be

differences. This is fundamentally not a good fit/

In addition to sales and consultirggoodvendorsupport is considered critical to success in

this context. In particular, a personal contact person, fast response and reaction times as well
as 24/7 availability are decisive factord: need a reliable partner, as | place my entire
transactional businesm his hands. In addition to contact persons at my solution agency,
vendor support is of course also incredibly important, from whom | am ideally informed
proactively or who even gets in touch before technical problems occur. On the other hand, |
may haveurgent issues that | need to discuss with gleform provider If | don't reach

anyone then, that doesn't promote tru@).

It is also noteworthy that seriousness is seen as a key success Hamt@ver, since
seriousness is a matter of external pption, it is interesting to take a closer look at this
aspect. In this contextapticipantM explains interesting correlationg§Seriousness ofrae
commerce platformrovider is very necessary, especially in the industrial B2B sector. By that

| don't just mean that you stand by your words or act sustainably, but also that you have a
seriousor conservativappearanceThis also includes an eloguent vocabuldmecently had

a meeting with a platform provider together with one of their implementatidngar In the

end, we just couldn't take them seriously, it was all too flippant, too youthful, too pladtil.

doesn't come across as very compesert trustful” (M). This shows, adescribedn section

4.1.1 that positioning issues within the B2B market is not easy and requires a lucky hand.

Overall, resulting from previous findings described in this section, it becoimgsusthat

trust plays &ey role regarding the customer relationship. Interviewee N summarises this as
follows while identifying thefurthersuccess factors of solutiarientation and commitment

3 8OWLPDWHO\ D VXFFHVVIXO UHODWLRQVKIeGohdVlekeD ZD\V ED
Finally, it is always about people. Also, a positive relationship builds up further trust, which

develops over time. If | hawesolutionoriented, proactive partner and contact person at my
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side who understands na@d whose statements | cegly on then all in all this leads to a
mutual relationship of trust that becomes stronger and strorfiderse aspects adefinitely

succesgritical * (N).

In structured form, the followindiagrammatical presentatiari key success factors and their
connections in the context of the customer relationship as a building blockarhmerce

platform provider business models emerges in summarE(gaeeSO . It also illustrates what

e-commerce platform providers should consider in order to implement a successful customer

relationship.

Figure 30: Customer Relationship +Key Success Factors
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4.1.4 Revenue Streams

Figure 31: NVivo nodes trevenue streams

In the context of theu &venueStreamV Kuilding block of a business model ctemmerce
platform providers, furtheimportantkey success factors were identified. In addition to the
productside sale of the shop platform, consulting services are seen as critical to success
IntervieweeD formulates this exemplarily as followslf | want to sustainably exploit the full
potential of mysoftwareplatform, then | want to be advised directly by thétware maker

and speak directly with him. For me, that is absolutely critical to success. Of course, this can
and should be done together with my agency, which then implements the whole thing for me
later on” (D). Consequently, correspondingnsulting revenue streams can be generated from

this.

The latter statement underlines a close relationship betweemmerce platform providers

and their key partneigl.1.7). In this context, aothersucces<ritical revenue stream results

from the providef partnershifin particularwith solution agencie®articipantC explainghe
reason why 3, P S O H P H QavthBrs\wedRe@ent an important levier scaling the provider

businessOn the one hand, they distribute the platform and place the provider brand in the
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market; on the other hand, they generate their own immensely large revenue streams with the
platform by offering individual developmentrgices As a provider, | have to traior
empaver these partners and keep themtogdate with information also so that | do not
damage my brand and my reputation as a provider. For this, | can and should definitely charge
something as @rovider. | am thinking of consulting fees and annual fees that are basically
paid by implementationpartners” (C). This clearly showsthat consulting servicesare

importantfor clients as well as fdtey partnersof eecommerce platform providers

Anothersucces<ritical revenue stream that can be generated from the provider cofhpany
partner network is commissisrinterviewee K clarifies how this can be achievéispecially

in the case of functional extensions that are integrated into the platformeaoraginally
delivered with it and generate revenues in which the platform provider does not normally
participate, it certainlyis immense successitical for the platform provider to receive
commission revenues. | am thinking in particular of payment service proVikkeiBaypal,

Klarna, or Aipay, for whom the platform represents the host, so to speak, that distribates
payment functionality in the marKefK). IntervieweelL addsanother possibility to create
commission revenuesif the provider were to make a platform, a marketplace or app store
available through which all partners could present, market and offer for sale their developed
e-commerce platfornextensionsthis would definitely also be promising and offer another
possibility to participate in the sale of the extensions. This not only finances the operation of
theappstore EXW DOVR IXUWKHU VXSSR UW.Yoweker apRsofes sV LR Q E
a revenue stream are currently the subject of controvardiis context, participant T explains
important aspects that should be taken into accbynecommerce platform providers
3Unlike a few years ago, app stores should be seen as a strategic component that does not
immediately generate revenue, but rather pushes the ecosystem's commitment to one's own
company and further expands it. Apple recently reduced commissions by laqlp forakers

that generate less than $1 million in revenue per year. Of course, there is also increased
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pressure from regulators at the moment. However, the implemented measures are a great
incentive for app makers to develop their apps and offer them apthstore, which generates
added value for customers. Moreover, this measure is a clear signal of strength to competitors.
| am sure that @ommerce platform providers will soon follow this approa€h). The latter
prediction was already confirmed in y@021, when @ommerce platform provider Shopify
announced it would reduce its commission income to 0% and only charge the app maker 15%

commission on revenue from app sales that exceed $1 milli@results so far in this section

highlight the importace of key partnerships a working ecosystemhescribed in sectigh.1.7

and4.1.3

Furthermore,the findingsrevealthat several options for generating revenue streams via
product distribution are considergdportant On the one hand, the atime licence model is

seen as critical to succed3aticipant F justifies this as followsand provides a valuable
explanationreflecting a typical capital expenditure CapEx) view: 3A onetime licence
amount an upfront investment so to spekplannable for me as a customer and | can show
the costs as fixed assets. If | have no financial worries and am convinced of the provider
solution, this is the best solution and absolutely also a key success tiatatly, | receive
manufacturer supgb and updates via a small maintenance fee, which | then have to install

either myself or via my implementation parthéF).

On the other handowever, fixed monthifeesor adaptabl@ricing plans are also classified

as relevant to succesktervieweeJ providesan interestingreason for this 3With fixed
monthly cost models, | simply have the feeling that the platform develops better than if | only
pay for a ondime licence. Of course, that's just a feeling, but it's still very relevant for me. |
always think to myself that with oséf transactions, the provider doesn't care about me
afterwards, because he has provided his service for me. With monthly models, there is an

ongoing connection between me and the provider, so to Sg&pK his again underlines the
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need to be in regular direct contact with the platform provider company as described in

previous section 34.1.1‘ 4.1.2and4.1.3.

ParticipantF builds the bridgeo ongoing pricing modeland emphasises the necessity of
integrated flexibility: 3Monthly price models should definitely be scalable upwards but also
downwards, so that | remain flexible in terms of costs in any case. For example, | might want

toswitthtR D ORZHU FRVW SODQ LI, UHDOLVH WKDW , FDQ JHW |

(F).

Furthermore, performandsased pricing models, although controversially discussed, are
identified as a success factortervieweeG formulates an interesting aspeatphasising on

the aspect of cost predictabititylf | am convinced of my project, therdd not want the
provider to simply participate in my success. That's why | don't want any price dependencies
on turnover or users on the platform, also because | get a fuzzinassTi@O calculation.

The ability to plan or predict the costs is certaialpig success factor hetrd€G). Participant

T supports this and explains thtaie aspect of simplicity in terms of the pricing model is
crucial: 3Purely turnoverbased price models are difficult because the provider does not know
my product margin at allt could be that | only have a 2% margin on one product and 200%

on another. That gets complicated relatively quickly. But a pricing model has to be 'simple

M.

On the other hand, there are various advantages, explained by interviewee H:
3Transacticmal fees that are capped are absolutely critical for success. If | establish a shop
and don't generate any sales with it, the costs should be as low as possible. That way | can
simply try it out in the early phases and don't immediately have high codts.| Amen achieve
significant sales, the costs can also scale up accordingly, so that the provider also has a
motivation to advise me well or to make sure that his solution partners do a good job of
implementation. However, there should of course alsa tog-out. Because if it goes beyond

one point at soméime the relationship between effort and benefit no longer fits with the
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provider. Just because something was implemented well some time ago is no justification for
earning an unlimited amount of meyi (H). The relation of payperuse payment modelgith

early project phases is also interesting fzeve should be noted

From the price models mentioned, another dimension arises in the sense of corresponding
solution approaches that candmmbined with different price models. In particular, cloud and
on-premise approaches are identified as critical to success. While wjiteorise operation

the software solution is installed, operated, secured and maintained on the servers of the
customer§ data centregloud solutions are operated on the provEleide and can be used
web-based. They thus form the bridge from CapEwrgerationalexpenditure (OpEXx) for-e
commerce platformusers This alsoimplies why recurring pricing models are usually
associated with cloud approaches anepoamise solutions with a oradf payment which is

clearly reflected in the accounts of the interview participants in this stalicipantS
explains in this context when gremise approaches as8ll mandatory:3Iln our company,

there are group requirements and guidelines that we have to comply with. That's why we have
no choice but to run everything internallyS). Nevertheless, there is a clear trend away from
on-premise approaches towards cloud modéldore and more products, including-e
commerce solutions, are being offered as cloud solutions. The reason is that manufacturers
generate recurring and mostly predictable revenues and it also becomes easier to work more
datadriven as @a ecommercelatform providerby running everything on your own sjtee.

having easier access to the datdne advantage for the platform users is that they can better
focus on their businesand not have to worry about the operation of the platform with

everythingthat goes with it (D).

In the context of clouthased operating models, two service types have been idetitiéied

represent success factors fes@mmerce platform providers. These g@atformasaService(

(PaaS) on the one hand arffoftwareas a Sevice §(SaaS) on the othdsection1.1.3.

IntervieweeA formulates a verymportantaspect and associates SaaS not only to project
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phases but also to pricing modet®\ SaaS solution is absolutely relevant for success if |, as
a customer, receivenae-commerce platfornthat isalreadyat least 80% suitable for me. In
this case, | save éhproject costs and also compromise on customisaion.me, a SaaS
solution is erfect for easynd fastentry and to tesnyventure in the market at minimal cost.
Nevertheless, there must be sufficient configuration opt&mthat my corporate idehtican

also be integratedPaaS makes a lot of sense for me if | want to retain complete freedom as a
customer in terms of customisability, for example if | have very speaificiighly complex
functional, process or UX requirementsis is also true if have my own development team
that is able to use the tools provided with the PaaS soludomadays, asraecommerce
platform provider, you actually have to offer ba#rvice model§(A). This can be combined
very well withresults from this and previous sectipnberee.g.specialisedndustry solutions
could beprovided as SaaS solutigresg. based odynamicpay-peruse pricing plansgnd the

still fully customisable eommerce platfion solutioncould bedistributed as a PaaS solutjon

e.g. based on fixed monthly pricing plans

Moreover, he key success factor of price transparency emerges, which also supports cost
predictability. 3An open price list is immensely important, so thair clearly see and foresee

how the costs are made up or can develop in the fufhed.is an important key success factor

in my eye$ (U). ParticipantH underlines thisand explains why thidgs important 3As a
customer, | want to have transparency at all times and know what | am payigHerwise,

| just don't have a good feeling and somehow think I'm being rippédHff This shows that

+to support a trustful customer relationshipit makes senseotprovide salesriented
employees of an-eommerce platform provider with an easyunderstand price list when

working with customerand partnersr even publish it on the own website.

The variety of choices of different pricing models is also seenriéisat to success.
IntervieweeA takes up this aspect and explaiflsdefinitely want to be able to choose between

different pricing models, depending on the situation | or my company is in at the moment. Of
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course, this also implies that | would likeswitch to more suitable pricing models over time.

If eecommerce platformroviders try to squeeze customers into a single rigid corset, they will
most likely lose many potential customers before thenrealise it. For example, in the
coming year | nodnger want to hire a separate hosting service provider, but rather be looked
after by the provider from a single source. For this, | would have to switch from mtimane
licence model to the cloud model. But | would also like to remain flexible withiddbd
model and be able tecale and thus choodetween different price plans according to my

needs (A).

In summary, the following picture of key success factors in the context of revenue streams as

a building block of ecommerce platform provider bugiss models emerges (Beégure32).

Figure 32: Revenue StreamstKey Success Factors
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4.1.5 Key Resources

Figure 33: NVivo nodes tkey resources

In the context of key resources, further key success factors emerge thatcoefnerce

platform providers to successfulipplement,align or redesign their business model.

The intellectual proprty of the software,i.e. the ecommerce platform itself, was
fundamentally identified as a success factil the knowhow that is in the platform,e. in

the software and the framework, is definitely a success factor. Without a smartly developed
product, without good usable technology, you will have a hard time in terms of the platform

idea” (I). ParticipantU explains this as follows ambints to the importance of key partners

(section4.1.7): 3Absolutely critical to success is a strong and large ecosysiera,network

of suppliess or complementor@nd multiplierswith whom the platform is then essentially also
developed furthre This business network of course has to be managed appropfiatelya
strategic point of viewwhichrepresents another success factor in my opini@). In this
context, the importance of a functioning ecosystem is further confirmed by interviewiee K

explains the advantages that come with3it WKLQN WKH HFRV\VWHP LVVXH L
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issue. | am absolutely convinced and believe that you don't need to have developed everything
you offer to your customers yourself. On the contrary, you neeécasystem in which
everyone focuses on a certain part of their core competence and contributes their core area.
And that leads to your platform becoming very powerful and very individual. Above all, you
can also scale much faster, grow much faster anafpate other areas and markets much
faster than you can as an individual company on your own. So, | think the ecosystem resource
is the biggest lever you can have, also because that ends up triggering classic network effects
DQG QHWZRUN JH)RIAtMHewde IEHdeSErnbes tiiendamentabasis with which

this can be achieve® $ Q 2 Ssbiuze strategy or providing suitable development APIs is
certainly a good approach to build a basis to generate an ecosystem. I'm not just talking about
development or solution agencies, but also about a freelancer or 'private’ developer
F R P P X @QH).Wdwevertoday, many agencies or freelancers have partnerships with several
platform providersParticipant Fexplains dependencies that arise from:tfia my opinion,

the big question is whether the cliératscontacted thelatform provideffirst and thus usually
determine which platform technology is to be used by thlated agencies or whethehe

client hasselectedan agency firstwith multiple oférings which then usuallyecommendso

their clients whichplatform technologys best suited for the upcoming projécfF). Related

to the latter casanterviewee D adds a remarkable note related to the choice of a particular
SODWIRUP eUde¥dn saM that the client has full confidence in the agency consulted
when choosing thee@mmerce platform software and, in most cases, will not question it at
all. The reason why an agency chooses a particular platform is multidimendianahn
inconming lead on the part of the implementation agency, | do not believe that economic
incentives or agreements between him and the platform provider alone will determine the
choice of an @ommerce platform for customisation projedisat may certainly be ingptant

in the short termin the long term, aither,interpersonal factors between agencies and platform
providers, the match of given client requirements with platform functionalities or specifics, as

well as technological attractivenesasll play a significant role” (D). It can be deduced from
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this that t is worthwhile for providers of-eommerce platforms to focus both on salggvant

product features that are perceptible to customers and key partners in the further development
of the platform, and to push ahead with the further development of theyimgeechnology.

This is usually not directly visible to clients, but is all the more important for agencies and
freelancers in order to customise the platform within the context of their own client projects.
Coupled with a close relationship with thepective network participants, it is thus possible

to build a growing and strong ecosystem.

Employees are identified as another success factor. It is no surprise that software developers
in particular are considered very critical to succéés. a provideof an ecommerce platform,

i.e. as a softwarenaker you definitely need highly qualified employees in the central core
who are able to implement, develop and provide the technology. In other wordsftteare
developers who are able and willing to drithe product forward (I). However, his is
accompanied not only by the necessary kimmaw but also by a certain mindsétthe software
engineerswhich is another key success fact8As technology and its rapid progress is a
driver ofinnovation, specially hose employees involved in the development gbltittorm

must develop an urge to want to further develop themselves but also the product or the entire
company. This requires above all an innovative mindset, but also the spacuatked it
possible’ (V). ParticipantA explains howthis can bepositively influenced 3The key to
success is an opetransparentappreciative corporate culture in which employabsve all
departmentgeel they can contribute, in which it is valuechiéy want to develop themselves,

the product or the companin order b achieve thisa motivating, inspiring anenodern
executive team that leads according to agile values and promotes agile organisational
development is an important success fat{@Y). Remarkable here is not only the emphasised
importance of a modern and empathic leadership team, but also the linked connection to agile
valuesand approaches, which in turn would lead to an innovative mindset as well as to a

profitable corporate culte Interviewee D provides further guidance for successful
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implementation and identifies innovation and change managers as another key resource critical
to success in helping@mmmerce platform providers achieve a mindset that drives change:
3Changes arenecessary to be successful as a company. For many employees, however,
change processes also mean fear and uncertainty, which in turn can have an inhibiting effect.
Therefore, it is very important to have people in the company who accompany these
innovation- and change processes and create suitable structures and processes in the

companyThis is crucial’ (D).

Furthermore, the results of the data analysis show that it is critical for success that all
employeesf an ecommerce platform provideare alignedwith each otherParticipantK
explains this as follows3The entire company has to run in the same direction. If the employees
do not have a clear common picture of the goals as well as the strategic direction of the
companyj.e. they do not know the big picture, vision, mission, you cannot expect good and
useful ideas to emerge(K). This again highlights the importance of a transparent and open
communication culture. Participant B links this directly to responsibilities arelekplains

how this should be implemented and by whoin: order for such a flow of communication

and cooperation to develop, | need a leadership team that not only allows this but actively
promotes it.This is absolutely critical for succestsular thirking, i.e. rigid thinking in
GHSDUWPHQWYV (B HYdikipaRt @refersQdtve latter point and emphasises the
importance of interdepartmental cooperatiéh:is crucial that slesoriented employeesnd
marketeers have sufficient industry ekpseandknow their target customers. Therefoitee
interdepartmental exchangbetween employees from the development department and
employees who are close to the market, who deal directly and daily with clients or agencies
and can feed their knowledfack into the company also succesesritical. ©  * Interviewee

U describes the benefits ofligned employeesan appreciative culture and close
interdepartmental cooperation as followst KH WRIJHWKHUQHVY WKH FRQVWDC

say, between thgeople who develop the platform, who take it out into the market, who lead
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the company. You naotice that this is something common, that this is something pulsating, that
is alive, that is growing, that is moving, that is innovative. In my view, this téiyna

distinguishes a successfulkRPPHUFH SODWIRUP SURYLGHU IURP RWKHL

Of course, salesriented employees havesaccessritical role not only internallyn sense of
information flow backas described beforbut also externally irrelation to the market.
ParticipantE explains why this is the caséJust having a great product is not enough. Of
course, | also have to sell it, build a bridge to the market, so to speak. That means | need a
functioning sales structure that is set ugsirch a way that | can communicate the advantages

or the development of the product positively to the market. Galedand marketingand
consulting that has a deep understanding of its clienédso absolutely crucial for success

(E). IntervieweeH evendescribepossible implementation approaché@darketing in the B2B

areais exciting. The success factor in B2B marketing is rather the preparation and provision

of good cases. That means more upstréaminderstanding the market and the challenge,

so to speak, in order to then provide correspondiage studigswhite papers and other
things. On the sales side in the B2B sector, it is critical to be able to conduct solution selling
and outcome selling in order to be able to respond empatheticalytstry and customer
relevant key figures. It is also important to keep an eye on the contribution margin for the
customer. Whoever is good understands the customer and whoever is very good understands
the customer's customefH). In addition to thespecific characteristics of B2B marketing, this
statement again highlightee importance of expertise in relation to the client or its industry

or business HJ GHVFULEHG LQ WKH FRQWH{WRBI p\& KWW RFHL

SHODWLRQVKLS# fjuidlxg/MdlaQkdi VYV PRG

Participant] also brings up anothienportantaspect by identifying the value of the brand as a
success factowhile at the same timeelating it to employeesthat are important for €
commerce platform providers in order to be able égetbp a successful brandA strong

attractive brand,i.e. a positive brand perception coupled with high brand awareness is
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absolutely critical for successe. for market and ecosystem succé&dscourse, this in turn
requireshigh budgetstop peoplen salesg.g.key account managers, as well as in marketing.

A strong brands also absolutely critical for successide of the companpecause otherwise

| probably won't attract any good people from the labour mark#t Intervieweel. elaborates

on this point even more and explairdf you are attractive as a company, if you have an
attractive brand, then you are also attractive to people. This is not only important to recruit
new top talent, but also to be able to retain them in timg lterm. And exactly the same,
attractiveness also for the key resource finance, namely you have to be attractive for potential
investors, for someone to build it up and the like. The brand simply conveys an incredible

amount to the outside world, sosta success factor(L).

However, not only in order to be able to successfully develop the company brand, but also in
relation to strong competitive pressysarticipant] picks up on the aspect of financial strength

of ecommerce platform providersOn the one hand, of course, | have to be in such a good
financial position that | am also in a position to make investments to further develop the
platform, the brandtechnology and employees, the company. At the moment, you often read
in the press about imstments of millions, sometimes billions, ktoenmerce platform
providers. There is so much speed, so much dynamism, so much pressurecontimecece
platform market that strong investors are an incredibly important key resource. And I'm not
just talking about starups. Even for established providers who are trying to grow purely on
the basis of their own profitability, it will become increasingly difficiilhot impossible, to

withstand this now global competition in the fut(@).

Figure34isummarises the results and thus the identified key success factors in the context of

the business model building blocley Resource§ At the same time, this provides
information on what €ommerce platform providers should consider in ordecréatea
successful basis afompanyresourceswhich sustain e.g.the F R P S DKy fdfivities for

which, in turn,the key success factors are described in the following section
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Figure 34: Key ResourcestKey Success Factors
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4.1.6 Key Activities

Figure 35: NVivo nodes tkey activities

Key activities form another important building block of a business model and are usually

closely linked to key resourcésectiopd.1.9. However, the main focus of thiiilding block

iS on activitiesassociated witlsuccessfulcollaboration, rather thaon resources that can

support these activities.

As already identified in the context of key resour¢lbesoftwareitself, i.e. the ecommerce
platform, is a key success factor. Likewise, highly qualified employees were named as critical
to success, especially with a technical focus, without whom auglatform could not be
programmed and further developé&uthe context of key activitiesgsearch and development

in relation to the wommerce platform was identified akey success factonterviewee J
explains what is important in this conteX®&D does not mean that 200 developers work on
some topic in isolation for a year, but rather deliver new functions at regular intervals as short
as possible. For this, you need developers who want to make a difference, who push for change

and even demandbiecause they are not satisfied with the status getthargymust not exist
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at all” (J). How this can be achieved has been explored in sed;tibﬁ wherealso became

clear that proximity to the clients or to the mardet ecosystelis succesgritical. Participant

G, however, goes a step further by referring to activities rather tsanrcesgmphasising
co-creationof valuewith a focus on the further development of taeommerceplatform
3Basically, you need to be close to the customer or the mdrkat is fundamentally very
important, but today it is no longer enough on its ovs.an ecommerce platform provider,

you have to go so far as to involve both your key partners and your target customers in your
developments,e. to involve them early and regulari8o,you are able to take their feedback,
needs and requirements dirgcinto account in théurther developmenof the platform You

stay relevant for your customers and also for your parthé@). However, ntervieweeM
explains that this istill not sufficient and emphasises on another suengtssal keyactivity:
3Despite all customecentricity,| sometimes have to look away from the custoifigere are
certainly technological or other developments and trends in the market that may not seem
important to the customer, but are absolutely relevant to avaodt manufacturerTherefore,

it is extremely critical to systematically observe the market and to consider corresponding

topics in the context of custorreentred further developmeh{M).

The succesdactor of agility, which interestingly has been meanted in the context of key
resourcesind corporate leadershig positively influencinghis cooperationHowever, in tlis

context of key activities, participant L links agility to development processgdescribes its
advantages related tbe market gnamics 3With today's market dynamics, it is elementarily
important to be agile, especially in software development, actually even in the entire company,
i.e.to have established agile processes and approdohése development of thecemmerce
platformin order to be able to react flexibly to external influences or changes in the market
(L). ParticipantS further formulatesithat you lose the innovativeatacter through encrusted

fixed processes and structures. Most of the time, concepts are created that are already

outdated or discussed to death after they have been created. It often helps to approach
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something directly and pragmatically, to simply datjs, to test theiterativelyin the market

with real customeras prototypes and to learn on this basis. This is the typical MVP idea. This
way you don't waste time and money on things that don't work at all in the méskethis
statement clearly shamhat B2B companies have also understood that the way the market
works has changed significantly and is no longer as slow to react as it was a few years ago.
Short, iterative implementation cycles that deliver working product increments at a time, as

envisaged by agile methodsectiorE , enable e&ommerce platform providers to plan their

software development activities according to the currentitiond of the market and to test
their developments iteratively on the mark&oreover, gile methods foresee cress
functional development teamshich further forcesnterdepartmental cooperation within the

company This aspecthas been identified as a key success factor already in gdctich

However, n the context of key activities, grticipantT underpins the criticality ahis aspect

and describes how the leadership teaan be supported 3Since interdepartmental
cooperation does not usually come about on its own, a staff unit is usually needed that not
only acts as a contact for the individual departments, but also leads and channels the further
development processes in the companyinnovation and change management. For me, this

is definitely a key activity that is decisive for suc¢ddg. This statment thus underlines the

importance already described in secjibi.5with regard to innovation and change in the

company at resource level alsaaativity level.

Building on this,intervieweel describes another success facts an ecommerce platform
provider with a large partner network, | absolutely have to be operally think that this is

a key success facttmecausetiwould be absolutely wrong to think that the best ideas only
come from within one's own company. Ratheust also embeithis whole ecosysteline. the
customeror partner companies in my development processes and also lead emerging
innovation back into my own companf§). The topic of openness thus not oalyplies tahe

technological side of the pfatm in the form of an open architecture, interfaces, APIs or an
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opensource strategy, but also represents a success factor with regard to key dntieitras

of anopen innovatiorstrategy

But it is not only in the context of theme feedback thateckgoport for key partners represents
another key success factoPE-commerce platform providers essentially scale via their
partnas. Thesepartnersmust therefore also be intensively supported, not only so that they
are supported and enabled to convircestomers of the-eommerce platfornor are able to
handle technological platform advancdsut also with regard to the-commerce platform
providerbrand. If agencies do not present a good image to the customer, this always reflects

on theplatform provider Therefore, a kind of auditingr consulting services conducteg

theplatform provideris needed (B). The results from sectior&sl.l and4.1.3underline this

and at the same time offer possible solutions for a collaborative way of wdrdinwgen the
platform provider and itpartners, which creates further added value for the custdmifis
context, eclear angpositive brand image also has an impact on the search for investors, which

is another success factor that emerges from the results in $&dti§n

Another succesritical key activityis marketing and sales. As already mentioned in the
differentcontext of key resources, the compd&nlgrand is alseelatedto this, agarticipantL
explains. He describes an interesting interacsiot explains directly what needs to be taken
into account during implementatioAOn the one hand, you needlaar, strong and targeted
brand, which the g@itform provider must of course also develop further, otherwise it will no
longer fit the market at some point, or the market will no longer fit it. For this, you need very
good marketing that not only implements operational issues but also does stratdgitimg.

A good product coupled with good marketing facilitates the sales work immensely, since the
salesforcebecomes the persona of the brand for the customer. That is why sales work is also
a key success factdf.the sales department is well positex in terms of personnel, expertise

and methodology, this in turn also has a positive influence on the brand and the piduhset
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closely interwoveinteractionsare in any case critical to success with regard to a functioning

business model and also §0\ LQ WKH QHWJYDWLYH FDVH’

Linked to this, the results of this work show that not only marketing and acliegiesare

critical to success3Employees must fully identify with their job. They have to identify with the
brand, with the product, withheir tasks. They have to see a path for themselves in the
companyg goals. You can also feel this as a customer when employees of contracted
companies proudly talk about their work and their company. You notice that this comes from
within, which definitelygives the company a good image to the outside world. It is all the more
dangerous when you have people in your company and you notice that it is not really their job
and they only want to do their work 70% of the time. That is dangerous both extermhlly an
internally and therefore definitely critical to succés). IntervieweeR justifies this as
follows: SAll activities and resources in the company that are relevant for the external
perception influence not only the sales figures but especiallyettraitmentof new talents

that | need to be successful at all and to keep my value propositions. Newdalsotlly
attracted by existing talent in the company. Once | have them, | also have to look after them
intensively (R). In this context, it is not only clear that the building blockqu@y Resourced

and [ ey Activities fare closely interwoven and thafp talent supports the success factor of

commitment in relation to the building block q)n‘aluePropositions*(sectior4.1.?1, but also

that HR actvities are important for the success of the business mdatticipant K
summarises thisslf employees, especially developers in the caseanfimanerce platform
providers, represent an important key resource, then you also need people who can not only
recruit the corresponding talents, but also develop them, enable them and bind them to the
company in the long term. People who make sure that employees have an interesting
workplace and prospects, and who positively communicate their work, the company and

everyhing that goes with it to the outside world, as well as to the inside of the company and
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make it successful. From my point of view, employer branding is therefore an incredibly

important key success factor focemmerce platform providefgK).

Overall, tie following structured picture of key success factors in the context of key activities

of an ecommerce platform provider with a focus on companies in the B2B sector emerges

(segFigure36).

Figure 36: Key Activities +Key Success Factors
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4.1.7 Key Partners

Figure 37: NVivo nodes tkey partners

In the context of the business model building blockoéy Partners] not only were key
partners critical to success identified, but also factors that are critical to success for these

partnerships.

Solution or implementation partners are particularly important for the success of the business
model of ecommerce @tform providers. Participant | explains this aspect and with that

implicitly recalls the identified revenue streams critical to success that were identified and

described in sectigA.1.4 3The business is scaled via the implementation partners, who are

responsible for the technical implementation of their custofiedsvidual requirements on
the basis of the-eommerce platformSince theynot onlydistribute and marketheir own
value propositions or solutions but alsbe ecommerce platfornas well as the platform
SURYLGHUYV F Rtheg &dabiblttel ¢ifcq) B succegs). At this point, it should

be noted that implementation parte@re both a helpful marketing and sales support, but at
the same time should be seen as a kindrgkt groupvho oftenhas to decide between several

e-commerce platforms from different providers with regard to the intended project
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implementationChallenges arising from this, e.g. with regard to positioning of the provider,

have already been described in se¢tidhlor sectio.1.5

IntervieweeU provides important information on the future devel@ptof implementation
partners that-eommerce solution providers should consid&ue to the topic ofheadlesq]

i.e. a loose coupling between the frontend and the backend of the platform, innovation will
also shift more and more towards the frontender€fore, it is very important that |, as a
provider, look for implementation partners for both the frontend and the backend. Most
implementation partners offer not only purely technical development capacities, but also other
services and consulting, foxample in the area of marketingU). In this context, it is
interesting to note that the majority of respondents feel that it is negative to use external
resourcedor the development of the core product in the long terbe it nearshoring,
offshoring ordevelopers from implementation partnersind thus to outsource the most
valuable core knovinow. ParticipantO justifies this as follows3Even if, for example, | create
some flexibility for myself in terms of costs through nearshoring capacities, galks
development turns out to be different than | had hoped, precisely this flexibility ultimately
bears a very high risk in terms of the loss of core competences that are critical to Success
(O). However, it is noteworthy that the situation in tpeoject business is different
IntervieweeP explains:3If the platform provider acts as a general contractor, it could manage

to involve several implementation partners in the implementation project and thus create a
service scaling that is advantageows the customer. Since all partners know the technical
product, there is no need for aimnjtial technicalonboarding Usually, the implementation
partners, who are in direct competition with each ottame not willing tocreate such a
scenario themselvégP). ParticipaniQ thinks big andlescribesvery interesting idea in this
context: 3Thinking further, it is even conceivable that platform providers and agencies form
an alliance on the basis of a common value system and appear on the market umadeoa co

roof. Given the very strong competition at the moment, this is certainly an idea worth thinking
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about Presumably, the platform providerustbe the orchestrator(Q). Following this idea,
the platform providecouldtry toturn a loose network of piaers into an ecosystem that works
closely together not only on projects but also on a strategic lexadting andoundling

synergiesand thugeneratingignificant added value for the customer.

Partners who provide interfaces to their services were also identified as critical for success:
3Such partnerships are not only important for generating commissi@nuesbut above all

to be able to provide a variety of existing connections, idealBadly as a finished product.

For example, | see interfaces to payment service provitR8Es) searchengineproviders,

ERP, PIM, CMS or CRM systems, or interfaces that integrate logistics, fulfilment or business
intelligence solutions. These are simplydtionalities that a shop operator needs, but a
provider will not and cannot develop all of them hims€K). Thinking beyond technical
enhancementsnpierview participant R further explains, thasuch integration or platform
partnerships also provide atarting pointfor platform providers to think about strategic
partnerships with other systems along theommercevalue chain’ (R). This is indeed an

interesting idea, as it can extend the-stap value proposition described in seqgéoh.1and

also serve as an additional customer generator

As describedvith sectiors|4.1.1and4.1.4 it is critical to success for@mmerce platform

providers to also offerral provide their solution in the cloud as a PaaS or SaaS solution. In
this context, another key partner was identified that also represents a key success factor:
3Hosting partners,.e. companies that specialise in operations and all that goes with it,
defnitely represent a key success facihis is regardless of whether you as acoenmerce
platform provider need a cloud hosting partner or can simply arrange a hosting partner who
directly supports ofpremise solutions on servers at the custoferV LY. HhtervieweeN
declares in this contexHosting is so complex and mdiyered these days, you really need
specialists who also have the right building and IT infrastructure. Building security, data

security, intelligent monitoring, scaling capabilities, all the necessary certifications arfd muc
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more is important. | think that as ancemmerce platform provider, you dfnvant to and

canf do everything yourself(N). However, participant T explains an extremely important

point in this context that should definitely be taken into accodr L Qifplementation
agenciessometimes also offer their own hosting solutiahwhether they offer their own
KRVWLQJ VHUYLFHV RU HYHQ ZKR O Hcym@xaplatoassElelv HG R Q
as their own hosting or hosting partnershipi is absoutely critical to consider in that you

do not enter into direct competition with your suceesscal implementation partnersThe
fundamental basis for this is to remain contractually and technologically flexible enough as a
provider so that there are dsw restrictions as possible with regard to the choice of partner

or solution It is also likely that a suitablericing modelhas to be found thatlso suits the
partnersand their extant solution®&nyway, egardless of where the data is physically tleck

the platform provider should always make sure that it has access to the data that will probably

be very important for it in the future, as it is foreseeable that intelligent-diaian
GHYHORSPHQWY ZLOO EHFRP HT).LRafitifdD & lpi@s futh&R UWD QV
informationrelated to Hosting partnetisat is important to consider bycemmerce platform

providersand shows a clear link in terms of data secussction4.1.1): 3However, as a

provider, you should be very careful with whom you coopelrfited it important that my data

is not stored somewhere in a country where the topic of data protection has little or no
relevance. The da of my customers are my capital. | would like to know that it is safe and
protected in every respect. If something goes wrong, it will probably be exploited directly by
the media and the competitiare. used against the platform provider and d@mpaly that

uses thelatform” (E).

Another key success factor is the key partnership with consultancies or ad¥Bioice all
companies today have to push ahead with their digitalisation, many companies naturally also
bring in advisors who usually also adirectly atthe C-suiteor business unit healdvel and

are already involved in early creativity or project phas&heir recommendations usually
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determine which -eommerce platform or implementation agency is chosen. If | have good
contacts toconsultants or even manage to win consultants or relevant consulting companies

as partners, this is crucial for succes@).

Industry partnerships are also seen as a key success latenneweeF explains:3In order

to gain a foothold in relevant ingtries, partnerships with or proximity to industry experts

and associations are immensely important for the success of the business model. In this way,
the provider not only builds upnainterest grougbut also relevant sector knowledg#/ith

that, they @t to know their target customers and their target industry. However, it is critical

for success thalso thekey partnerspuild upfthe relevant industry competencisprovide

industryfeaturesor interfacego other industry standardqF). This agan not onlyhighlights

the importance oén understanding of the client business or indyseytiond.1.3and4.1.5

but also of alose cooperation with key partners describeth sectiorli.l.e

Partnerships with universities are also considered important. Interview partner B sheds light

on the reasons for this and, in addition to opgrovation strategies, also relates this to the

connection with the drive for innovation described in seclibisfand4.1.§ 3&RRSHUDWLRQ

with good universities definitely relevant for success. Findings from reseascttaboration
in innovation labs or direct contact with potentecommerce platform users tomorrow
always pay off positively in the long rufhis is certainly also helpful fdsuilding a culture
of innovation in the compangspecially @amples from the U8 other countrieshave been

proving this for a long timé(B).

ParticipantL also formulates further success factafs mutual added value as well as
compatibility of the key partnergl think mutual added value is an overarching key success
factor in terms bkey partnerships, as is compatibility among the partners themselves and
their products- in other words, technological, cultural and economic compatibilibelieve

that the more a partnership can be expanded and developed, the more sustaindikeyibés.

not the same for everyone, but it has to add value for everydmiek the expectation that
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added valuewill be distributed equally is illusory. But there must always be an incentive for
the overall construct to be more powerful, bigger and béteeveryone involved. Of course,
that is also immensely relevant to the success of the platform préyideim hisagain shows

that strategicpartner managemeras described in secti(ﬁ.l.E with both technical and

commercial understanding, is required to craatgainabledded value fobothpartners and

platform providers that also adds value for the customer.

In addition,IntervieweeG explains in an overarching contefOverall, all partners have to

be reliable.For example,fia hostingor implementatiorpartner who runsr developghe e
commerce platfornis not reachable in emergencies, providesonly poorly first level
support then that is not a good partnership. | also have to be able to rely on the quality of the
partners. If the partner does not have a strong sense of quality, this will very quickly have a

negative impact on thglatformprovider's reputation (G).

In summary, the following picture emerges of key success factors in the context of key

partnerships as a building block gEemmerce platform provider business modeldsgare

.

Figure 38: Key Partners +Key Success Factors
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4.1.8 Cost Structure

Figure 39: NVivo nodes *cost structure

With regard to the cost structure, two cost blocks are classified as critical to success. On the
one hand, it is not surprising that costs for personnel, especially in relation to the development,
marketing andalesof the ecommerce platform8wWhen it cones to costs, you should put the
product and everything to do with it first. This means that the costs for key personnel in
particular are a big factor, which ultimately also determines success. That's the only way to
get great talent for development, matikg and sales staff and keep them. The battle for talent

is in full swing. If you show up as a digital company with only small salaries, you actually
have very little chance(J). All recruitment and development costs are therefore also linked
tothis.Moreover, this statement showsstationbetween costs and key activiti@ghere talent

recruiting is identified as a key success factor

In addition to personnel costs, advertising costs are also considered critical to success:
3Besides the markeiy staff, the costs for marketing implementation are relevant to success.
If you don't spend money on good online marketiregjf you don't sufficiently exploit the
opportunities on the internet as a digital company, the business model will not bes$uicce

either” (B).

In addition, costs for external services are classified as critical to success. The focus here is on

operations or IT infrastructuréntervieweeC describes important characteristics of these
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costs: 3As a shop provider, the external to$or operation are crucial for success. For this,
| need good partners who host the application in their data centres. However, | have to keep
these costs scalable and low. Especially if we are talking about a-blsstl SaaS solution.
These costs arebaolutely critical to success, but a successful operation is not thanked by the

customer, it just has to work smoothiC).

Across the board, other factors are named as key success factors. On the one hand, this is a
good costbenefit ratio, aparticipart V explains: 30\ FRVWY PXVW SDfAl&oht LQ WKH
pay attention to the added value or the benefit and try to include every little nonsense feature

at great expense, then that is certainly not a good-lgesefit ratio. From my point of view,

thisis absolutely crucial for succes$V). IntervieweeF further explains in this contextAs

an ecommerce platform provider with a core digital product, revenue growth decoupled from

costs is important. If costs rise linearly with revenue or earnirgljght fixed cost degression

or not- this is not an attractive business model. You will not be able to inspire investors with

it either” (F).

In order to keep up with the competition and develop within the current dynamic market,
regularinvestments are also seen as critical to sucé@ecause the market moves so fast, the
most important success factor in my viewigher continuous investmentfrom investing in
buying useful software to expanding thecoenmerce platform to possible mpany
acquisitions. Because this is the only way to drive innovation and product maturity and

developmenin a waythat the competition does not overtake y¢H).

In summary|Figure 40| presents the identified success factors in the context of the cost

structure for the business model ed@mmerce platform providers.

166



Figure 40: Cost structure +Key Success Factors

4.1.9 A success factotbased business model

The previous results of thedividual business model building blocks from segéibfiprovide

an outsiden pergective on key success factors for business modelsofenerce platform
providers that entails the needs and wishes of custooperating inthe B2B sectorThis
sectioncondensesind interpretthe insights gained angrovidesa coherentblueprint of a

success factelbased business model feacemmerce platform providers.

Based orthe findingsjt can be noted that it is highly recommended foapemmerce platform
providers tooffer their eecommerce platfornas a cloud model and thus create axiratine
solution for theirtarget customers, which includes thdatform, the operation and the
maintenance of the software. A combination of configurable and highly specific SaaS industry
solutions and a fully customisable PaaS varisideally on the basis af common code base

+is an extremely promising approacithich appropriatelyconsiders the identified key

success factors

In this context, SaaS solutions perfectly tailored to specific industries enable users of e
commerce platforms to quickly leaand validate their defined hypotheses in the market at
low cost, especially in early exploratory phasésteby the user of the platform does not need
any technical knowledge to operate or further develop the platform, bbiugarasyto-use
plug-andplay apps to extend the platforr@ompanies in the exploitation phase, usually

established companies with already sufficient positive market resonance, are then easily able

167



to either scale within thprovidedSaaS offering or switch accordingly to theaBavariant
with full flexibility regardingadaptabilityof the softwareand more complex requirements to

design olinterfaces to their existing system environment

A success critical functional basis for the B2B sector has been identified in sectiorird.1.1.
this context, it is remarkable that it is becoming increasingly important for B&Bnenerce
platform providers and users not only to focus on the implementation and integration of
structures and processes, but also to offer highly intelligent sadutignich in turn provide
WKH SODWIRUP XVHUYVY gexahdise@setexpetiereacrobs dlldevizee,

which will be in no way inferior to B2C solutions the future

Moreover, éhough the ondime licensing business should not be completely disregarded,
recurringrevenuemodelsbased on contracts with longer tersiow a trend thanay have
positive impact not only on the perception of platformrgideut also on the predictaityl of
business development and thus also on the valuationcomenerce platform provider

companieswhich in turn increases the attractiveness for new investors.

This is particularly advantageous because the marketdonmenerce platform providers is a
very capitalintensive one with many global competitors and is incredibly dynamic and
complex. Therefore, it is immensely important fecammerce platform providers to deal
intensively and continuously with the financing of their business model anduttierf
development of their business. It is also critical for success that they ooienhly their
business activitiebut the entire company towards iterative further development based on a
fault-tolerant, transparent, and open corporate culture withrge for changend innovation

In this contextthe findings revealethat agile approaches with an MVP mindset show very
positive effects and¢analso be used to minimise risks, not only bgoeanmerce platform
providers but also by platform use@onsdering this providers should design their offers to

bemodular,scalable and flexible, both functionally and in terms of price, so that they are able
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to grow with the developments of their customers. In any case, the customer should always be

at the cene of developments

In addition to top talent, which is needed above all in the arsaftvfaredevelopment and on
the marketing and sales side, a strong, and diverse netividy partnerss also important
which has aemarkablémpact to the othesuccesscritical business modéduilding blocksof
e-commerce platform provider3hisnetwork of suppliers andusinessnultipliers not only
creates additional revenue streams or a scaling lever, but also enables turnover to be decoupled
from thecompany§ own personneahtensive and external service costs and thus dinear
course of turnovethatalso improves the attractiveness of the compantgrms of finding
new investorsKey partnerslike the customers themselves, should be suppodesbpally
and individually- both online and offline and becloselyinvolved in thekey activitiesof e-
commerce platform provider This not only enables the necessary ttuskding or the
backflow of innovation from the own ecosystem, but also proseigular and direct feedback

from the vertical target markets that have to be understood.

In this context of key partners-commerce platform providers should take into account that

the distribution of customers amongithaaS or Paasolutionscan aso affect the structure

of revenue generation with partners. Compared to the PaaS variant, the focus of the partner
network for turnkey SaasS solutions tends to be more on the developmeStOfXJ af@@ D\
and component$or the simple extensiomnd cofiguration of the shop solution by the
customerpnonboarding support or marketing services,father les®n largecustomgation
developmenprojectsas is often the case with Pas@utions The distribution of customers

to the correspondingfferingscan therefore also have serious consequences for the business

of one$§ own network, which should be taken into account at an early stage.

Overall, the findings of secti@ show that the effects of disruptive forces and megatrends

(sectionl.1.3 have reacta the providers of B2B-eommerce platforms and their business

models.It becomes cleanot only that verticalisation approach&® gaining relevangédut
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also that the focus on cloud solutions is increadiifgderpinningthe technologicaprogress

it will alsobe crucial in future for-eommerce platform providers not only to build up their
own knowledge of artificial intelligendechnologiesbut above all to find competence among
their successritical keypartnersEspeciallyinterfaces to other systems, like smart devices or
wearables, as well dsosting or cloud partners will play an important rateterms of
accessibilityto big amounts of data necessary, e.g. for maelei@ming algorithra. The
offering of the ecommerceplatform as a cloud solution and the associated operation in
accessiblelata centrealsosupportghe importantcentralisatiorand analysi®f the relevant

data This in turn enables and supports data driven sales and marketing as well as the

applicationof machine learning algorithms to provide Al solutions

Figure4ltakes all these issues into account and represents the resulting blueprint ofs succes

factor-based business model focemmerce platform providers incandensedfamiliar and

easily readable Business Model Canvas structure (sgt2dg. In additionjFigure42{shows

a more detailed picture that provides a whole plan fotémpntingthis business modeind

illustratestheresultinginterrelatios of the key success factass abuilding blocklevel.
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Figure 41: Succesdactor-based business modetdp level)
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Figure 42: Success factobased business model
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4.2 Monitoring the identified key success factors

Based on theesults of the?2 intervievs conductegdthis sectionpresentsvays to monitor the

identified key success factors from SGCW

The results are structured based on the

compatiblescorecardmodel described insectiorn

2.24

and provide suitable performance

indicators, measuring initiatives, and target valless]ing toa comprehensive todescribed

for monitoring the developed success fadiased business model (sectibth.9. Along with

that, the associative relationship between the key success factors identified insdfeioh

the identified monitoring opportunities is alsliustrated |Appendix 7| provides further

information on the concrete assignment process in the context of the template andipsjs

procedure

Overall, hisenables &ommerce platform providers not onlydaptue the effects of constant

market changes but also of sdtiven business model innovations and to initiate appropriate

measures in good time if necessary.

As already describeih section4.1{Appendix 8| provides acomprehensivaliagramof the

themesthat have emerged frorthe template analysis based BiVivo. In addition, the

following sections|4.2.1-14.2.8§ will each first illustrate the major themes related to the

corresponding kilding block.
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4.2.1 Value Propositions

Figure 43: NVivo nodes tmonitoring zvalue propositions

The results of the interviews clearly show that personal conversations with customers are
particularly suitable for taking into accoustft andsubjectivevaluesi.e. key success factars

3The best way to monitor the success of the value propositiadiriguiblock is for the €
commerce platform provider to talk directly to the custan@ten the customer sends you
some kind of subliminal signals. In any case, | would appreciate it very much if | were
contacted by the platform providaiith that,| knowthat | am important to him and that he

ZDQWV WR LPSBRYH KLPVHOI’

Since- as the name impliesvalue propositions are promises of performance and value made

by the platform provider company, it is useful to monitor the degrdalidment of these
promises.Participant] makes an interesting statement abbatv the pl&orm provide

company can systematically meastings: 3,1 WKH LVVXHV GLVFXVVHG DQG
materialise be it only partially this naturally has a negative impact on satisfactitine NPS

gives me an impression of custorsatisfaction or customer loyalty. | should always do this

if | am customenriented as a companycandothisin person or via online surveys. However,

it is important that | do it regularly so that | can track the development of customer satisfaction
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over a longer period of time. The customer can also simply have a bad(dayburing the
interview, Participant J explained the NPS as a performance indicator in more detail and also
explained its adaptability to different topic3Vhat you need to know that with NPS you can

also narrow down the context to specific topics and thus, for example, taegsdtisfaction
related to the overall cost development orgbalabilityof thee-commercelatform The goal

of the NPS should always be to genememanypromotersas possiblel think the target

value is at least 9 on a scale of 1QJ). Interviewee Aunderpins its importancen an
overarching p 8lue Propositionsfbuilding block level 3In my opinion, the NPS is the most
suitable indicator to measure the success factors of the central value proposition building
EORFN , ZRXOG DYRLG D WRAR. BaHivipbrit B év@ydeRi@yohdaid) DW LR Q
describes the NPS as an appropriaticator tomonitor the success of the whole business
model 3| would even use the NPS to monitor the whole business medéd see if all
building blocks are successfully working together. Thereby, the value proposition block builds

the corethat consiGHUV WKH FXVWRPHUV ZLt&dddtorDe@GGagpyFH G W KXV

Moreover, it is recommended to monitor the churn rate, winggresents an objective
performance indicator that can be used to express customer Tharaby, Interviewee hot

only relates the churn rate to cloud solutions but also links it with value proposifigns
commerce platform providers wioéfer new or existing customectoud solutions in order to
optimise their business should definitely pay attention to the churna#éitasthey can clearly

see how customers are accepting the new offer and how satisfied they are with it. If the churn
rate deteriorates, this is usually a sign of customer dissatisfgatibich can certainly also

be due to the fact that valymopositiors were not fulfilled as promised(L). Participant R
explains that the churn rate calculation is a very individual &hleere are specific churn rate
calculation formulas, which basically are based on the analysis of the customer contracts and
revenue Furthermore, each platform provideompanyalso needs to get a feel for how it

evaluates the results and what target values it is aiming (Ie}.
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The development of the sales figures is also identifiedsaita@bleperformance indicatoin

this context, it is very important to not only focus on customers but also on success critical key
partners, such as implementation partn@esticipant U provides an-depth explanation for

this 3(VSHFLDOO\ LQ UHODWLRQ WR WiKdHohs¢r@aiol bfiRn@ valésl WKH ¢
figures is relevant. Ideally, the platform provider differentiates between the sales generated

via one$§ key partners and those resulting from direct customer relationships. If, for example,

one or more implementation partiseswho are often partners with several platform providers,

no longer generate sales with my product, this may indicate problems related to the platform
SURYLGHUTV YD @txht very ReBRINshad Rake sure that the competition does

not overt&e me in terms of pricing or features and offers a more attractive proposition than |

do, with which the partners have a higher chance of closing the deal with the” dli€nt

Interviewee U further mentions thAeW KLV LV RI FRXUVH D afféird pravigegd LY L G X D

VSHFLILF LQWHWQDO DQDO\VLV®

Using the monitoring scorecard model described in sectidr2.4 [Figure 44| shows the

identified key performance indicators that are suitable for monitoring the described key
success factors in the context of the vgluepositions. Furthermore, it also reflects suitable
target values and initiatives for measurement that suppmtenerce platform providers in
practical implementationThe relation to the key success factbes beenmplemented in

NVivo via W K H igriship©fidristionality.

Figure 44: Value Propositions- Monitoring
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4.2.2 Channels

Figure 45: NVivo nodes tmonitoring - channels

On the one hand, the response time of the platform provider is suitable for monitoring the
identified key success factamslated to they & K D Quildi@gvbipck Participant links it to

the personal channedhares his clear expectations on #msl atthe same time draws a red

line: 37KH UHVSRQVH WLPH LV SDUW.LF geond GnrmhisdRahnW D QW L
channels and should be monitored. If | write an email in a professional context or ask for a
callback because | can't reach my contact perdben the response should not take longer

than one working day in all caseése. across alltouchpoints (l). Interviewee O provides

useful hintsabout the measuring initiative thean beimplementedoy ecommerce platform

providers:3 <R X V KR X Gfprop¥dte tizkgt system to be able to tracid be aware of
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incoming requestddeally, regular customer communication shouldils® maintainedn the

CRM system (O).

Another important performance indicator recommended is the evaluation and mgnitborin
visitors and leads per channel. In this way, problems or potential for optimisation can be
alreadyeliminated or recognised at an early stagein the early phases of initiating business
Interviewee Rprovides some examples underlining tingportance of this performance
indicator. 3In the case of online channebmly fewvisitors orincoming leadsan indicate

poor visibility, bad marketing content, or usability issueadffline, for exampléhis could
meanpersonal issuegpo little presence at relevant events or visits to trade fa{R). So, it

is first essential to ensure that the chanardsvisible and usable orderto generatsufficient

visitors, which then become known leads that can be nurturehlis context, terviewe P
describeghelpful tools that can be used related to lead nurturing processes across multiple
channels:3A prerequisite formonitoring incoming leadare suitableCRMsand marketing
automationtoolslike Hubspot Marketo,or GoogleOCT with whichalso both worldsonline

and offlinecan be intertwined (P). Interviewee C provides information in this context
regarding suitable target values, WKLQN WKDW WKHUH DUH RQO\ LQGLYL
differ, for example, depending pnoactive and direct initiativesat a certain point in time or
E\VIRFXVLQJ RQ GLIIHUHQ WCY IH addtio i tb tBe Webtioded \WdiFdndlity H W VvV~
related to company specific issy#ds statemerdlsoindicates thatomplementarputbound

markeding measures can distort the resules, the number of leadws;hich iswhy the results

must always be evaluated in detdlarticipant Nfurther linksthe number of leads as a
performance indicataio succesgritical key partners®, W LV DOVR LPSRUWDQW WR
registrationsfrom implementation partners and lead transfers to partners. If this does not
work, it can have serious consequences and-ttmmamerce platform provider must take care

RlI LW LQ DIND\nHb fukher course of the conversation, this is explainaetktail as

IR OO WKZ¥s aplatform provider, pass on too few incoming project requests that arrive
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directly at the platform provider to implementation partnerslistribute them unfairly, there

will be dissatisfaction among the partners in the long run. | think there is an expectation among
them in terms of sales suppdftowever, partners need to be aware that they also need to do
their part, i.e. they need to ang that a sufficient number of projects are carried out with the
provider's platform to boost the provider's licence sales and visibly market its corporate
brand.Only in this way is the provider able to enssrgficientbusiness growthreach and
visibility in the marketand thusnew leads and opportunities, which can then be passed on
againto partners accordingly. Thubpth parties benefilf no more lead registrations come
from or are generated by the partpéniscould, e.g.indicatethat hefocuses onother platform
providers” (N). This again implies the importance of close partner suppahablemerand

collaborative work between@mmerce platform providers and thie@ty partners.

However, aguantitativeanalysis alone is naonsidered sufficient, which is why the relation

of new contacts and contract conclusiatisis the conversion raghould also be monitored

This makes it possible to verify that the identified leads are also developed profitably via the
established tougioints. Participant T explains this as follovasid sharesik thoughts about
appropriate target valuesYou have to know at whigtoint of your nurturing process.e.

your lead funneyou losepotential new customerd 00,000 new contacts are uselessdine

of them ends up signing a contrac(T). Interviewee% GHVFULEHV ZK\ WALV LV LF
too low conversion rate can, for example, indicate suboptimal personal support. Keeping an
eye on the sales team can thereforehbipful The focus should not only be on ghewn
employees but also on the implementation partners in particBlace ecommerce platform
providers usually pass their leads on to partners at some point for furtideally joint -
processing, it is worth taking a closer lo6k(B). This shows that-eommerce platform
providers should look not only at the quantity but als® quality of incoming leads when
planning branding and attraction strategies, and highlights the importance of understanding

each micreconversion i.e. the intermediate steps on the path from prospect to buyer.
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Interviewee T made another interestingtestaent during the interview regarding the target
value to aim for and underlines the difficulty of evaluating the conversion rate \Alumn

my own experience, | thinthat the conversion rate for-@mmerce platform providers
focusing on the B2B aresiouldbe at leasfive percent but this highly depends on the industry

or the specific sector(T).

Furthermore, it is recommended to measure the satisfaction level immediately after certain
interactions with the platform providetbove all channeldn this context, interviewee F
describes an adequate performance indicasowell ashow and whento apply it 3After

contact withthe vendorsupport, after consultations or after presentations at the trade fair,
etc., the CSAT value can be used as an indicatonuld always aim for the highest value,
which is 5 in a simple CSAT star measurement. Of course, the value always depends on how
the customer feels on a certain day or after a certain experiencentaivay lhave at least

an indicatorthat all channels work and contribute to tneerall experience for the customér.

(F).

In this context, participant B gives important hints on howdotiol| the resulting customer
experience and at the same time emphasises the importance of direct customer intéfaction
monitor the customer experience as well as to get a deep understanding of the customer
journey across the board, a customer jourmegpping is particularly suitable-dereby, the
customer must be directly involved and questioned. If | have an overviewtoihéfdlfhey

and the associated touchpoints of my customers, as well as the emotions they experience per

touchpoint, thisis a] UHDW PRQLWRU Km.seetsfﬁa.e NesXa@dawy \identified

succesgritical channels andustometouchpointghat are relevant fa-commerce platform
providers focusing on custonsaperating in the B2B industry. This therefore also suitable
as a basis for customer journey mappinghis contextthe use oh Net Promotor Scorinig
also recommended®With an adjustedNPS questinit is also possible to target the personal

and individual added valuexperienced bthe customer via individual channéléR).
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Figured6jsummarisedhe identified performance indicatopmossible measuring initiatives and

target valuesind relates them to the appropriate key success factors

Figure 46. Channels- Monitoring
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4.2.3 Customer Relationshis

Figure 47: NVivo nodes tmonitoring zcustomer relationships

The customer lifetime value (CLV) is considered particularly important for monitoring the
customer relationshipAccording to participant T, the CLV generally describes the
contribution margin that a customer realises during his eritustomer lif€, discounted to

the point in timeconsidered Interviewee U explainswhy monitoring this performance
indicator isof importanceandrevealsto which success factors itlielated 2Individualised
marketing activities can thus be carried out, for example, on the basis of the importance of the
customer for the company, in particular in order to retain profitable customers longer or to
better exploit the potential of less pitable customers. This requires knowing the current and
expecteduture customer lifetime value of each custarmelyway, if you havgood and skilled
salesand consultingn place, you should have a good overall customer lifetime valis

also allows onclusions to be drawn about the ideal joint support of clients by the partners
and the platform provider (U). Participant Vhighlights that there is no general approach to
monitorthe CLV 3 7KHUH DUH PDQ\ ZzD\V WR PHDVXbdthBtE W RPHU Ol

suitable calculation formula is quite individual, as is the target vaiy®.
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As already revealed in the context of segiéb®.q the respose time is also possible key

performance indicataelated to the building block offustomer Relationshids3Especially

in the context of the business relationship, building trust is a crucial success factor that is also
influenced by the availability and the associated response times of the provider coygsmy.

if the salesoriented contact persons cannot pemently call back immediatelyt ¢he very
least,vendorsupport should always be available and trained to respond quickly. Therefore, |
would definitely measure the response tim@3. This again clearly shows the positive
influence of fast response t@® on the resulting trust between provider and customer.
ParticipantK further addsthat *WKH UHVSRQVH WLPH VKRXOG EH D PDJLI
There are usually underlyingustomer suppoSLAs that are probably even better and should

be closely monitad via professional ticketing systems and CRM softivde, thus provides
information on which tools are suitable for monitoring this indicator and gives indications of

acceptable measuring values.

A successful business relationship also consists of msahbjectiveor soft characteristics,
which are critical to succefsr eecommerce platform provider§hesecharacteristics camest

be monitored through direct and personal conversatiotervieweeH explains the reason
why: 3The relationship betweer@mmerce platform providers and their customers is about
interpersonal relationships, which | often cannot measure in any hard way. It is simply
important to give each other personal and regular feedback. Through this interpersonal
relationship,an e-commerceplatform provider also gets a direct feeling of whether it fits

culturally, professionally or salewise, or whether a contact person needs to be replaced.

(H). The NPS value is also able, as already described in sldcﬂdf&nc 4.2.2 to record the

results systematically and in trenlyer term:3The only reasonable thing | can think of now in
the context of the customer relationship is to measure the success factors mentioned via

customer satisfactiorprobably via the NPSo generate new promotorqB). As already

183



describedoy otherinterview participantén sectiond.2.1 thetarget is a value between 9 and

10.

In order to be able to monitor the custorezxperience immediately after certain evemts
interactionswith the platform provider, the CSAT is also suitable in the context of the
customer relationship, as it is for the channBlrticipantC explains in this context®This

way | can directly maitor the satisfaction of the customer interacting with sales and
consultingor with the support tean\We have just issued a call for tenders ourselves. One
supplier just didn't win, yet another unit of this company called me a week later and wanted
to undestand what the problem was. They wanted to improve. And that, of course, creates an
image of trust for the future. It's clear that this company doesn't just pull standard offers out
of a drawer, but thinks about us and our plans. | will gladly recomm@addmpany to others

at any tim€ (C). This statement makes it clear that customer relationships are about people,

as already revealed in sect[éri.? Furthermore, it isemarkablehat the monitoring okey

successfactors by the eommerce provider company in turn influences them positively.
Participant Halso describes the measurement via a simple stebe easiest wayregardless

of whetheiit is directly in person or via a surveyis to have the customer give a value on a
scale of 1 to 5. At least that's how | know it. The value 5 stands for everything being perfect
and the value 1 clearly shows potential in dealing with the customerrimstef relevant

interaction” (H).

Figure48/summarises the results accordingly, providing a useful scorecard that can be used

by ecommerce platform providers to monitor the identified success factors qf @iseomer

Relationshipfbuilding block.
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Figure 48: Customer Relationship- Monitoring

4.2.4 Revenue Streams

Figure 49: NVivo nodes +tmonitoring *revenue streams

In principle, revenue streams that are critical to success @rde be measured in terms of

the turnover generated, as described by participant T, for exampl@ RXOG DOZD\V ILUVW
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at the turnover generated via the various revenue streams. This is clear, measurable,
comparable and shows if everything fitsbl \RX VKRXOG WD {HH Partiei@RVHU ORF
T provides information on how this can actually be measttedW KLQN LQ WHUPV RI WK
turnover analysis to be carried out, the target values will be very corgaegific or

LQGLY[(MEXDO’

Furthermore,the number opartner or customeequests about the pricing model offered is

suitable as a key performance indicaithis can be used above all to mongaccesritical

aspects, such asimplicity, comprehensibility and transparency of thecipg model

Participant E not only explains this connection but also provides information about the target
value to aimfor3/HW{fV DVVXPH WKDW WKHUH ieWitQtRe &spRdEV@HP ZL W
customer communication channétoo many questns arise,DQG , GRQIW VSHDN RI1 QH
requeststhis highly indicates that the pricing model is unclear too complex tgredict or

to trace the costdMaybealsodue to missing transparendy§.there are none at all, however,

this may not be goodtker and indicates a lack of customer interest, i8¢ important to

separate between positive interest requests and requests for other negative.r@asons

negative ones should of course be reduced to zgth IntervieweeO further explainsthat

3the quantity of queries regarding the pricing models should be tracked in a CRM system or

with the help of @icketor complaint softwaré (O), and with that provides helpful hints related

to importantmeasuring initiatives.

Furthermore, the degreéutilisation of the pricing models offered is suitable as a performance
indicator. This makes it possible to ensure and monitor both the scalability and the flexibility

of the pricing model, since in the event of a change to another pricing modevigepcan

also ask whyj.e. in which situations customers choose certain pricing models and which

pricing models are better or less well receiviealticipantM not onlyexplairsthese relations

but also states which measuring initiative is suitaSBBnD O\VLQJ P\ FXVWRPHUVY F

regarding the pricing modebkllows me to deduce trends. Are more customers using
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subscriptions linked to the cloud solution or are they still using thpremise model? Even
within the cloud model, it can be used to underdtwhether customers are more likely to use

SaaS or PaaS servicesdth the associated pricingnodels (M). As can be seen from section

4.1lit is promising if a trend towards clothsed solutions emerges, but the customer still has

the choice to opt for an goremise solution?$Q RYHUKDQJ RU GHYHORSPHQW W

withrecXUULQJ VXEVFULSWLRQMNLY GHILQLWHO\ GHVLUDEOH"

Also, in the context of revenue streams, direct contact with customers and partners and
monitoring their satisfaction is considered important. Here, too, the NPS is identified as an
adequate performancedicator that can be used to monitor satisfaction with regard to the
revenue based on differguricing modet offered by the platform provider at regular intervals

The versatility of the NPS is once againderlinedin this context by interviewee |, whdsa
recommends it a@ suitable tool for the systematic evaluation of satisfaction in relatithe to
RevenueStreamstpuilding block 3$V D F X \diermRda Hlatform provided, would speak
directly to customers and partnees often as possiblén this respect, | would also use the
NPS as a basis for systematisatiéii you have to do i® adapt the core question of the NPS

ZLWK UHJDUG WR WKH UHYHQXH VWUHDPV FRPSRQHQW’

Figure 50 summarisesthe resultsand illustrates the identified performance indicators,

measuring initiatives and target values
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Figure 50: Revenue Streams Monitoring
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4.2.5 Key Resources

Figure 51: NVivo nodes tmonitoring tkey resources

With regard to thédentified successritical key resources of-eommerce platform providers

in sectionp4.1.5 it is elementary to take a look at the employeées:ZRXOG GHILQLWHO\ P

employee satisfactiore.g. with the eNPS or employee satisfaction indsther through
personal employee intaews or through internabnline V X U 'Y EN)VAt this point, the
popularity of the NPS is not onlgevealed but also shows the possibility of adapted and
targeted usability, which in relation to employees is even expressed in its own naming. In this
contet, IntervieweeG summarisesvhy the eNPS should be usedl firmly believe thathe

happieror satisfied\RXU HPSOR\HHYVY DUH W K3l PadicWwamiHeonfrksE WK H\ G
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this statement anahakes arimportantlink to therelatedissue of fluctuationwhich should be

monitored in a complementary waye explains this as follovend thereby shows very clearly

the effects of a too bad valakearlyrelated to theoftware platform3,1 WKH GLVVDWLVIDF\
turnover rate is too hight definitely has aimpact on the software. Whenever highly qualified
developers leave the compaityloses immense knowledge theither has to be transferred
expensively to other colleagues or has to be rebihiat costs time and monagd also poss

a risk in terms of qualityOn the other hand, you can of course deduce how much fun the
colleagues have in the further development of the softwar#)e platform. This goes so far

that you can draw conclusions about the technological attractivénegs Interviewee A
SURYLGHY YDOXDEOH LQIRUPDWLRQ RQuera,Eng/fliciafod D QW E\
rate for ecommerce platform provideshould be below 10 per cent a yé4A). Moreover,

too high a turnover also usually indicates a pnobla theleadershipteam.IntervieweeO

explains this connectioniBad leadership leads to employee dissatisfaction in the long run.

On the one hand, this may have to do with the fact that the leadership style is simply bad or

no longer up to date. But poor communicatiaon-transpareng, little freedom for staff to

devdop and think innovatively or make a difference are also related and can be monitored by

staff satisfactioni (O). In this contextintervieweeE forms an interesting link anexplains

that theurgefor innovation can even be measured direatligd how thisan be achievedin

order to promote creativity and the drive for further development, | would establish an ideas
programme through which internal employees or also external partners can submit ideas of

any kind that advance the company, the product mices. This way | can not only generate
innovation potential but also monitor it. Maybe this approach can be gamifigd In the

further course of the interview, he also addresses the question of a suitable target value and
shows that the aforementionafproachof an idea programmaso allows conclusions to be

drawn about customer proximity and interdepartmental cooper&ioK HUH LV QR WDUJHW
for this. Every idea is valuable, no matter how good or mature the idea is. In any case, | get a

feeling whether the employees enjoy change but also whether they have understood the
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underlyingcompany missiomr know the customer target industo§ the company. If the
employees do not have a common picture of the gaklsnot work together across

departmets, or do not understand the target custom®¥sKHUH ZLOO EH IHZ XVDEOH

However, it is not only worth looking at oife own employeesMonitoring customer
satisfaction is also identified as importaRarticipant | has an interestiegplanation for this,

even making a connection between these different points of ViEwe inside of the company

is reflected in the customers. If, for example, the product does not develop positively, this can
indirectly indicate qualitative problems the development team. But the quality of resources
with a direct connection to the market can also have an impact. An incompetent sales
department or consultant who does not understand me and my problems or miserable
marketing certainly does not contribute better customer satisfaction(l). To measure
customer satisfaction in the context of key success factors regarding key resources, Net
Promotor Scoring is identified as a suitable performance indicataltezglydescribedn the

previously describetuilding blocks.

Monitoring the brand is a bit more complex because the brand reaches several different
stakeholders.Participant A explains this complexity and however identifies several
appropriate indicators for monitoring and provides answers in tefsustablemeasurement
initiatives and target values$The brand does not only reach custonmrshe ecosysterut

also investorandthe own employees. | would therefore regularly measure the development
of incoming lead# a suitable period of tie tideally supported by sophisticated nurturing
software That way, | already have an overview of the effects on the mBrkeW KR XJK , GRQ T
know the conversion ratét also makes sense to measure the number of investor enguiries
capital raises from @gting investors which in addition allows to monitathe financial
competitivenesd et me think, ad last but not least, | think the fluctuation in the company is

a good indicator, because a good brand has a positive effect on the emgiidgagfcation

with their company and their joflThe target values for this are very individual in my view
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(A). In addition, hterviewe€el makes aemarkabldink hereand reveals another indicator that

can be used by-eommerce platform providers to mitor the brand as a succesdtical key
resource 3|t also makes sense to monitor how many talents | have been able to attract in the
last weeks, months or years because of my company wsionission | would ask the
applicant this either before, dirdgtduring or after an intervier. Thus, personally or via an
online evaluation 7 He explains this as follows, not only emphasising the importance of
this indicator but also addressing appropriate target valddsgood and, above all,
transparently comuomicated vision not only has an impact on the alignment of the employees
but also on the brand and, in turn, on the attractiveness of-tiweranerce platform provider

on the labour market. Moreover, in my view, precisely such talents are also very @afhinsi
motivated loyal, and can make the differendé youperform better than SHUFHQW \RXTU

doing areally good job™ (T).

It is also important to monitor the existing partner netwbekone§ own ecosystem as a key
success resourchterviewee J reveals which indicators are suitablexfonitoring success
factors related to the ecosystem of esbenmerce platform providegln order to keep an eye
on the development of my important business multipliers, sicaplymeasure thguantty of
my partners. Possibly also subdivided into relevant target markeis.puts me in a position
to monitor the strategic partner managementaddition,| can look at how the number and
version ofapps in theapp store are developirgp that | get anmpression of the usage of the

relevant APIsOnly a few apps in a very old version are definitely not a good' gig)n

In summaryjFigure 52| shows the identified performance indicators and presents helpful

measures as well as target values for monitoring.
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Figure 52: Key ResourcestMonitoring
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4.2.6 Key Activities

Figure 53: NVivo nodes tmonitoring tkey activities

In the context of the described suceestical key activities, as has already become clear from

the other building blocks, personal communication is also a way to monitor many subjective

soft aspects of succes8(YHU\WKLQJ WKDW KDV MeRinggRarzhedt ke SHRS Ot
UHFRJQLVHG LQ GL (N mvthis-demexttihosy &f Wed iRt€viewees mentioned

NPS asasuitable indicatoto systematically measuoeistomer and partner satisfaction based

on digital surveys or personialterviews This is also seen in relation to employees, which is

why the eNPS is also suitable for monitoring key activitiesadmmerce platform providers,

as was already the case for sucamgtcal aspects in the context of key resources. Participant
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R describes this belowx%\ PRQLWRULQJ HPSOR\HH VDWLVIDFWLRQ H
to employees, | can se®r examplejf employer branding is working. If employees have a
development perspective, have other good talents around them yidétitithe company, the

EUDQG DQG WKH FRPSDQ\ YLVLRQ WKHQ WKLV FRUWDLQO\

As in the context of key resourdesctiond.2.9, the number of ideas submitted by employees

is also identified as a suitable performance indicator in relation to key activities. Participant P
explainsthis as follows and creates the links to success critical aspects like empéonyaingr

or a culture of innovatian3With this indicator | get an impression of the culture in the
company Do the employees want to proactively shape the companysive innovation and
changere they able to try new things and also fail and leakn@ are they even in a position

to do so because they may notknBW G R Q W H&cerHgany 8 \sQr(P).

Closely related to this,nmther indicator for monitoring is describ@u the following by
intervieweeH who links it to the key success factor of customer centriéiys a platform
provider in the ecommerce sector, | have be customercentred. In order to make sure that

this mindset is establishéu the company, | shoulthonitor the number of custommieetings

or workshops | had with customers before a market placemgtit. The importance of this
indicator is underpinned and described by participant M who also reveals appropriate target
values: 3This number of course depends on the type of ventuterimpted, but should never

be zerolf | monitor the meetings with partners at the same time, | get an impression of how
close the cooperation with my key partners and business multipliers actuadlydisf

innovationmanagement is doing a good jo(M).

Since agile approaches and values have been identified as extremely important ifgskction

it is therefore important to monitor this succesisical aspect appropriately. Interviewee F
describes which indicator can be used for this and explains #mould monitor the number
of new product releasgs.g. via the version history or release noteEshave established agile

processes and the MVP idea as partmfssfunctional and interdepartmentdevelopment,
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| should also be able to bring ndeaturereleases to the market quite closely iteratively. There

should no longer be long conceptiongses but a pragmatic learning and error cultGr&).

In this context, participants also feel it is important to monitor not only the approach but also
the impact of the resulting outcomes. Participant B explains this as folRwsrder to
measure thémpact on the success of my developments, | should also keep an eye on the
development of salege. regularly track how and why revenue increases or decreases
Usually, there is a business case, which refletgsventuréan monetary terms. It is relevan

how the turnover develops after the placement of new versions of my platform on thé market
(B). Interviewee explicitly links this aspect to the monitoring sficcesritical marketing

and sales activities8If the hopeefor increase in turnover doesot materialise after the
completion of projects, this can also be an indicator that there are still problems on the
marketing and sales sidinat also includes business multiplieasd its managemerar
support” (I). ParticipantG supports thigs follows anduggeste€omplementarynonitoring
indicators: 3It is essential to monitor and analyse the micomversions through the
individual lead lifecycle phases in which a lead becomes a custstegrby steia the
respective channelsMonitoring new leads and theidevelopments therefore highly
recommendedAnd if | also have an eye on the market share or market relevance in the target
markets, | can seeot onlyhow well myown marketing and salesactivitiesare workingbut

also from my key parers Especially implementation partners. Also, thi®ws conclusions

WR EH GUDZQ DERXW @UDQG GHYHORSPHQW'

In addition to monitoring changes into the market as described above, the return path from the
market back into the company should also lmaered This is well explained by participant

I, who also describes the relationships to success critical aspe@s RUGHU WR FKHFN Zk
the interface to the market and the usable information from it also works in the direction of

the company, | timk the number of topics that flow into the product on the basis of market

insights should be monitored. These can be assets such as technology Jibeaviesoduct
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features, or identified code passages et be optimisedrhis is also arnindicator that the
ecosystem is innovativend cooperativeand on the other hand that the company's own
employees are opeand ableto managefeedbackl UR P R X {iy. \hte@/idweeF explains

how this can be analysethd underlines the individuality regling target values3, WKLQN
most ecommerce platform manufacturers will also use tools f#efor similar. With that |

could very easily evaluate merge requastdrack features that were backported from the
market into theplatform However, the dent of backporting depends strongly on the number

of partners and the target segméig).

Figure 54| summariseghe identified options that are suitable for monitoring the identified

success factor€@verall, the picture is characterised by indicators that underline the innovative

natureof theidentified key activitiesin sectiof.l.e
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Figure 54: Key Activities £Monitoring
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4.2.7 Key Partners

Figure 55: NVivo nodes tmonitoring tkey partners

This section provides performance indicators linked to key success factors in the context of

key partners for-eommerce platform providers described in se¢ddin7

On the one hand, the number of existing partnerships and cooperations per industry is
identified asimportant to monitaras interviewee B describe&This allows gaps but also
potentials to be identifiecg.g. blocking knowledge devgimentand innovation in certain

target segmentsThus, this supports the monitoring of all sucemitical key partners (B).
Interviewee Fprovides information on how this can be measured and which values should be
targeted 3<R X VKR XOG JHrévdy GuzityivbderSylolr MOK at the partner contracts.
Digitally, 1 have probably already maintained the assignment of partners to different
industries in the CRMr PRM However,l can't think of a general target value now. | don't
think there willbe o  EXW LW ZLOO E(H). Xthhi$\pdir@iGid afso Grip@tant to

mention that most of the interview participants, when asked by the researcher, also associate
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WKH WHdibmer3 Relationship Managemént Z L W& topic Partner Relationship
Management (PRM), i.e. they do not explicitly distinguish between the two types of
relationship management systems. Therefore, no further distinction is made in this thesis.
Thus, the respective context itself provides the reader with infamman whether a CRIva

PRM or bothsystens should be used.

In sectiond.2.andit was already noteth the context of thgChanneldbuilding blockthat

the handling and monitoring déads plays an important role and is also relevant in terms of
mutual value creation betwegmnatform providers and their key partneBased on this,
participants felt iis important to also look at the success rdtiead development and thus a
the revenugeneratedor the platform provideby these key partnerParticipant Justifies

and explains this and links this indicator to other key success fastimis agmplementation

and integration partners a®ll as their reliability and industry knowledgéBy looking at the
revenue generated or initiated by key partners for the platform provider, e.g. commissions or
licence sales, one gets a basic impression of whether or not the pr§\ddertion generate
value forpartners andhe marketSo if the revenue generated by partners is too low, it may
be because selling thecemmerce platform is no longer attractive to the partners for reasons
that thenneed to be identified as a platform providber.any cae, his clearly indicatesa
problem somewhere with mutual added vakwethermore, i can mean thahe partner needs
sales marketingor technology support from the platform provider to successfully plaase

the softwareplatform or related extensis with the customaenr in certain industriesin the

worst case, it may even indicate that the partner is focusing mainly on competitor systems

(S).

Interviewee Qlescribes anothé@mportantperformance indicatpwhich clearly addresses the
key success factasf partner quality andheir awareness of this issuélf the ecommerce
platform provider ha<ertification programmesn place it definitely also makes sense to

monitor what percentage of my partners oftware extensions are certified. This way, | can
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at least ensure a basic level of qualityd | am able to get an impression, which partners
make use of the cdiittation program. This also allows to get an impression how high the
partner's quality awareess is| think the goal should be that least80 per cent of all partners

are certifiedby the platform provider (O).

In this context, it is also important to pay attention to customer complaints about partner
companiesVia the development othese performance indicators over timesoenmerce

platform providers are enabled to reduce problems related to the quality or reliability of
partners at an early stag@articipant G explains the relationships and directly describes
appropriate measurentenitiatives and target values 7 RR PDQ\ FRPSODLQWYV FDQ
example, that there is something wrong with the platform itself, integrated modules or
interfaces from partners are faulty, mistakes were made during project implementation that

lead to sile effects, or the personal support of the customer needs to be improwesd
complaintsshould be reduced to a minimundeally to zero- and tracked with the help of

complaints software or a CRM systég®).

Moreover it is recommended tquerythe séisfaction of partners and customers at regular
intervals. On the one hand, this can be done automatically via thed\N&scribed in earlier
sectionsor, even better, in a direct personal conversation, whereby problems can be identified
and solved at aparly stage 3In direct conversation, especially the subjectivesoft issues

can beperceived which cannot always be measured so clearly. For example, in a good
conversation | find out better whether the partner's way of thinking and culture match my
ideas. | probably also get an impression of the partner's industry experegarding the
customer, | am also able to get unfiltered feedback regarding the client's satisfaction with the
care provided by the partneflternatively| could also conduct partner and customer surveys

online” (F).

Figure56/summarises the identified performance indicatbed are relevant for monitiog

the identified key success fact@isd gives examples of possible measures and target values.
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Figure 56: Key Partners +Monitoring

4.2.8 Cost Structure

Figure 57: NVivo nodes tmonitoring zcoststructure

202



With regard to the question of suitable performance indicators to mamé@uccessactor

based u st Structurefbuilding block the measures and indicators shov\ilﬁigure58 were

identified.

Fundamentallythe ROl isidentified as a performance indicatormonitorthe profitability of

the costs used on an overall company basis but also on an individual investment basis. The
costs are thai set in relation to the benefitBarticipant S explainthe advantages of this
indicator as follows 3The ROI allows, for example, the evaluation of the efficiency of
investments in new softwatieat is relevant for the further development of theoemerce
platform,or advertising campaigns. The ROI describes which strategies actually pay off. Since
the accounting department has the necessary key figures available anyway, the calculation
requiresalmost no additional effoft 6 Interviewee G notes another advantag& Q RW KH U
great advantage of ROI is its scalability to s#dffined time periods. In this context, the
consistent consideration of the return on investment can protect against gettiregl away
ZLWK DQ LQYHVWPHQW WKDW GRHV QRW D\RKmpdrvaht WKH JR
statement also comes from participant H, whggestan indicatorthat is particularly suitable

for monitoring marketing measures. perfect for moniring the marketing success factor in
WKH FRQWH[W R W g&rebveRtivewalvatiokdf WeXRODMI isdlso for calculating

the efficiency of individual marketing measurdsl). In this context, the question of cest
benefit monitoring in relabin to the identified successitical personnel is particularly
interesting Participant P makean importantink, thoughindicatespotential difficulties 3

assume that every employee has performance discussions with his or her supervisor and thus
alsohas goals that he or she must fulBlased on this, a picture of the performance of the staff
could be derived. However, in most cagbg evaluation and thus the monitoringviery

subjective (P).

Furthermore, it is recommendedh relation to increaseithivestmentsas a key success factor

- to monitor the investments mades. the CFlI, through cash flow analysdzarticipant G
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explains why this performance indicator is so importéntL W K W glabdd toMpetition,

you as an «€ommerce platform provider cannot invest exclusively in personnel and grow
profitably on your own. You have to grow inorganicallpe it through the acquisition of
strategically suitable companies or selected softwdoeican't compete these days otherwise.
The market is moving too dynamically, too globally, too fHsat is whythe cash flow from

investing activitieshould be monitored(G).

In addition, the personnel cost ratiag. personnel costs in relation to towrer, is another
important performance indicatowhich is justified by interviewee C as follows3,| WKH
personnel cost ratio is too high, this indicates that turnover is not developing decoupled from
costs, which in turn has an influence on the attractass of the business model with a digital
core product. Investors do not like that. It also brings dangers, should sales not develop as
planned and | then fail to come down from the costs quickly enbsigbpose that a personnel

cost ratio lower than 3@ercent should be appropriatgC).

Figure58|shows the identified options that are suitable for monitoring the identified success

factors.

Figure 58: Cost structure +Monitoring

4.2.9 Atool for monitoring the successfactor-basedbusiness model

The identification of monitoring opportunities proved to be challenging for the interview

participants. In particular, the forced change of perspective into the role ef@nreerce
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platform provider to answer the questiayened new horizons for many of the participants

and at the same time contributed to the understanding of the suppliet sideDb YH QHYHU ORRI
at it from this perspective before. Just thinking about it has definitely helped me a lot in
understanding -€ommerce platform provider companiésa sure I'll be thinking about it for

anotherthree G D \ ().

This statement indicates thiais extremely important to directigonsultandinvolve people.

In the context of @ommerce platform providers these am anly customerdut alsokey
partners and own employedsthis context, Net Promotor Scoring in general or in an adapted
form is seen as an overall relevant performance indicator, with the help of which feedback
from customer, partner and employee sys/as well as from direct personal conversations
can be systematically recorded. This includes in particular qualitative, i.e. subjective or soft
success factors. While the NPS determines the degree of customer loyalty to a company, the
Customer Satisfaittn Score (CSAT), which refers to a concrete interaction with the customer
or key partner, is also identified as suitable for depicting a snapshot of customer satisfaction.
This allows customer or partner satisfaction to be tracked across all sogtieaschannels

and touchpointsUltimately, it becomes clear that it is the people within and around the
company that form a central aspect when monitoring key success factorsdomeerce

platform providergpusiness models.

In addition,it can be stated that the observation of the-feadel is perceived as important.

This makes it possible, for example, to monitor product developrataied market effects or

the further development of sales and marketeigtedkey resources an#ley acivities. In
connection with the latteit is noticeable that performance indicators were identified that have

a strong relation to the topic of innovation, e.g. provide information on how many employees
in the company generate ideas, whether and how aftestomers are included in the
development process before a market launch, how frequently and regularly new features are

tested and placed in the market, or measure the feedback from the market or the ecosystem.
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Overall, the results of this section, inetieasyto-understand form of scorecards, not only
enable the monitoring of appropriate performance indicators, but also provide guidance with
target values to aim for and how to collect the relevant datghermore, thewllow e
commerce platform providgeto monitor not only impacts related to the identified key success
factorsregarding their business modeglie to changes in the market but also-deifen

impacts due to business model innovagmaeavours

Figure 59 assembles the results amggaphically mapsthe developedscorecard to the

associatedbuilding blocks of a Business Model Canvésection2.2.3, providing a tool for €

commerce platform providers to monitor tlentified key success factoiise. the success

factorbased business modekultingfrom sectiom. 1} For better illustration, the area of key

partners has been highlighted.
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Figure 59: Tool for monitoring the success factotbased business model
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4.3 Summary

Sectiond.llidentified the key success factors (RQ1, RO1). Based on the research findings, it

can be recommended that B2B@nmerce platform providers offer verticalised SaaS and
highly customisable Paa®lutions via cloudgervicesAll key success factors are based on an
outsidein perspective, which comprises the views, needs, challenges and experiences of the
interview participants,e.companies who operate in the B2B sector and conduct their bsisine

via online shops.

Through the irdepth analysis, interpretation and composition of the identified key success
factors of the individual business model building blocks, a complete and coherent blueprint of

a success factdrased business model fecenmerce platform providers has been developed

in sectiond.1.9(cf.|Figure41), which at the same time demonstrates how the identified key

success factors can be considered within a business model (RQ2, RO2). In thig Emyutet,

can be used as a guide or implementation plan that supports both young and established e
commerce platform providers in successfully implementingir newor amending their

existingbusness model.

In addition, sectiof.2lhas determined ways to monitor these success factors, which, in the

form of easyto-use scorecards, represenisgful tool for monitoring the success faetased
business model provided (RQ3, RO3he providers of €ommerce platformsising the
developed blueprint of a success fadtased business modale thus enabled, on the one
hand, to continuously checkein business model for necessary adjustments due to market

developments and, on the other hand, to validate decisions made regarding the business model.

208



5 Discussion

As alreadydescribed irdetail insection2.2 it is very important to continuously monitor and

develop a business model, including the developed successliastd business model for e

commerce platform providers from sectjdrl In this context failures in business model

innovation are frequently reported in the literat(@ristenseret al, 2019) which is why

scholars have highlighted the need to eleg new approaches to assist managers in their

business model management endeav(Livs& Mannhardt, 2019)

For this reason, lding on the results and findings of the primary research described in

sectiorn

4.1

ang

4.2

sectiorn

5.1

recommends a suitable process model that takes into account

relevant succesritical characteristicsof the previously developeduccess factebased

business model anthus supports its suassful further developmenthis chapter thus

contributes in particular to achieving research objective RO4, which in turn supports

answering research question RQ3, as described in sﬁon

Sectior

5.2

gives a brief summary.

5.1 Management of the success factdsased business model

As explained irsection2.2.

~
3
J

EXVLQHVV PRGHO LQQRYDWLRQ GHVFULEH

regard to the further development of its own business mudi#h. regard to this less sales

oriented but very collaboratieoriented context,the resultsfrom sectiorj4.1 reveal that

person and activityrelated characteristics or attitugdesich as customer centricity, solution

orientation, empathy, learnifignovationculture, agilityandflexibility, MVP mindset, urge

for continuous change and innovation, employee alignment, employee identification with their

job and the company, employee appreciatidear company vision/msson/values/goals,

systematic market screeningy, transparent communication have a significant impact on the

success of & RPPHUFH SODWIRUP SURY L (FigweAg), bhxsghoQidb¥ V PR GHC
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considered in the context of business model management. This also applies to the diverse,
crossfunctional and cooperative collaboration not only with internal departments, but
especially with successitical key partners and target customers on the basis of a close
relationship and early involvement. Basedtbase insightsthe following sections will not

only identify andpresent frameworks, methods and tabiat consider and reinforce these
characteristicbut are also compatible and combinable with each ditiigh. that,it is ensured

that the individual key success factors or building blocks of the successliastat business

model from sectiop.1l] whichare cruciako create, proposeapture,and delivevalug also

harmonise as well as possible with the business model innovation processdorbmended
This allows for the idealtilisation of successritical company capabilities, resulting in a
harmoniousand minimally invasive solution for the further development of the entire business

model.

Since the results of the primary research have revealed that agile approaches and its
accompanying principles and values positively influence or reinforce the -abenéoned

characteristics, the focus in the following is on agile frameworks, methods andAiooig

with this, new literature is introduced the section®.1.1|5.1.4|5.1.3|5.1.4 and5.1.5 that

is not part of the literature review chap(telnapteﬂ, as it is selected on thadis of the results

and findings from chapter 4 and therefore could not be seen beforebBectibn5.1.6

discusses a suitable composition of these individc@mnponentsand develops and

recommends a suitabBMI process model.

5.1.1 Business model innovation frameworks

First, there is the question ofsaitable agile basic structure with regard to business model

innovation.As described in sectigl.2.3 academic research on frameworks, methods and

tools to assist companies regarding proactive and systematic business model innovation is still

at an early stage of maturitfGeissdoerfer, Bocken, & Hultink, 2016put has shown
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increasing popularity in recent yeaffilser et al, 2021) Tesch (2019) provides a
comprehensive and contemporary literature overview that demonstrates the diversity of the
business model innovation process according to the identified quantity of activities, sequence
and terminology.In this context, b identified that phases of existing business model
innovation frameworks can be condensed into six process phases, whichaiagion, ii)
ideation, iii) prototyping, iv) validation, v) implementation, and vi) scaling, as also used in the

following of this study.

The first business model innovation phases that are linked with a higher degree of uncertainty
centre on the kBiness model design, while the later phases with lower uncertainties focus on
its realisation, efficiency and growtfOsterwalderet al, 2020; Tesch, 2019)This is
underpinned by the work @eissdoerfer, Vladimirova, and Evai2918) which bases on the
results ofSchallmo(2013)and Foss and Sael§?017)and further condenses the identified
VWHSV WR WKH WKUHH FDWHJRULHV L B3FRQFHSW GHVLJQ~
Moreover, their work additionally incorporates gactive multistakeholder management and

puts the focus on flexibilityand sustainability aspects regarding business model innovation
(Geissdoerfer, Savaget, & Evans, 2017; Geissdoerfer, Viemiay & Evans, 2018)By
following the process step by step, the organisation can also navigate back and forth in the
process by reiterating and omitting phases in accordance with its requirements and
specifications(Geissdoerfer, Savaget, & Evans, 201This reflect the need to respond
flexibly to changes in the business environment, which is why the complete process of
business model innovation can be repeated thus building a cyclical and repetitive business
model innovation process to ensure sustainable compgetdtwantagegGeissloerfer,
Savaget, & Evans, 2017; Osterwaléerl, 2020; Wirtz, 2019)Overall, thisbuildsan agile

fundamental structure for the further development of the successlfased business model

described in sectigh.l| This structure is shown below| Figure60
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Figure 60: Six phases of business model innovation

Source: Owrfigure based orilresch(2019) Geissdoerfer, Vladimirova, and Eva(018)

Geissdoerfer, Savaget, and Ev2317) andFoss and Saelf2017)

The following sectiorn

§.1.2

to

5.1.5

describe suitable frameworks, methods and tihalcan

be used withirthis structureand have been identified and selected based on statements of the

interview participants$OWKRXJK WKH SDUWLFLSDQWVYT VWDWHPHQW\

success factors for the implementation of the success Hdaased business modek¢sion

4.1.9 and notto its overarching further development, they neverthehéghly support the

selection of these components for the developraadtrecommendation of BMI process

model that uses existing or necessary key capabilities of successiaimerce platform
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providers and can thus be harmoniously and minimally invasively integrated into the company

processes.

5.1.2 Design Thinking

3, WK ta@@dic painerships are important, within which you can tackle and develop things
together. Thinking outside the box together and being innovative together. In this way, you get
closer to each other, which means that in the end both parties have somethymig. And

not just in relation to the platform, butand that is why | like your research approach very
much +on a more strategic level that looks at the entire business model. From my experience,

'"HVLIJQ 7KLQNLQJ LV ZBHOO VXLWHG IRU WKLV’

Design Thinking represents a suitable, popular and powerful innovation m@&ioakdar&

Gassmann, 2016; Dorst, 2011; Liu & Mannhardt, 2019; Meinel & Leifer, 20@8)used by

large corporations like Apple or NiKSchweitzeet al, 2016)andrepresents a contemporary,

systematic and nelinear approach for innovation, which is custornentred and social in
nature(Kernbach & Svetina Nabergoj, 2018; Platteeral, 2009; Schweitzeet al, 2016)

'"HVLIJQ 7KLQNLQJ QRW RQO\N IRFXVHV RQ WKH XQGHUVWDQG
WKH GHYHORSPHQW RI QHZ LGHDV HPSKDVLVLQJ RQ WKH F(
usage of manifold tools and methd@own, 2009; Hilbrecht & Kempkens, 2013; Jakovich

et al, 2012; Meinel & Thienen, 2016]&tneret al, 2009; Schweitzeet al, 2016)

Innovations and valuable problem solutions combine the essential components of (human)
desirability, (technical) feasibility and (economic) viabiliylattneret al, 2009) Hereby,
Design Thinkingtakes the human perspective as the starting point for the objective of
designing ideas that are not only attractive also feasible and marketable. It can be applied

equally in business, science, and rese@vitinel & Leifer, 2020)

According toKernbach and Svetina Naberd@p18) Design Thinking consists of a fiastep

approach of i) empathise, ii) define, iii) ideate, iv) prototype, and v) test.
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In the initial em@athise phaseW KH FXVWRPHUVY LVVXHV QHMe M DQG ZL\
& Leifer, 2020; Plattneet al, 2009) This can be rdiged, for example, with the conduction

of interviews using open ended questigBsnakdar & Gassmann, 2016; Meinel & Leifer,
2020; Reinecke, 2016After the define phase, in which the results, e.g. interview traatscri
(Meinel & Leifer, 2020) of the first two steps are combined, organised, sorted, and categorised
(Kernbach & Svetina Nabergoj, 2018; Meinel & Leifer, 2020 solution finding process
begins within the ideate pha@éeinel & Leifer, 2020; Schweitzest al, 2016) Hereby, a
variety of possible ideas are generated, which are linkpddaties and finally selected for

the coming prototype phagéernbach & Svetina Nabergoj, 2018; Meinel & Leifer, 2020)
which - based on the identified issues and needs of the custameangible pototype is
created to be able to demonstrate the idea to the relevant target(i§esopach & Svetina
Nabergoj, 2018; Plattnest al, 2009) With that, previously generated hypotheses can be
validated, and the prototype can be tested rapidly in the following test (Kersdbach &
Svetina Nabergoj, 2018)In this context, customer feedback is significantly important
(Reinecke, 2016)If anidea or prototype does not work as expected, it can be discarded, or

improvements can be develop@kinecke, 2016)

These repeatin@esign Thinkingactivities are guided by a set of overarching principles or
mindsets(Schweitzeret al, 2016) which also consider the relevant key success factars.

extract of thesenindsetgelevant to this thesis described in the following:

(PSDWK\ UHSUHVHQWV WKH FDSDFLW\ WeRtodtdgniaekubyr X JK D Q
people do what they d¢Kelley & Kelley, 2013) Thus, empathy is not only a skill to
understand customers better, but also enables to solve problems better from the customer's
perspective. In addition, valuable insights are gained on how to develop solutions in a more

cusbmeroriented way.

214











































































































































































































































































































































































