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“The	Only	Thing	That	is	Constant,	is	Change”	
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ABSTRACT	 	
Platform	businesses	are	often	characterized	as	two-sided	with	distinct	user	groups,	but	who	

need	one	another	and	uses	the	platform	to	transact.	In	addition,	the	emerging	phenomenon	

of	platform	businesses	often	operate	on	an	eco-system	level	with	potential	to	impact	

concurrent	industries,	such	as	Uber	and	Airbnb	impacting	Taxi	companies	and	Hotels.	

This	thesis	provides	an	exploratory	research	into	how	a	platform-based	accounting	business,	

Billy,	experiences	growth	on	the	Danish	SME	market.		Founded	in	the	technological	

development	of	online-platform	businesses,	this	thesis	finds,	that	new	and	emerging	

accounting	systems	has	successfully	shifted	its	two-sided	user	focus	from	mainly	serving	

auditors	and	bookkeepers	(specialists)	to	now	serving	companies	(end-users).	This	has	thus	

stirred	the	somewhat	conservative	and	traditional	industry	in	its	entirety,	when	going	from	

complex	to	simple	processes	for	the	benefit	of	the	end-users.	The	rapid	innovation	and	end-

user-centric	focus	has	created	a	market-rivalry	with	emerging	online	accounting	platforms	

taking	on	established	and	vice	versa.	The	context	is	furthermore	paradoxical	challenged,	as	

accounting	platforms	like	Billy	need	specialists	to	grow,	but	are	increasing	specialists’	

redundancy	through	innovation	development.	

	The	thesis	will	identify	the	distinct	characteristics	of	platform-based	businesses’	in	the	

contextual	frame	of	accounting.	This	is	done	by	investigating	and	essentially	explaining	the	

strategic	challenges	for	Billy	in	order	to	‘grow	their	platform	business	while	adapting	the	

industry	phase’.	Hereof,	a	theoretical	framework	will	be	developed	on	merging	platform	

theory	and	industry	phase	theory.	The	original	framework	will	be	altered	throughout	the	

research	in	order	to	match	the	case	of	Billy.	The	altering	is	composed	by	analyzing	empirical	

data	in	a	theoretical	context.		

Findings	point	to	challenges	of	a	potentially	industry	impact	by	an	industry	phase	shift	

towards	a	discontinuity.	Combined	with	a	high	market	rivalry	the	research	makes	

suggestions	on	how	to	prepare	Billy	for	such	challenges.	Other	findings	highlighted	the	use	

of	innovation	could	potentially	help	Billy’s	disengagement	from	the	high	rivalry.	A	

suggestion	in	approaching	this	challenge	is	by	balancing	Billy’s	way	of	connecting	their	users	

of	their	platform	on	a	‘counselling’	and	‘routine-based’-work	functioning	level.
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CHAPTER 1: INTRODUCTION 

	

Platform	businesses	has	over	the	last	decades	become	increasingly	important	in	the	

economy	(Cenamor	et	al.	2013;	Eisenmann	et	al.	2011;	Ceccagnoli	et	al.	2012).	The	variety	

of	platforms	are	many	as	well	as	firms	that	revolve	around	them.	Some	of	the	most	valuable	

companies	in	today’s	economy	are	platform	based,	such	as	Uber,	Facebook,	Airbnb	or	

Google	to	name	a	few	(Evans	&	Schmalensee,	2016).	These	platforms	are	often	

characterised	by	having	no	inventory,	and	instead,	thrive	on	online	technology	which	serves	

the	transaction	between	connecting	their	users	with	each	other.	Moreover,	the	platforms	

are	often	two-sided	with	a	diverse	user	base.	A	constellation	in	which	the	two	are	co-

dependent,	and	where	value	is	provided	through	the	platforms	when	the	two	sides	transact.	

Platforms	have	had	an	immense	impact	on	current	industries.	Uber	influences	taxi	driver	

companies,	Airbnb	affects	the	hotel	industry,	and	both	have	stirred	the	public	debate	about	

ethics	and	governmental	rules	and	regulations	(Frizell,	2014;	Coldwell,	2014).	In	an	

academic	context,	an	interesting	aspect	of	the	current	debate	is	how	these	platforms	

compete	on	an	ecosystem	level	instead	of	on	a	product	based	(Sampere,	2016).	It	seems	

that	the	technological	evolution,	seen	in	the	blooming	trend	on	platform	businesses,	have	

created	a	world	with	no	boundaries	on	any	industry	(Srinivasan,	2016;	Andersen,	2015;	

Accenture,	2016).	

The	trend	of	online	platforms	has	also	reached	the	accounting	industry	in	Denmark	

(Sørensen,	(a)	2011;	Christensen,	2013;	Mygind,	(a)	2008;	Mygind,	(b)	2008).	Accounting	

systems	fundamentally	function	as	a	tool	for	keeping	companies’	accounting	up	to	date.	

And	companies	are	obligated	to	act	by	the	Danish	accounting	legislation	(Tax,	2016;	Skat	(a),	

2016;	Erhvervsstyrelsen	(a),	2016;	Erhvervsstyrelsen	(b),	2016;	Retsinformation,	2016),	

which	rules	are	many	and	can	be	very	complicated.	Because	of	this,	accounting	systems	

often	operate	as	a	two-sided	platform	with	companies/end-users	on	one	side,	who	needs	

help	with	their	accounting,	and	bookkeeper	and	auditors	on	the	other,	who	can	provide	the	

first	side	with	information	and	help.	I	have	chosen	to	call	bookkeepers	and	auditors	for	
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specialists	from	now	on	in	this	thesis.	The	reasoning	behind	this,	is	not	only	that	the	

understanding	will	not	be	lost,	but	moreover,	the	fact	that	specialists	(bookkeeper	and	

auditors)	has	specialised	themselves	within	accountancy.	In	fact,	an	entire	industry	is	based	

on	specialists	within	the	field,	such	as	Pwc,	Deloitte	and	Ernst	&	Young	to	name	a	few	actors	

on	the	Danish	market.	

Despite	the	high	complexity	of	accounting,	many	new	online	accounting	systems	have	seen	

the	light.	Many	of	them	have	come	with	a	new	approach	of	simplifying	the	complexity	of	

accounting.	Before,	an	accounting	system	would	serve	as	a	tool	for	the	specialist	to	perform	

the	accountancy	–	irrespective	to	the	complexity	or	knowledge	needed	in	order	to	serve	the	

system.	The	new	approach	is	building	online-accounting	systems	with	such	an	intuitive	

interface,	that	practical	anyone	without	prior	knowledge	would	immediately	be	able	to	do	

the	accounting	themselves	(Finans,	2014;	Boye,	2014;	Jensen,	2013;	Wittorff,	2011).	With	

the	shift	from	complexity	to	simplicity,	a	shift	of	focus	has	followed	from	accommodating	

specialists,	to	a	greater	extent	accommodating	companies/end-users.	

Fostered	my	interest	(Purpose	and	relevance)	

In	my	professional	life,	I	have	worked	in	Deloitte	as	a	project	consultant	where	I	had	close	

relations	with	the	accounting	department.	Our	clients	were	typically	SMEs	and	in	order	to	

serve	them	as	best	possible,	we	used	an	online	accounting	platform	that	was	provided	by	a	

third	company,	hence,	an	accounting	platform	combining	Deloitte	with	their	clients.	Here,	I	

got	to	see	first-hand	how	the	industry	works,	and	moreover,	the	impact	of	the	technological	

development	new	accounting	systems	potentially	had/have.	Firstly,	these	new	systems	omit	

the	need	for	financial/professional	terms	such	as	debit/credit,	which	is	the	most	essential	

thing	to	understand	in	accounting	(Spec	2,	2016;	Spec	3,	2016;	Spec	6,	2016).	Obviously,	this	

creates	scepticism	for	specialists	as	their	profession	is	being	devalued.	Secondly,	several	

online	accounting	systems	have	openly	articulated	how	their	technological	development	

would	eliminate	the	need	for	specialists	(Simonsen,	2016;	Moses,	(b)	2013).	This	immediate	

radical	change,	however,	has	not	happened	quite	yet.	An	explanation	for	this	can	be	given.	

The	high	switching	costs	and	the	relatively	low	complexity	that	the	new	accounting	systems	

possess,	which	means	only	clients	with	low	accounting	needs	can	use	them.	To	illustrate	the	

contradicting	aspect,	the	same	accounting	systems	who	articulated	the	elimination	of	need	
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for	specialists	are	referring	their	end-users	to	connect	with	specialists	(Dinero,	2016;	Billy	

(a),	2016).	A	contextual	explanation	to	this	can	perhaps	be	found	in	the	fact	that	the	

specialists,	who	operate	as	professionals	within	their	profession,	have	long	functioned	as	

ambassadors	for	the	respective	accounting	system	(Riis,	2014;	Spec	5,	2016;	Spec	6,	2016;	

Spec	7,	2016;	Spec	8,	2016).	

The	above	description	sparked	my	personal	interest	for	writing	this	thesis.	The	challenge	for	

a	two-sided	platform	to	experience	growth,	but	is	paradoxically	challenged	by	their	

positioning	within	the	industry	of	accounting.	The	paradoxical	challenge	is	seen,	as	the	

platform	needs	specialists	but	contradictory	are	increasing	the	specialists’	redundancy	with	

every	innovation	made	by	the	platform.	

Furthermore,	I	find	purpose	in	assisting	a	firm	with	practical	relevance,	which	is	why	I	

ultimately	choose	Billy	Aps	as	my	case	study.	Billy	is	an	online	accounting	platform	and	is	

among	the	first-movers	with	the	intuitive	approach.		Moreover,	they	are	among	those	who	

have	articulated	specialists’	redundancy	(Moses,	(b)	2013;	Spec	2,	2016).	Billy	mainly	

focuses	on	companies/end-users,	which	will	be	elaborated	on	in	chapter	two.	

Naturally,	understanding	how	to	grow	a	platform	has	many	aspects.	For	this	thesis,	I	include	

two	different	theories	in	order	to	give	a	thorough	understanding	of	the	field.	The	first	

framework	is	the	catalyst	framework	of	Evans	&	Schmalensee	(2007),	which	will	also	serve	

as	the	structure	for	the	thesis’	theoretical	framework.	To	better	understand	the	

technological	evolution	aspect,	the	three-step	process	by	Afuah	&	Utterback	(2007)	will	be	

included	and	merged	with	Evans	&	Schmalensee’.	Alongside	this,	I	will	complement	the	

theoretical	framework	with	other	scholars	and	interesting	literature	on	the	field,	as	well	as	

presenting	my	empirical	findings.	

Throughout	the	explorative	and	empirical	case	study,	there	will	be	elements	of	abductive	

reasoning.	The	developed	theoretical	framework	will	serve	a	combination	of	platform	

theory	and	industry	phase.	Through	the	empirical	findings,	the	company’s	strategic	

challenges	in	relation	to	the	context	specified	research	area	will	be	analysed.	The	main	goal	

was	never	to	generalise,	however,	one	can	not	argue	against	the	thereof	possibility	towards	

similar	businesses	in	similar	context.	
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1.2	Research	question	

In	continuation	of	the	above	description	of	an	expanding	platform	business,	that	is	two-

sided,	and	whose	sides	in	comparison	are	very	unbalanced	in	terms	of	understanding	the	

subject	of	accounting,	I	will	attempt	to	answer	the	beneath	research	question.	In	addition,	

the	claim	of	technology	overtaking	the	one	side	is	also	considered.	

• How	can	Billy	experience	growth?	

And	in	order	to	answer	the	above	main	research	question,	I	will	have	to	answer	beneath	

sub-questions.	The	first	two	sub-questions	represent	the	theoretical	part,	and	the	latter	two	

represents	the	empirical	part.	

1. What are the challenges to growing a platform business? 

2. What additional challenges does the industry phase create for growing a 

platform business? 

3. How	do the challenges effect the case company?	

4. 	What	measures	are	needed	for	Billy	to	overcome	imposed	challenges?	

1.3	Thesis	structure	

The	structure	of	this	thesis	will	have	an	introductory	section,	which	will	serve	as	a	course	of	

action.	The	following	will	be	divided	into	two	larger	parts,	with	part	one	functioning	as	the	

theoretical	part,	and	part	two	functioning	as	the	empirical	part.	An	illustration	of	the	

structure	is	indicated	below	in	figure	1.		

The	introduction	will	contain	the	current	Chapter	one	as	well	as	Chapter	two	of	case	and	

industry	presentation.	Chapter	three	will	include	the	method	and	data	collection.	Combining	

the	first	three	chapters	will	thereby	function	as	a	thorough	introduction	to	the	main	thesis	

in-depth	investigation.	

The	following	Part	one	serves	as	the	theoretical	part,	which	will	produce	a	theoretical	

catalyst	framework	with	a	focus	on	growing	a	platform	business	while	adapting	the	industry	

phase.	This	part	will	provide	the	answers	for	the	first	two	sub-questions.	
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Lastly,	Part	two	will	serve	as	the	empirical	part,	where	the	findings	will	be	analysed	and	

subsequently	discussed.	This	will	then	provide	answers	for	the	latter	two	sub-	questions.	

And	finally,	a	main	conclusion	will	be	made,	forming	an	answer	for	the	main	research	

question	

	

	

1.4	Scope-	&	limitations	of	thesis	

Due	to	the	natural	extent	of	scope	for	a	research	paper	like	this,	the	theoretical	and	

empirical	limitations	were	implemented.		

	Afuah	and	Utterback	(2007)	serve	an	influential	element	in	structuring	the	thesis,	and	its	

theoretical	framework.	Afuah	and	Utterback	(2007)	present	a	three-step	process	to	analyse	

the	technological	evolution	and	how	a	company	adapts	accordingly.	They	also	propose	the	

analysis	of	all	given	phases,	which	I	will	not.	This	is	not	only	because	of	the	

comprehensiveness	of	such	analysis,	but	also	because	understanding	the	present	phase	

would	serve	as	the	highest	relevance	to	Billy.	I	will,	however,	discuss	the	following	phase,	

but	will	not	analyse	it	to	the	same	extent	as	the	present	phase.	

Segmentation	

In	order	to	illustrate	the	complex	subject	of	accounting,	the	following	segments	were	

needed.	I	have	sought	to	segment	without	losing	context	of	the	overall	understanding	of	

subject,	which	I	have	achieved.	However,	one	cannot	argue	the	loss	of	nuances	within	the	

subject.	Again,	this	was	needed	due	to	the	natural	extent	of	scope	for	a	research	paper	like	

this.	

Figure	1	-	Thesis	structure	&	outline	

INTRODUCTION	 PART	ONE	 PART	TWO	

Research	question	etc.	 Analysis	Key	concepts	

Case-	&	industry	
presentation	 Discussion	Theoretical	background	

Method	&	data	collection	 Conclusion	Framework	development	
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Although	Billy	also	has	operations	in	the	US	(Bil	1,	2016),	this	thesis	will	solely	focus	on	the	

Danish	market.	This	is	because	of	the	complexity	of	laws	etc.	that	an	accounting	system	

possesses,	which	hereof	increases	substantially	when	comparing	different	countries.	More	

thorough	research	would	arguably	be	needed	for	the	individual	study	of	each	country	in	

order	to	compare.	

The	overall	focus	on	companies/end-users	needed	segmentation	as	well.	In	this	thesis,	I	will	

focus	on	the	SME	(Small	and	medium-sized	enterprises)	market.	The	reasoning	behind	this	is	

simply	due	to	Billy’s	system	not	having	the	complexity	to	serve	large	enterprises.	This	

thereby	disclaims	the	immediate	importance	for	Billy.	Additionally,	I	recognise	the	existence	

of	companies	that	do	not	outsource	their	accounting,	but	instead	have	employees	who	

manage	the	accounting.	These	employees	function	as	specialists	within	the	company,	which	

signifies	another	segment	I	will	not	focus	on.	This	is	because	the	segment	is	largely	

associated	with	larges	enterprises.	And	moreover,	the	ones	who	do	fit	the	segment	of	SME	

will	have	an	entirely	different	adoption	process,	have	higher	switching	costs,	and	ultimately,	

are	not	a	segment	that	Billy	focuses	on	(Bil	1,	2016;	Bil	2,	2016).	The	interesting	part	for	Billy	

is	the	coupling	of	specialists	and	end-users.	

I	also	recognise	the	limitation	aspect	in	defining	bookkeeper	and	auditors	as	specialists.	I	

understand	the	differences	between	State-authorized	auditors,	auditors,	bookkeepers	and	

the	fact	that	neither	auditor	nor	bookkeeper	is	a	protected	title	(Fsr,	2013).	This	means	

anyone	is	allowed	to	call	themselves	that.	The	argument	for	defining	them	as	one	unit	is	

based	upon	the	differentiating	among	these	titles	are	much	more	clear	the	more	

complicated	the	accounting	is	or	the	bigger	size	the	company	has.	As	Billy’s	system	is	for	

relatively	simple	accounting,	and	because	it	serves	the	SME	market,	it	strengthens	the	

argument	for	a	minimum	of	loss	in	defining	them	as	specialists.	SMEs	are	obligated	to	report	

their	accounting,	which	they	technically	can	do	themselves,	but	are	not	obligated	to	have	

their	accounting	audited	by	an	auditor	(Erhvervsstyrelsen	(c)	2016).	

Lastly,	the	differentiation	between	counselling	and	routine-based	work	requires	the	

reasoning	behind.	I	understand	the	differentiation	is	on	a	general	level,	which	thereby	can	

influence	the	nuances	of	the	understanding.	I	recognise	a	specialists’	price	list	will	be	more	

diverse	than	two	different	prices	based	on	an	hourly	rate.	To	use	an	example,	the	specialist	
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might	have	a	fixed	price	for	doing	a	client’s	yearly	accounting.	However,	the	fixed	price	will	

be	computed	by	the	level	of	counselling	vs	routine-based	aspect.	And	hereby,	the	

signification	of	differentiation	is	arguably	reinforced.	Moreover,	the	comprehension	of	a	

specialist	will	throughout	the	thesis	be	better	assisted.	

CHAPTER 2: BILLY AS A CASE 

	

Billy	operates	as	a	two-sided	platform	within	the	accounting	industry,	where	a	large	

segment	of	the	setup’s	indisputable	functions	on	one	side	with	companies	having	to	

produce	their	accounts,	and	on	the	other	side,	a	market	with	specialists	specialising	in	the	

very	topic	of	accounting,	ultimately	trying	to	serve	the	other	side	of	companies.		

As	mentioned,	this	setup	has	existed	for	a	long	time,	which	thereby	signifies	the	reasoning	

for	describing	the	accounting	industry	in	order	to	better	describe	Billy,	and	ultimately	

reasoning	the	context	which	Billy	operates	within.	

2.1	Industry	presentation	

Companies	in	Denmark	are	obligated	to	report	their	taxes	and	accounting	

(Erhvervsstyrelsen,	(b)	2016;	Skat,	2011).	These	laws,	defined	by	the	government,	are	many	

and	can	quickly	become	difficult	to	understand	fully.	This	incentivises	opportunities	in	the	

market	for	segments	to	specialise	within,	hence	bookkeepers	and	auditors	(specialists).	The	

above	description	is	not	to	speak	against	specialists’	rights	or	value-adding	foundation	

towards	the	market,	but	rather	to	illustrate	how	the	market	operates.	Furthermore,	are	

these	laws	ultimately	incentivising	transparency	within	the	market,	which	is	a	good	thing.	

Technology	has	then,	through	time,	created	tools	for	maintaining	companies	accounting,	

which	specialists	have	used	with	great	care	and	companies	have	paid	for	(I	will	elaborate	on	

this	aspect	in	section	6.1.1	–	Industry	history).	The	constant	evolution	within	technology	has	

reached	the	accounting	systems,	and	has	now	revolutionised	the	way	accounting	is	

produced	(Christensen,	(a)	2013;	Svarre,	(b)	2009).		
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In	reference	to	the	segment	of	SMEs	and	the	starting	of	a	company,	it	is	rarely	accounting	

that	is	the	first-priority	(Bil	1,	2016;	Spec	2,	2016;	Spec	3,	2016;	Spec	5,	2016).	When	a	

hairdresser,	designer	or	craftsman	etc.	starts	their	business,	it	is	not	because	they	are	good	

with	numbers,	accounting	or	administrative	work	in	general	–	in	fact,	they	might	start	in	

spite	of	that.	This	description	is	fundamentally	the	foundation	of	the	approach	that	new	

accounting	systems	have	utilised.	The	evolution	of	technology	has	reached	a	level	where	

processes	within	the	accounting	field	are	being	simplified	to	the	level	where	people	without	

an	accountant	-	or	auditor	background	can	manage	it	(Jensen,	2013;	Wittorff,	2011;	Moses,	

(b)	2013;	Simonsen,	2016).	These	simplifying	processes	serve	additional	aspects,	where	

some	are	more	complicated	than	others.	In	order	to	illustrate,	the	simplicity	exercised	by	

these	new	accounting	systems	can,	among	others,	be	shown	by	the	systematic	elimination	

of	using	professional/technical	terms.	Professional/technical	terms	that	formerly	were	only	

of	use	to	specialists	(Spec	3,	2016;	Spec	4,	2016;	Spec	6,	2016;	Spec	7,	2016).	This	may	

ultimately	devalue	or	at	least	create	the	illusion	of	a	devaluation	of	the	specialists.	

2.2	Case	presentation	

“Billy	is	the	personification	of	the	accounting	

system”	(Bil	2,	2016).	Their	system	is	cloud-

based	and	operates	as	a	SaaS	solution.	

Moreover,	Billy	differentiates	themselves	as	an	

alternative	to	complex	and	professional	

accounting	systems,	and	further	enables	small	businesses	to	be	able	to	do	most	of	their	

accounting	themselves	without	being	great	at	understanding	debit/credit	or	other	financial	

terms	(Bil	1,	2016;	Bil	2,	2016).	Billy’s	accounting	system	has	a	very	intuitive-based	approach	

with	a	high	focus	on	the	end-users’	perspective	(Boye,	2014;	Wittorff,	2011;	Bil	1,	2016;	Bil	

2,	2016;	Bil	3,	2016;	Spec	3,	2016).	Everything	is	simplified	in	order	to	force	the	user	to	face	

a	minimum	of	decision-making;	in	comparing	Billy	with	their	competitor	E-conomic,	Billy-

users	would	only	have	to	use	twenty-one	mouse-clicks	in	order	to	create	an	invoice,	

whereas	E-conomic-users	would	need	fifty-six	(Bil	2,	2016).	Billy’s	customers	are	typical	

companies	with	one	to	ten	employees,	and	are	preferably	SMEs,	with	an	emphasis	on	small	

Figure	2	-	Billy	logo	
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firms.	This	is	connected	to	the	relatively	low	level	of	complexity	that	their	system	possesses	

(Bil	1,	2016;	Bil	2,	2016;	Bil	3,	2016).	

Billy’s	has	two	revenue	streams,	which	incorporates	a	pricing	structure	adjusted	to	end-

users	and	specialists,	respectively.	For	end-users,	Billy	operates	a	freemium	model.	

Specialists	pay	a	small	monthly	fee	per	client	(account)	they	operate	in	the	system,	which	

gets	cheaper	per	client	(account)	the	more	they	operate	(Billy	presentation,	slide	21,	2016).	

Billy	has	approximately	35.000	end-users	using	the	free	version,	and	an	additional	7.050	

paying	customers	(Bil	2,	2016;	Billy	presentation,	slide	5,	2016).	

Billy	currently	has	nineteen	employees,	which	is	roughly	divided	into	one	CEO,	a	

marketing/communication	department	of	seven	people,	a	counselling	department	of	six	

people,	and	a	development	department	of	five	people	(Billy	(b),	2016).	

CHAPTER 3: MEHTODOLOGY & DATA 

COLLECTION 

	

The	purpose	for	this	chapter	is	to	provide	an	overview	of	the	research	methodology	that	has	

been	adopted	in	order	to	best	serve	the	main	goal	of	answering	the	main	research	question.	

The	main	focus	for	this	thesis	has	been	assisting	the	case	company	of	Billy.	This	has,	among	

other,	been	done	by	developing	a	theoretical	framework	with	merging	platform	theory	and	

industry	phase	with	complements	of	other	theorists	and	literature.	In	this	chapter	I	will	try	

to	enlighten	how	my	choices	on	research	philosophy,	-approach	and	-design	are	interrelated	

and	how	they	affect	my	choice	of	research	methodology.	Last,	I	will	provide	an	overview	on	

my	empirical	data	and	give	a	critical	perspective	on	my	use	of	methodology.	

3.1	Research	philosophy:	Pragmatism	

Research	philosophy	relates	to	the	development	of	knowledge	and	the	nature	of	that	

knowledge	(Saunders	et	al.	2009).	As	my	study	revolves	around	a	case	study	I	wanted	to	

help,	I	took	a	pragmatism	approach.	I	understand	the	possibility	of	numerous	

interpretations	of	given	phenomenon’s,	which	is	why	my	goal	was	never	to	achieve	a	
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definite	truth.	

Tashakkori	and	Teddlie	(1998)	contend	that	pragmatism	is	intuitively	appealing,	largely	

because	it	avoids	the	researcher	engaging	in	what	they	see	as	rather	pointless	debates	

about	such	concepts	as	truth	and	reality.	Pragmatism	is	thereby	centred	on	problem-solving	

and	assesses	theory	on	the	criteria	of	the	theories	capacity	for	solving	problems.	A	

pragmatism	study	approach	should	focus	on	interest	and	value;	which	results	should	be	of	

value	according	to	the	researchers’	value	system.	Pragmatism	further	defends	the	possibility	

of	working	with	variations	of	sources,	methods	and	science	methods,	as	the	freedom	of	

choice	provides	the	most	reliable	answer	(Saunders	et	al.	2009).	

3.2	Research	approach:	Abduction	

The	logic	behind	this	research	evolved	with	the	deepening	of	research.	Initially,	the	research	

was	influenced	by	an	inductive	approach	(Saunders	et	al.	2009)	–	theory	follows	data.	The	

investigation	prior	to	this	thesis	is	arguable.	However,	one	cannot	deny	my	insight	into	the	

industry	reasoned	by	my	professional	career	in	Deloitte.	I	indisputable	gained	insight	into	

how	a	specialist	operates,	as	well	as	the	effect	innovation	within	accounting	systems	had	on	

them.	I	will	further	elaborate	on	this	form	of	data	collection	in	3.4.	Nonetheless,	these	

insights	fostered	my	interest	for	the	industry	phase,	hence	the	link	between	the	platform	

theory	and	the	industry	phase.	Essentially,	laid	out	the	foundation	for	purposely	

constructing	the	initial	framework.	

The	inductive	approach	is	further	described	by	the	less	structured	approach,	and	how	it	

might	reveal	alternative	explanations.	Additionally,	it	is	more	concerned	with	the	context	of	

events	taking	place,	which	gives	reason	to	study	smaller	samples	of	subjects	instead	of	

larger	ones.	(Saunders	et	al.	2009)	

My	thorough	research	investigation	opened	my	awareness	for	undiscovered	aspects.	

Combining	the	initial	framework	with	empirical	findings	and	case	analysis	showed	the	need	

for	the	framework	to	evolve	throughout	the	thesis.	This	aspect	required	me	to	obtain	an	

abductive	approach,	which	is	linked	with	moving	back	and	forth	between	data	and	theory	

(Dubois	&	Gadde	2002;	Saunders	et	al.	2009).	The	abductive	approach	further	stresses	
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theory	development	rather	than	theory	generation,	meaning	focusing	on	the	refinement	of	

existing	theory	rather	than	inventing	new	ones	(Dubois	&	Gadde	2002).	

The	abductive	approach	is	seen	throughout	my	research.	My	understanding	evolved	

through	analysing	data,	which	has	forced	me	to	return	to	my	initial	framework	and	make	

modifications.	My	proposed	framework	ended	in	two	interrelated	stage	model	instead	of	

the	former	four-stage.		

3.3	Research	design:	Case	study	

The	foundation	of	the	thesis	is	based	on	a	comprehensive	case	study.	The	majority	of	the	

data	has	been	collected	through	semi-structured	interviews,	which	I	will	elaborate	on	later	

in	section	3.4.	

Selecting	the	case	study	design	was	not	based	on	researching	existing	theories,	but	based	

on	researching	the	company	with	the	help	of	theories,	and	ultimately,	supporting	the	case	

company	in	evolving	its	platform.	

A	case	study	has	been	defined	as	a	good	strategy	for	researching	“particular	contemporary	

phenomenon	within	its	real	life	context”	(Saunders	et.	al.	2009	page	145).	Furthermore,	a	

case	study	serves	well	for	sourcing	multiple	data	types,	also	referred	to	as	triangulation	

(Saunders	et.	al.	2009	page	146).	And	although	some	prefer	multiple	case	studies	

(Eisenhardt	1989),	single	case	studies	have	also	been	preferred	as	the	basis	for	a	deeper	

understanding	of	context	is	emphasised	(Dyer	&	Wilkins	1991).	Moreover,	a	case	study	

design	evokes	the	possibility	of	analysing	on	multiple	levels,	which	thereby	lays	the	

foundation	for	possibly	generating	theory	(Eisenhardt	1989).	Dyer	&	Wilkins	(1991)	further	

argue	that	single	case	studies	are	better	at	focusing	on	the	social	setting.	Since	multiple	case	

studies	can	possibly	be	biased,	by	focusing	on	the	careful	selection	of	them	instead,	which	

might	be	done	in	order	to	better	illustrate	the	theoretical	construct	or	point	being	made.	

My	analysis	will	describe	two	aspects	with	Billy	as	the	case	and	the	industry	for	which	they	

operate	in.	Moreover,	as	I	ultimately	wanted	to	help	Billy,	the	theory	will	be	adapted	to	

serve	Billy	best	as	possible.	This	leads	to	generating	a	theoretical	framework,	which	I	will	

elaborate	on	in	chapter	five.	
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3.4	Data	collection:	Primary	&	Secondary	

The	following	data	resources	were	used	in	order	to	fully	accommodate	the	research	of	Billy.	

Thus,	the	data	collection	was	derived	from	different	sources	in	order	to	support	the	sub-

questions	and	overall	research	question.	Primary	data	has	been	conducted	through	the	use	

of	semi-structured	interviews	and,	what	I	define	as,	“observer”	observation.	Secondary	data	

consists	of	articles,	literature	and	internet	sources.	The	combination	of	secondary	data	and	

“observer”	observations	served	the	fundamental	choice	of	Billy	as	case	study	and	the	

development	of	the	theoretical	framework.	The	combination	of	primary	data	with	semi-

structured	interviews	and	secondary	data	has	allowed	the	progression	of	the	thesis	process	

to	be	somewhat	flexible.	It	has	allowed	me	to	gain	a	thorough	knowledge	of	the	field	in	

developing	and	redefining	the	theoretical	framework	used	in	this	thesis.		

Primary	–	Semi-structured	interviews		

To	make	the	most	out	of	the	interviews,	I	chose	a	semi-structured	interview	approach	

where	open-ended	questions	were	used.	I	used	open-ended	questions	in	order	to	avoid	

simple	answers	like	“yes”	and	“no”.	I	interviewed	Billy	as	the	case,	and	furthermore	

interviewed	specialists	working	in	the	industry,	as	the	context	of	which	Billy	is	affected	by.	I	

had	four	areas	of	interest	before	starting	the	interviews,	but	wanted	the	often	provided	

advantage	that	a	semi-structured	interview	provides,	which	is	allowing	new	ideas	etc.	to	be	

brought	up	during	the	interview	and	the	means	to	vary	the	questions	accordingly	to	serve	

the	interview	best	possible	(Saunders	et.	al.	2009	page	320).	The	four	areas	of	interest	were;	

(1)	Interviewee’s	personal	background,	their	(2)	view	on	the	accounting	industry,	(3)	use	of	

system/Billy’s	approach	to	their	users	and	their	(4)	view	on	innovation	in	the	industry.	For	

the	interviews,	I	used	a	semi-structured	interview	guide	as	a	guideline	to	ensure	the	

relevant	topics	where	addressed.	

This	study	can	further	be	categorized	as	an	exploratory	research,	where	the	emphasis	is	on	

the	semi-structured	interviews,	which	serve	well	for	in-depth	interview.	Semi-structured	

interviews	can	often	be	helpful	in	finding	out	‘what	is	happening’	and	to	‘seek	new	insights’	

(Saunders	et.	al.	2009	page	322),	which	is	in	line	with	exploratory	studies	(Saunders	et.	al.	

2009	page	139).	
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I	had	eight	interviewees	with	specialists,	who	covered	a	diversity	of	managers	within	large	

companies	such	as	BDO	and	Visma,	and	companies	with	up	to	four	employees	to	smaller	

self-owned	businesses.	These	interviewees	further	covered	the	accounting	role	of	auditors	

and	auditors	with	bookkeeping	functions.	This	was	done	in	order	to	reach	the	highest	

knowledge	within	accounting	systems	of	the	SME	market.	I	thereby	believe	I	achieved	the	

aim	of	interviewing	‘experts’	within	the	field	of	use	for	SME	accounting.	This	is	in	line	with	

an	exploratory	study	(Saunders	et.	al.	2009,	page	140).	By	combining	the	diversity	in	

accounting	roles	and	companies	with	provided	answers,	I	further	believe	that	I	reached	a	

respective	saturation.	In	interviewing	Billy	as	the	case,	I	had	three	interviews,	which	

comprised	of	the	CEO,	head	of	marketing	and	a	software	developer.	In	line	with	the	above	

description	of	specialist-interviews,	I	believe	by	comparing,	respectively,	the	same	

foundation	of	‘expert’	interviewing	and	saturation	was	achieved.	An	overview	of	the	specific	

interviews	can	be	seen	in	beneath	table	3.	In	addition,	I	transcribed	every	interview,	which	

can	be	found	in	appendix	A	&	B.		
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Table	3	–	overview	over	interviewees.	
Name	&	Initials	 Job	title	 Accounting	

function	
Date	&	
Duration	

Type	

Claus	Dyrelund	
Johansen		
(Spec	1)	

Manager	&	responsible	
for	Odense	and	Kolding	
at	Visma	

Auditor	role	
April	19th,	
4:00	P.M	
(19	min)	

Phone-
interview	

Mette	Quottrup	
(Spec	2)	

Owner	and	state-
authorized	public	
accountant	at	MQ	
Revision	

State	
authorized	
accountant	

April	25th,	
10:00	A.M	
(54	min)	

In-person	

Dorte	Viborg	
(Spec	3)	

Owner	of	JuelViborg	
Registrerede	Revisorer	

State	
authorized	
accountant	

April	25th,	
6:00	P.M			
(38	min)	

In-person	

Christian	Lysehøj	
(Spec	4)	

Auditor	&	owner	of	
Revisorfirmaet	Lysehøj	 Auditor	role	

April	26th,	
9:00	A.M		
(27	min)	

In-person	
	

Stefan	Buch	
Henriksen	
(Spec	5)	

Trainee	at	Visma	 Trainee	
April	28th,	
10:00	A.M	
(33	min)	

In-person	

Anonymous	
(Spec	6)	

Manager	of	Accounting	
Department	at	BDO	 Auditor	role	

April	28th,	
1:00	P.M			
(27	min)	

In-person	

Natascha	Skriver	
(Spec	7)	 Partner	at	Tasteriet	ApS	 Auditor	role	

April	29th,	
2:00	P.M			
(29	min)	

In-person	

Jonas	Martinsen	
(Spec	8)	

Owner	of	JM	
Regnskabsservice	 Auditor	role	

Mai	3rd,		
8:00	A.M		
(32	min)
	 	

Phone-
interview	

Katrine	
Rasmussen	
(Bil	1)	

Head	of	marketing	at	
Billy	 x	

April	27th,	
9:00	A.M		
(38	min)	

In-person	

Jonas	Midtgaard	
(Bil	2)	 CEO	at	Billy	 x	

April	27th,	
10:00	A.M	
(33	min)
	 	

In-person	

Henrik	Tudborg	
(Bil	3)	

Software	Engineer	at	
Billy	 x	

Mail	6th,	
9:30	A.M		
(42	min)	

In-person	

Figure	3	-	Overview	over	interviewees	
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Primary	data	–	(“Observer”	observation)	

Personally,	I	have	worked	as	a	project	consultant	in	Deloitte	for	three	years	and	served	

clients	in	the	SME	market.	I	worked	closely	in	collaboration	with	the	accounting	department	

of	Deloitte,	where	a	large	part	of	my	job	was	converting	company	accounts	from	one	system	

to	another.	Because	of	this,	I	have	gained	insight	into	the	market	mechanisms	which	has	

affected	my	view	of	how	parts	of	the	industry	functions.	I	will	categorise	or	define	this	data	

information	as	an	“observer”	observation.	At	the	time,	I	was	not	aware	that	my	insights	

could	be	used	as	data	for	my	thesis,	which	meant	I	had	no	understanding	of	what	type	of	

data	was	needed.	Nonetheless,	my	background	has	ultimately	affected	and	helped	shape	

this	thesis,	which	is	why	it	should	be	taken	into	account.	The	concrete	definitions	of	this	

data	are	arguably	difficult,	and	I	do	not	see	the	collection	of	this	data	as	participant	

observation.	However,	it	can	be	argued	that	they	have	some	similarities	in	common.	By	

working	in	the	industry	I	ultimately	learned	the	“intuitive	understanding	of	what’s	going	on	

in	a	culture	and	allows(ed)	you(me)	to	speak	with	confidence	about	the	meaning	of	data”	

(Bernard	2006,	page	355),	which	can	also	be	referred	to	as	understanding	the	internal	

jargon	of	the	industry	(Saunders	et	al.	2009).	This	served	me	to	develop	relevant	questions	

towards	the	deepening	of	investigation	and	essentially	helped	shape	this	thesis	the	way	it	

has	been	shaped.	

Secondary	-	articles,	literature	and	internet	sources	

To	strengthen	my	understanding	of	the	thesis	research	subject	and	to	support	my	primary	

data,	I	included	secondary	sources	of	research.	This	served	to	‘triangulate’	(Saunders	et	al.	

2009	page	146)	my	findings.	The	secondary	data	consisted	of	articles,	literature	and	internet	

sources.	On	the	overall	structure	of	this	thesis,	the	book	on	catalysts	by	Evans	and	

Schmalensee	(2007)	served	to	shape	the	theoretical	framework.	In	addition,	Afuah	and	

Utterback	(1997)	three	step	process	also	helped	in	forming	the	theoretical	framework.	For	

where	the	deepening	of	issues	at	hand,	additional	theories	would	be	adapted	where	

appropriate.	
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3.5	Data	collection:	Reliability,	Validity	&	Limitations	

As	in	any	research	paper	where	qualitative	research	is	used,	the	research	basis	will	

ultimately	contain	several	sources	for	biases	and/or	errors.	To	avoid	or	mitigate	this,	

different	measures	have	been	taken	into	account.	

Reliability		

Ensuring	reliability	is	a	difficult	issue	when	using	semi-structured	interviews.	This	is	because	

social	settings	can	change	over	time	and	responses	from	interviewees	often	reflect	what	

they	find	true	at	the	specific	moment,	as	well	as	the	interpretation	of	answers	can	be	

understood	in	multiple	ways	(Saunders	et.	al.	2009	page	156).	These	are	often	referred	to	as	

participant	error/bias	and	observer	error/bias.	In	order	to	reduce	participant	error	and	bias,	

I	held	nine	out	of	eleven	interviews	in	quiet,	controlled	surroundings	at	their	own	offices.	In	

choosing	the	interviewees,	I	steered	around	the	Deloitte	employees	in	order	to	mitigate	the	

somewhat	small	possibility	of	Deloitte	being	different	than	anyone	else.	However,	I	wanted	

to	research	in	areas	that	had	not	already	prejudiced	my	own	view,	which	inarguably,	my	

time	in	Deloitte	has.	

Furthermore,	I	made	sure	that	participants	knew	that	they	had	full	discretion	to	ask	for	

anything,	as	well	as	to	have	the	option	of	full	anonymity.	One	interviewee	wanted	that.	The	

interviews	were	somewhat	often	influenced	by	interviewees	personal	meaning	on	

retrospective	and	prospective	topics,	which	lead	to	difficulties	in	fully	mitigating	participant	

bias.	An	example	of	this	is	how	specialists	might	have	been	prejudiced	towards	specific	

accounting	systems	because	of	their	everyday	use	or	habits.	This	thereby	does	not	reflect	

the	market	of	accounting	systems	in	its	entirety.	When	talking	about	challenges	to	

overcome	in	terms	of	Billy,	interviewees	might	have	been	affected	by	their	own	idealism	

and	positive	associations	towards	Billy	succeeding.	

It	should	also	be	mentioned,	how	observer	error/bias	often	is	reflected	in	the	many	ways	of	

interpreting	replies	(Saunders	et.	al.	2009,	page	156).	This	does	not	only	effect	my	

interviews,	but	also,	because	of	my	personal	background	within	the	industry,	my	

preconception	of	the	phenomenon	could	have	affected	how	I	asked	questions	and	

interpreted	the	outcomes.	To	minimize	this,	I	strived	to	keep	a	high	structure	towards	my	
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interviews,	still	maintaining	my	semi-structured	approach.	Moreover,	the	approach	to	both	

theorizing	and	data	gathering	with	going	back	and	forth	forced	me	to	change	my	

understanding	of	different	topics	with	small	modification	on	questions	throughout	my	

interviews.			

Validity	

The	validity	of	semi-structured	interviews	is	often	considered	highly	achievable	(Saunders	

et.	al.	2009	page	327).		

External	validity	refers	to	the	generalisability	of	a	research	(Saunders	et.	al.	2009	page	158).	

With	a	single	case	study,	generalisability	was	obviously	not	my	main	goal.	Contrary,	it	has	

been	argued	how	higher	generalisability	can	be	achieved	with	a	broader	theoretical	

significance,	if	you	can	relate	the	research	project	to	existing	theory	(Saunders	et.	al.	2009	

page	335).	Therefore,	I	attempted	to	have	a	strong	relation	with	used	theory	with	my	

process	of	data	collection	and	analysis.	To	further	elaborate,	because	of	this	thesis’s	case	

study	of	a	catalyst,	the	market	industry	affected	by	this	catalyst,	and	data	derived	from	

here,	could	potentially	be	valuable	to	other	catalysts	(case	studies)	operating	in	the	same	

industry.	More	specifically,	the	obtained	understanding	of	specialists	in	the	accounting	

industry	could	potentially	serve	other	accounting	systems	similar	to	Billy.	Without	the	

potential	to	generalise,	my	theoretical	suggestions	and	developed	framework	could	still	

further	open	the	opportunity	of	further	testing	in	different	contexts.	

Limitations	

The	overall	data	sample	of	the	study	is	relatively	small,	more	specifically	for	the	specialists	

of	which	I	had	eight	interviews,	which	is	arguably	insufficient	to	capture	the	heterogeneity	

of	the	accounting	industry.	But	as	said	earlier,	my	main	goal	was	never	to	generalise	about	

the	population,	but	rather	generalise	to	theory	by	using	“ample	selection	technique	and	the	

purpose	and	focus	of	your(my)	research”	(Saunders	et.	al.	2009	page	233).	This	was	

reflected,	as	I	still	achieved	a	respectable	theoretical	saturation	(Bernard	2006	page	501),	

which	might	be	explained	though	my	sampling	method	as	my	respondents	shared	similar	

traits.	Had	I	interviewed	specialists	employed	by	a	company	only	serving	the	same	company	

or	operating	in	the	segment	of	large	enterprises	I	might	had	found	wider	range	of	opinions.	
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Additionally,	the	preconception	of	my	study	concerning	the	retrospective	elements	and	its	

influence	on	the	current	market	situation	meant	that	my	data	and	theorising	about	how	

firms	needed	to	overcome	those	challenges	carries	some	degrees	of	supposition.	

Furthermore,	I	had	preconceived	notions	towards	the	accounting	industry	being	locked	by	

rules	and	laws.	Therefore,	I	was	highly	sensitive	to	be	influenced	by	new	innovation,	which	

meant	the	research	could	not	be	free	from	bias.	Still,	the	thesis	does	encompass,	through	its	

practical	capability,	a	stepping	stone	towards	further	research,	even	though	my	findings	

may	not	cover	the	full	picture.		

Even	though	I	described	my	background	role	as	an	“observer”	as	primary	data,	I	

fundamentally	only	used	one	qualitative	method	when	gathering	and	analysing	data.	This	

hampered	my	ability	to	triangulate	(Saunders	et.	al.	2009)	with	other	primary	data.	

Gathering	the	data,	the	focus	was	on	themes	at	a	general	level	where	the	purpose	was	to	

obtain	a	usefulness	towards	Billy,	instead	of	determining	quantitative	facts	of	differences	

and	similarities.	Quantitative	questionnaires	are	often	used	with	great	purpose	for	case	

studies	(Saunders	et.	al.	2009),	but	I	did	not	find	them	useful,	as	many	of	my	topics	were	

context	embedded,	which	meant	the	meaning	of	my	questions	would	be	difficult	to	obtain	

through	questionnaires.	 	
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PART ONE 

	

The	first	part	(one)	of	this	thesis	will	present	the	theoretical	background,	which	will	be	used	

in	the	following	analysis.	A	theoretical	framework	will	be	created	throughout	part	one,	

which	will	provide	conclusions	to	the	first	two	sub-questions,	which	are	as	follows:	

1. What are the challenges to growing a platform business? 
2. What additional challenges does the industry phase create for growing a 

platform business? 

	

CHAPTER 4: KEY CONCEPTS & THEORETICAL 

BACKGROUND 

	

This	chapter	will	introduce	key	concepts	in	form	of	platform	theory	and	industry	phase	in	

order	to	present	the	challenges	emerging	in	building	a	platform	business.	Literature	and	

theories	on	both	concepts	will	be	presented	which	will	provide	the	foundation	for	a	

framework	to	be	created	in	the	next	chapter	(5).	

In	section	4.1	platform	theory	and	its	main	areas	of	interest	will	be	described	–	The	trend	of	

platform	businesses,	network	effect,	switching	cost	&	multi-homing	and	envelopment.	And	

section	4.2	will	give	a	description	on	the	industry	phase–	s-curves	&	dominant	design	and	

adapting	the	industry	phase.	

4.1	Platform	business	theory	

Gawer	&	Henderson	(2007)	defines	a	platform	“owner”	as	a	firm	that	owns	a	core	element	

of	the	technological	system	that	defines	its	forward	evolution.	Platform	businesses	has	been	

around	for	decades	and	modern	technology	has	made	it	possible	for	platform	businesses	to	
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experience	an	almost	infinite	growth	expansion.	It	is	also	argued	how	platforms	can	change	

or	create	new	ecosystems,	where	the	more	obvious	examples	are	Microsoft	and	intel	

(Cusumano	2010;	Gawer	&	Cusumano	2002).	This	lays	the	foundation	for	how	online	

platform	businesses	have	experienced	growth	and	changed	current	industries	to	the	point	

where	in	2015	“the	world’s	largest	taxi	company,	owns	no	vehicles.	Facebook,	the	world’s	

most	popular	media	owner,	creates	no	content.	Alibaba,	the	most	valuable	retailer,	has	no	

inventory.	And	Airbnb,	the	world’s	largest	accommodation	provider,	owns	no	real	estate...”	

(Goodwin	2015).	Another	characteristic	part	about	online	platform	businesses	is	how	they	

are	often	two-sided	with	a	potential	to	become	multi-sided.	For	some	businesses	this	even	

opens	up	for	the	opportunity	to	have	additional	revenue	streams	(Eisenmann	et	al.	2006;	

Hagiu	&	Halaburda	2014).	Because	of	the	focus	on	Billy	as	case	company	in	this	thesis,	the	

examples	given	on	platform	businesses,	will	primarily	be	cloud-based	and	at	least	be	two	

sided.	

4.1.1	The	trend	of	platform	businesses	

The	rise	and	success	of	platform	businesses	throughout	the	last	decades	can	be	attributed	

many	different	reasons.	Some	of	the	biggest	reasons	are	cost	reductions	on	computer	

processing,	storage	and	communication	as	well	as	the	rapid	distribution	of	broadband.	

These	aspects	have	made	it	fundamentally	easier	for	platform	businesses	to	arise	and	has	

lowered	the	barriers	for	scalability	(Evans	&	Schmalensee,	2007).	Scholars	have	even	argued	

how	platform-based	markets	have	become	highly	important	in	the	economy	(Cenamor	et	al.	

2013),	as	platform-based	can	perform	on	a	ecosystem	level	(Sampere,	2016)	and	further	

foster	activities	for	firms	to	revolve	around	these	platform	(Cenamor	et	al.	2013;	Eisenmann	

et	al.	2011).	

4.1.2	Network	effect	

Referring	to	platform	businesses,	network	externalities	often	shows	as	an	example	of	

increasing	the	value	to	the	platform.	Taking	the	telephone	as	example,	the	more	people	

that	has	a	telephone,	the	more	valuable	it	becomes	to	each	user.	(Park	&	Chung	2011;	Katz	

&	Shapiro	1985)	

In	online	platform	businesses,	it	is	more	often	network	effect	that	is	being	referred	to	as	the	

way	of	creating	value.	Online	platform	businesses	often	provide	infrastructure	and	rules	
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that	facilitate	two	or	more	groups’	transactions	and	can	take	many	guises	(Eisenmann	et	al.	

2006).	The	group	interacting	with	each	other	are	fundamentally	attracted	to	one	another,	

which	is	referred	to	as	the	network	effect	(Boudreau	&	Hagiu	2010).	Or	in	other	words,	the	

value	of	the	platform	increases	to	the	specific	user	as	the	size	of	users	grow	on	the	other	

side.	And	successful	platform	often	thrives	because	of	network	effects,	and	furthermore	

often	experience	increasing	returns	on	scale.	It	has	been	shown	how	users	will	pay	more	in	

order	to	get	access	to	a	bigger	network,	which	means	margins	increases	as	the	user	base	

grows	(Eisenmann	et	al.	2006).	I	will	in	chapter	5	elaborate	deeper	on	network	effects,	as	it	

can	be	a	great	tool	for	enhancing	platform	adoption	and	a	great	way	on	competing	with	

competitors.	

4.1.3	Switching	costs	&	multi-homing	

The	definition	of	switching	costs	is	explained	as	a	customers’	perception	of	the	magnitude	

of	additional	costs	required	to	end	the	current	relationship,	and	secure	an	alternative	

supplier	(Blut	et	al.	2014).	Following	the	previous	section,	we	can	take	the	activity	of	getting	

a	new	phone	as	switching	cost	example.	There	are	numerous	frustrating	elements	in	getting	

a	new	phone	-	from	informing	friends	about	a	new	number	to	learning	the	functionality	of	

the	unexplored	platform	on	the	phone,	or	the	exit	fees	charged	by	your	old	operator.	

Variation	of	switching	costs	are	many,	which	has	led	Burnham	et	al.	(2003)	to	develop	a	

managerial	typology	for	companies	to	identify	and	categorize	switching	costs	towards	

consumer	perception.	These	consists	of;	(1)	procedural	switching	costs,	(2)	financial	

switching	costs	and	(3)	relational	switching	costs	(Burnham	et	al.	2003;	Park	&	Chung	2011).	

Burnham	et	al.	(2003)	further	argues,	that	this	should	be	used	with	care,	as	the	satisfaction	

and	switching	costs	can	negatively	interact	with	each	other.	Meaning,	as	switching	costs	

rise,	the	degree	of	satisfaction	on	intentions	to	stay	with	a	provider	may	decrease	(and	vice	

versa)	(Burnham	et	al.	2003).	Fundamentally,	switching	costs	can	be	used	as	a	tool	for	

strengthening	the	product	or	service,	but	should	never	overshadow	the	fundamental	focus	

of	satisfaction	as	a	driver.	

Another	central	concept	on	platform	theory	is	multi-homing,	which	is	when	users	on	one	or	

both	sides	use	numerous	platforms	in	order	to	complete	their	full	needs	(Evans	&	

Schmalensee,	2007).	Examples	of	multi-homing	could	be	both	buyers	and	sellers	using	



	 23	

Trendsales,	DBA	or	Tradono	as	platforms	for	doing	so.	Here	they	will	be	using	one	or	more	

out	of	convenience	and	past	experiences.	Opposite	of	multi-homing	is	single-homing,	which	

implies	users	only	using	one	platform.	The	situation	of	single-	or	multi-homing	varies	among	

platforms,	including	possibilities	of	two-sided	platforms	with	single-homing	on	one	side	and	

multi-homing	on	the	other	side.	Armstrong	(2006)	calls	this	“competitive	bottlenecks”,	

where	the	multi-homing	side	does	this	out	of	extended	value	through	the	network	benefits,	

ultimately	giving	them	access	to	the	widest	population	on	the	other	side.	On	the	opposite,	

the	single-homing	side	does	this	to	avoid	the	cost	of	dealing	with	more	than	one	platform.	

Switching	cost	is	especially	interesting	for	platform	businesses,	since	they	can	incentivize	

consumers	by	offerings	of	their	platform,	and	then	by	using	high	switching	cost,	they	can	

retain	their	consumers	(Cusumano	2010).		

As	with	multi-homing,	these	costs	(switching	cost)	are	often	high	for	one	user	side.	This	is	

because	“homing”	costs	comprise	the	expenses	network	users	incur	in	order	to	establish	

and	maintain	platform	affiliation.	These	costs	can	be	reflected	in	adoption	of	the	platform,	

functionality,	cost	of	time	etc.	Changing	from	a	windows	software	platform	to	another	can	

serve	as	an	example	(Gawer	&	Cusumano	2002).	(Eisenmann	et	al.	2006)		

4.2	The	industry	phase		

The	importance	of	the	phase	of	the	industry	has	through	the	past	decades	shown	how	

adapting	accordingly	can	change	the	future	of	a	given	company.	The	most	known	and	

referred	term	might	be	disruption,	as	this	term	is	synonymous	with	what	has	happened	to	

endless	industries.	

The	phase	of	an	industry	if	often	perceived	from	a	technological	evolution	perspective.	

Competence-destroying	and	competence	enhancing	is	terms	used	for	describing	the	impact	

technological	shift	can	have	on	existing	firms	in	industries	(Anderson	&	Tushman	1986).	

Examples	of	competence	destroying	can	be	the	movement	from	steam-	to	diesel	

locomotives	where	know	how	etc.	from	the	steam	technology	suddenly	no	longer	had	any	

advantage	(Anderson	&	Tushman	1990).		Examples	of	competence	enhancing	is	how	the	

internet	has	evolved	from	nothing	to	affecting	most	people	in	their	everyday	life’s	in	

multiple	ways	–	constant	bettering	the	technology	through	services	etc.		
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The	evolving	technology	then	has	the	possibility	of	changing	industries	or	bettering	current	

ones.	In	other	words,	the	technology	evolves	as	the	firms	exploiting	it	interact	with	their	

environments.	And	as	the	technology	evolves,	so	does	the	industry	structure,	attractiveness	

and	critical	success	factors.	And	considering	the	stage	of	the	evolved	technology,	the	

importance	of	adapting	accordingly	is	underpinned.	(Abernathy	&	Clark	1985;	Utterback	&	

Abernathy	1975)	

The	technology	evolution	phase	is	described	from	the	uprising,	then	beginning	of	

standardization	to	the	dominant	design	and	the	emergence	of	a	new	one.	Afuah	&	

Utterback	(1997)	describes	these	phases	as;	fluid-,	transitional-,	specific-	and	discontinuity	

phase.	I	will	elaborate	on	these	phases	in	4.2.2	and	5.3.	

4.2.1	S-curves	&	dominant	designs	

S-curve	

Considering	the	works	of	an	industry,	the	s-curve	serves	as	a	great	example	of	how	an	

industry	of	a	technology	evolution	often	operates.	The	basic	work	of	an	s-curve	is	illustrating	

how	the	rate	of	a	technology’s	improvement	and	its	rate	of	diffusion	to	the	market	typically	

follows	an	s-shaped	curve.	When	starting	out	the	technology	often	improves	slowly	until	a	

certain	point	where	it	gets	widely	adopted	and	then	accelerates	as	understanding	increases.	

The	technology	has	the	potential	after	much	experimentation	to	become	the	dominant	

design,	but	still	without	reaching	its	limit	or	full	potential.	This	is	often	because	there	is	not	

much	to	gain	or	simply	because	the	technology	is	being	

replaced	by	a	new	better	one.	(Anderson	&	Tushman	

1990;	Henderson	&	Clark	1990)	

Following	the	previous	examples	of	phones,	they	can	

again	serve	as	an	example.	Figure	4	shows	by	an	s-curve	

the	illustration	of	phones	being	replaced	by	the	new	

technology	of	smartphones.	

Dominant	design	

Utterback	and	Abernathy	(1975)	introduced	the	technology	management	term	dominant	

design,	which	is	the	technology	that	wins	the	allegiance	in	an	industry.	Or	more	specifically,	

Figure	4	-	S-curve	
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it	is	the	single	architecture	that	establishes	dominance	in	a	product	class	(Afuah	&	Utterback	

1997;	Abernathy	1978;	Sahal	1981).	The	dominant	design	forces	competitors	and	innovators	

to	follow	if	they	hope	to	command	a	significant	market	share	(Suárez	&	Utterback	1995;	

Uusitalo	2014).	The	theory	is	further	elaborated	by	Anderson	&	Tushman	(1990)	who	argues	

dominant	design	to	be	influenced	by	technology	cycles	of	eras,	such	as	ferment	and	

incremental	changes.	The	technology	cycle	may	be	divided	into	two	phases	–	the	fluid	and	

specific.	The	marking	of	transition	from	fluid	to	specific	phase	can	be	described	as	the	

fundamental	emergence	of	a	dominant	design	and	is	the	key	event	in	the	evolution	of	an	

industry	(Anderson	&	Tushman	1990).	

The	reason	of	selecting	dominant	design	are	many,	but	learning	effect,	network	

externalities,	the	size	of	the	installed	base	and	the	availability	of	complementary	goods	are	

all	factors	that	has	a	high	impact	on	the	adoption	rate.	And	combined	they	function	as	a	

self-reinforcing	cycle.	(Anderson	&	Tushman	1990)	

4.2.2	Introduction	to	Afuah	and	Utterback	

Afuah	and	Utterback	(1997)	argues	for	an	incomplete	link	between	the	product-market	and	

resource-based	views	without	the	exploration	of	the	evolution	of	technology	that	underlies.		

Product	market	view	

A	firms’	profitability	depends	on	the	attractiveness	of	the	industry	in	which	the	firm	

competes	and	its	positioning	in	the	industry	as	well	as	its	local	environment	(Porter,	1991).	

Teece	et	al.	(1997)	further	observed		that		the		successful		actors		in		a		market		have		been		

those		who	were	able	to	reconfigure	their	existing	competences	and	adapting	to	change.	

The	success	thus	depends	on	the	structure	of	the	industry	in	which	it	operates	and	this	is	

illustrated	by	Porters	famous	Five	Forces	which	can	erode	the	long-term	profitability	of	any	

given	industry.	The	forces	consist	of	threats	of	new	entrants,	threat	of	substitute	products	

or	services,	the	bargaining	power	of	suppliers,	the	bargaining	power	of	buyers	and	the	

rivalry	among	existing	competitors.		

Resource	based	view	

The	resource	based	view	assumes	heterogeneity	among	firm	resources.	The	focus	lies	on	

specific	resources	as	the	source	of	a	sustainable	competitive	advantage,	instead	of	a	firm’s	
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positioning	within	the	industry.		These	are	tangible	and	intangible	assets	which	are	difficult	

to	copy	in	any	way.	(Teece	et	al.	1997;	Barney	1991;	Afuah	&	Utterback	1997;	Barney	et	al.	

2001).	I	will	further	elaborate	on	the	resource	based	view	in	section	5.2.2.	

Technological	Evolution	and	Industry	structures		

Afuah	et	al.	(1997)	argue	that	the	attractiveness	of	an	industry	and	the	competences	

needed	vary	from	one	stage	of	the	technological	evolution	to	the	other.	Described	stages	

are	the	fluid-,	transitional-,	specific-	and	the	discontinuity	phase,	which	all	have	different	

strategies	linked	individually.	(Utterback	&	Abernathy	1975)	

Afuah	et	al.	(1997)	then	propose	a	three-step	process	for	competitive	analysis.	First,	at	each	

of	the	four	phases	of	the	industrial	innovation	cycle,	the	firm	analyzes	the	pressures	being	

exerted	by	Porter's	(1980)	five	forces	to	determine	the	industry's	attractiveness.	Second,	the	

firm	evaluates	the	extent	to	which	its	competences	and	firm-specific	assets	meet	the	levels	

and	quality	needed	to	successful	offer	products	at	each	phase.	Third	and	finally,	at	each	

phase,	the	firm	are	to	make	strategic	steps	that	also	anticipate	the	nature	of	the	next	

phase(s).		

	

	

CHAPTER 5: THEORETICAL FRAMEWORK 

	

I	have	now	presented	this	thesis’	key	concepts	and	theoretical	background,	which	was	done	

in	order	to	outline	the	development	of	the	theoretical	framework.	The	purpose	of	this	

chapter	is	thereby	to	illustrate	and	construct	a	framework	of	merged	theory	and	literature.	

The	key	concepts	shown	in	chapter	four	will	be	elaborated	throughput	chapter	five	where	

other	scholars	and	theorist	will	complement	where	appropriate.	The	framework	will	then	

serve	as	a	foundation	for	the	following	analysis.	Additionally,	part	one	of	this	thesis	will	be	

1.	Step	

Analyse	pressure	
exerted	by	PFF	

2.	Step	

Analyse	firm	
competencies	

3.	Step	

Strategically	steps	
towards	technological	

phase(s)	
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concluded	by	the	end	of	this	chapter,	and	thereby	provide	answers	to	the	first	two	sub-

questions.	

In	constructing	the	framework,	parts	of	the	Evans	&	Schmalensee	(2007)	catalyst	framework	

will	be	used	as	an	overall	structure.	It	will	not	be	used	as	a	step-by-step	process,	but	will	set	

the	overall	frame	for	where	more	renown	theorists	can	be	applied,	where	appropriate.	In	

setting	the	framework,	Afuah	&	Utterback’s	(1997)	three-step	process	will	moreover	serve	

as	a	fundamental	part	in	developing	the	framework.	The	three-step	process	will	be	divided	

and	applied	into	the	framework	where	appropriate,	which	will	further	be	elaborated	on	

throughout	this	chapter.	

5.1	Structuring	the	theoretical	framework	

Evans	and	Schmalensee’s	(2007)	book	on	‘the	strategies	behind	the	world’s	most	dynamic	

companies’	has	presented	a	good	fundamental	view	in	understanding	the	thoughts	and	way	

of	navigating	that	goes	into	serving	and	developing	platform	businesses,	also	referred	to	as	

catalysts.	The	book	defines	an	economic	catalyst	as:	“An	entity	that	has	(a)	two	or	more	

groups	of	customers;	(b)	who	need	each	other	in	some	way;	but	c)	who	cannot	capture	the	

value	from	their	mutual	attraction	on	their	own;	and	(d)	rely	on	the	catalyst	to	facilitate	

value-creating	reactions	between	them.”	(Evans	and	Schmalensee,	2007	page	3).	Referred	

to	as	the	catalytic	reaction,	is	the	process	in	the	economy	where	“value	is	created	by	

facilitating	the	interaction	between	two	or	more	interdependent	groups	of	customers”	

(Evans	and	Schmalensee,	2007,	page	3).	Evans	and	Schmalensee’s	(2007)	goes	on	to	create	a	

catalyst	framework	that	presents	six	fundamental	elements.	These	elements	are	tasks	and	

challenges	to	overcome	or	suggested	strategies	to	further	progress.	These	elements	are	all	

essential	for	succession.	

	

	

	 	



	 28	

	

The	catalyst	framework	by	Evans	&	Schmalensee	

Identify	the	
platform	
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pricing	
structure	

	

Design	the	
catalyst	for	
success	

	

Focus	on	
profitability	
	

Compete	
strategically	
with	other	
catalysts	

Experiment	
and	Evolve	
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groups	that	
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need	each	
other	
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·	Compare	a	
multisided	
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·	Set	separate	
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–	at	first	

·	Pay	
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belong	–	
sometimes	

·	Price	for	
long-term	
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·	Attract	
multiple	
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groups	that	
need	each	
other	

·	Promote	
interactions	

·	Minimize	
transaction	
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·	Design	for	
evolution	

·	Study	
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history	

·	Use	
forecasts	to	
enhance	
profitability	

·	Anticipate	
competitor	
actions	

·	Align	
interests	
internally	and	
externally	

	

·	Understand	
the	dynamics	
of	catalyst	
competition	

·	Look	for	
competition	
from	different	
business	
model	

·	Leverage	to	
attack	

·	Consider	
cooperation	

·	Know	when	
to	be	first	–	
and	when	to	
follow	

·	Control	
growth	

·	Protect	your	
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·	Plan	for	
what’s	next	

·	Look	out	for	
the	cops	

·	Find	out	
who	needs	
whom	–	and	
why	

·	Shape	
participation	
and	maximize	
profits	

·	Draw	
Customers	
and	facilitate	
interactions	

·	Visualize	
path	toward	
long-term	
profit	

·	Challenge	
existing	
catalysts	and	
react	to	new	
catalyst	
threats	

·	Pursue	
evolutionary	
strategy	for	
growth	

Figure	5	-	Catalyst	framework		
(Evans	&	Schmalensee,	2007,	page	40)	

These	six	elements	progress	from	starting	a	platform	to	continuously	experiencing	growth.	

This	thesis	will	adapt	the	most	relevant	parts	of	the	Evans	&	Schmalensee	catalyst	

framework	and	redefine	it	to	fit	the	context	and	case	company.	The	relevant	parts	will	

moreover	serve	as	structure	for	this	thesis.	The	selected	parts	are	the	three	latter	stages	of	

the	framework,	which	are	4.	focus	on	profitability,	5.	competing	strategically	with	other	

catalysts	and	6.	experimenting	and	evolving.	Additionally,	Afuah	&	Utterback's	(2007)	three	
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step	process	will	be	included	in	order	to	understand	the	technological	evolution	and	its	

phases.		

During	the	research	for	this	thesis,	I	have	realized	a	need	for	adding	a	step	between	the	

original	fourth	and	fifth	step	of	the	catalyst	framework.	The	added	step	concerns	the	

unravelling	of	the	industry	phase,	as	this	reflects	companies	to	adapt	its	business	according	

to	the	industry	phase.	I	will	therefore	divide	the	three	step	process	and	merge	it	with	the	

three	latter	stages	of	Evans	&	Schmalensee	catalyst	framework.	This	industry	phase	part	will	

have	Afuah	&	Utterback	(1997)	as	the	main	perspective.	Moreover,	each	stage	of	the	

adapted	framework	seen	below,	will	be	complemented	by	supplementary	theories,	where	

appropriate.	To	sum	up,	the	overall	formation	of	the	developed	theoretical	framework	has	

then	come	together	by	combining	Evans	&	Schmalensee	with	Afuah	&	Utterback,	so	that	4.	

Focus	on	profitability	+	1st	&	2nd	step	of	Afuah	and	Utterback’s	three	step	process	à	Market	

landscape;	Afuah	&	Utterback	àIndustry	phase;	5.	Competing	strategically	with	other	

catalysts	à	Competing	strategically;	and	6.	Experiment	and	evolve	à	Innovation	

development.	

In	the	end	of	this	chapter,	a	final	theoretical	framework	for	growing	a	platform	while	

adapting	the	industry	phase,	will	be	presented.	Essentially,	the	elements	presented	in	this	

chapter	will	give	answers	to	the	first	two	sub-questions.	

	 	

Market	

landscape	

Industry	

phase	

Competing	

strategically	

Innovation	

development	

Figure	6	-	Structure	of	theoretical	framework	(Authors	own)	
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5.2	Understanding	the	market	landscape	

The	fourth	stage	of	the	catalyst	framework	involves	understanding	how	catalysts	can	learn	

to	secure	a	long-term	return	from	their	investments	in	bringing	communities	together.	The	

main	task	at	this	step	it	to	help	catalysts	realize	their	potential	for	profits	or	when	to	modify	

their	pricing	models	(Evans	&	Schmalensee,	2007).	Reaching	this	understanding	involves	

studying	the	industry	history	success	and	failures,	planning	your	best	countermoves	towards	

your	anticipation	of	multisided	strategies	from	incumbent	catalyst	or	new	entrants,	and	

align	interest	both	internally	and	externally	(page	142).	

The	fundamentally	view	on	the	value	of	understanding	the	specific	industry	history	holds,	

that	history	is	able	to	tell	what	has	worked	or	not,	failed	and	why	it	failed.	Further	

emphasized	by	the	viewpoint,	that	great	breakthrough	often	comes	through	further	

development	or	refining	and	tweaking	of	current	standard.	Pure	novelty	of	business	models	

etc.	rarely	emerges	where	history	has	not	been	useful	in	some	way	(Evans	&	Schmalensee,	

2007)	

5.2.1	Rating	the	industry	attractiveness	

Understanding	the	specific	industry	and	how	to	navigate	within	it,	can	help	a	firm	

positioning	itself	so	it	becomes	less	vulnerable.	Porters	(1980)	five	forces	has	a	more	

external	view,	where	the	essence	of	competitive	strategy	formulation	as	‘relating	a	

company	to	its	environment’	(Teece	et	al.	1997,	page	511),	and	has	long	been	key	in	

obtaining	and	structuring	this	knowledge.	All	of	the	forces	can	vary	from	industry	to	industry	

as	well	as	the	opportunities	for	sustained	profitability	(Porter	1979).	Throughout	my	

analysis,	I	will	largely	focus	on	the	rivalry	as	it	is	my	assessment,	that	this	in	the	strongest	

force	concerning	Billy’s	industry.	Evans	&	Schmalensee	(2007)	further	argues	that	when	

maneuvering	within	an	industry,	the	firm	should	anticipate	competitor	actions,	and	more	

specifically	for	followers	in	an	industry	with	multisided	businesses,	they	should	prepare	for	

overcoming	exclusive	deals	by	established	catalysts.	Combined	with	porter	five	forces,	the	

company	should	try	to	position	itself	in	the	industry	where	they	have	their	best	chances	of	

defending	against	or	influencing	these	different	forces.	
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5.2.2	Valuing	the	firm	assets	

Just	like	focusing	on	positioning	the	company	within	an	industry	in	order	to	enhance	its	

chances	for	success,	focusing	on	the	internal	assets	of	a	firm	is	just	as	important.		

Both	the	external	and	internal	view	supports	the	opportunity	in	differentiation	exists	in	

creating	a	sustained	competitive	advantage.	Argued	by	Barney	(1991),	a	sustained	

competitive	advantage	is	when	a	company	implements	a	unique	value	creating	strategy	

which	other	companies	are	unable	to	copy.	However,	catalysts	should	always	expect	

imitation	of	competitors	(Evans	&	Schamalensee,	2007,	page	136).	

In	the	context	of	a	resource	based	view,	both	Barney	(1991)	and	Hamel	&	Prahalad	(1990)	

has	contributed	to	the	field	of	research.	Although	they	both	contribute	to	the	same	field	of	

research,	they	are	different	in	a	number	of	ways;		Barney	(1991)	sees	capabilities	as	part	of	

firm’s	resources,	and	Hamel	&	Prahalad	(1990)	sees	a	firm’s		most		valuable		resources		as		

core		competencies.	Marino	(1996)	explains	the	distinction	on	whether	the	resource	is	

knowledge-	or	technology-based.	Meaning,		competencies	are	often	discussed	as	a	resource	

foundation,	where	as	capabilities	are	more	often	build	on	processes	and	business	routines	

(Marino	1996).	Barney	(1991)	argues	for	competitive		advantage		in		static		environments,	

whereas	Teece	et	al.	(1997)	emphasizes	on	the	importance	of	building	capabilities	that	can	

be	useful	in	environments	with	rapid	change.	Discussing	the	distinctions,	the	dynamic	

capabilities	has	often	more	commonalities	across	firms	than	anticipated,	where	as	the	

characteristics	is	more	based	on	the	firms	processes	as	well	as	the	pace	of	change	in	the	

environment	(Eisenhardt	&	Martin	2000).	For	a	company,	this	means,	that	dynamic	

capabilities	can	be	considered	the	capacity	of	which	opportunities	and	threats	are	seized	or	

sensed,	and	at	best,	acting	on	the	opportunities	while	managing	the	threats	(Teece	2007).	I	

will	in	section	6.4.2	elaborate	on	the	management	of	threats	and	opportunities.	

With	platform	businesses	in	mind,	they	often	possess	the	opportunity	of	being	multisided,	

which	often	leads	to	multi	revenue	streams,	where	Evans	&	Schmalensee	(2007)	underpins	

the	risks	of	creating	internal	siloes	of	profitability	(page140).	The	risk	is	wrongfully	managing	

multisided	businesses	with	a	standard	profit	and	loss	statement	for	every	side	–	instead	the	

multi-sided	strategy	should	drive	organization	and	incentives	concurrent,	and	profits	should	

be	secured	for	the	platform	overall.	Here	it	is	further	underlined,	that	focus	should	not	be	
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on	optimizing	the	product,	but	that	the	internal	team	should	have	incentives	that	aligning	

activities	that	will	drive	the	profitability	of	the	multisided	firm	(Ibid.).	A	multisided	business	

has	several	groups	with	different	interests,	which	means	that	aligning	those	interests	

becomes	a	necessity	for	driving	the	business	toward	achieving	profitability.	Ultimately,	

these	criteria	thus	become	a	resource	problem	for	the	company.	

5.2.3	Summation	of	step	one	

Box	one	reflects	the	summation	points,	which	has	been	

elaborated	on	through	current	section,	and	moreover,	

reflects	the	elements	of	importance	for	understanding	the	

market	landscape.	As	the	above	sections	show,	

understanding	the	market	landscape	is	ultimately	reinforcing	

the	opportunity	for	business	profits.	Any	given	platform	

business	should	study	its	industry	history,	as	this	gives	an	

understanding	of	what	went	wrong	or	what	worked	

previously,	which	will	give	the	company	free	learning	aspects.	As	well	as	understanding	the	

history	of	the	industry,	understanding	the	current	industry	serves	a	high	purpose.	Analyzing	

the	current	industry	maps	out	opportunities	to	differentiate	itself	and	helps	the	company	

navigate	in,	or	understand	how	to	influence	the	industry	to	own	advantage.	The	

understanding	of	firm	resources	was	presented,	which	showed	how	a	company	can	

potentially	adapt	its	resources	into	value	creating	strategies	within	the	dynamic	markets.	

Lastly,	aligning	the	incentives	of	the	activities	within	the	multisided	companies	towards	its	

groups	of	interest	should	be	considered.	This	will	help	the	company	to	a	better	

understanding	of	its	served	groups/sides,	and	moreover,	minimizing	the	risk	of	creating	

internal	silo	profitability.	

5.3	Adapting	the	industry	phase	

Theorists	and	experts	have	underlined	the	importance	of	understanding	the	technological	

evolution	a	given	industry	possess.	This	is	because	different	strategies	are	required	in	order	

to	adapt	best	possible	towards	the	respective	phase	(Afuah	&	Utterback	1997;	Teece	et	al.	

1997;	Anderson	&	Tushman	1986).	Throughout	the	analysis	in	this	thesis,	I	will	use	Afuah	&	

1. Understand the 
market landscape 

• Industry	history	
• Analyse	industry	and	its	
drivers	(porters	five	
forces)	

• Specify	firm	resources	
• Aligning	activities	in	
company	
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Utterback	(1997)	as	the	foundation	for	understanding	the	phases	of	a	given	industry.	This	

will	be	supported	by	relevant	theorists	and	literature.	Afuah	&	Utterback	(1997)	argues	a	

technological	evolution	undergo	the	following	phases;	fluid-,	transitional-,	specific-	and	

discontinuity	phase.	These	phases	are	elaborated	below,	as	they	serve	the	deepening	of	

understanding	the	technological	evolution	and	its	impact	on	an	industry.	

Fluid	phase	

Throughout	this	phase,	there	is	a	lot	of	product	and	market	uncertainty.	Mainly	because	of	

the	competition	with	new	and	old	technology.	Often	this	affects	both	customers	and	

manufactures	as	either	have	certainty	in	how	the	product	should	be	formed	(Afuah	&	

Utterback	1997).	The	phase	has	similar	descriptions	as	early	adopters	by	Rodgers	(2003)	or	

the	very	beginning	of	the	s-curve	by	curve	by	Anderson	&	Tushman	(1990).	These	beginning	

all	have	similar	characteristics,	such	as	people	operating	and	thriving	in	them	often	possess	

adventurous	and	risk	willing	characteristics.	

Despite	the	technology	itself,	a	platform	owner	should	carefully	understand	this	phase	

because	of	the	possible	evolving	of	a	platform	to	be	multisided	and	by	that,	the	possibility	of	

migrating	to	complementary	markets	(Gawer	&	Henderson	2007).	By	this	statement,	the	

possibility	of	a	platform	operating	in	multiple	markets	with	different	phases	should	be	

considered	and	taken	into	account,	as	this	ultimately	can	hamper	a	platform	way	of	

navigating.	

Transitional	phase	

Dominant	design	starts	to	emerge,	which	means	some	standardization	of	components,	

market	needs	and	product	design	features	are	taking	place.	This	causes	reduction	in	

uncertainty,	experimentation	and	major	design	changes,	which	are	characteristics	of	the	

transitional	phase.	Often	the	rivalry	between	existing	competitors	starts	to	increase	as	well,	

with	less	differentiated	products	to	compete	with.	The	characteristics	of	a	dominant	design	

are	obviously	a	high	percentage	of	market	share,	but	can	also	be	described	as	one	whose	

major	components	and	underlying	core	concept	do	not	differ	significantly	from	product	

models	(Afuah	&	Utterback	1997).		
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Specific	phase	

The	dominant	design	is	now	found,	and	this	phase	often	involve	a	larger	emphasis	on	

process	innovation	with	product	innovations	largely	being	incremental,	also	known	as	the	

era	of	incremental	changes	(Anderson	&	Tushman	1990).	Products	are	now	well	defined,	

and	differences	between	competitors	are	are	often	fewer	than	their	similarities.	And	

because	of	the	commodity	nature	of	the	product,	the	rivalry	among	competitors	increases	

to	high	(Afuah	&	Utterback	1997).	This	is	the	phase	where	the	overall	technological	

potential	will	be	reached,	also	simulated	by	the	end	of	the	s-curve	(Anderson	&	Tushman	

1990).	

Throughout	the	emergence	of	a	dominant	design,	a	technology	with	a	large	installed	base	

will	attract	developers	of	complementary	goods.	And	a	technology	with	a	wide	range	of	

complementary	goods	will	attract	users,	which	in	turn,	will	increase	the	installed	base;	a	

self-reinforcing	cycle	ensues.	And	as	earlier	described,	platform	businesses	with	multisided	

potential	can	potentially	involve	into	many	complementary	markets,	respectively	where	the	

underlying	technology	is	different.	And	in	the	case	where	the	interface	between	

complementary	markets	are	evolving,	the	incentives	to	innovate	appear	ambiguous.	For	a	

well	established	platform,	Carlton	and	Waldman	(2002)	suggest	that	strategic	tie-ins	to	

evolving	complementary	markets	may	be	a	way	to	extend	monopoly	power	into	a	newly	

emerging	market,	which	in	this	case,	the	innovation	is	argued	to	likely	be	suppressed.	

Contradictory,	Microsoft	serves	as	an	example	with	their	entry	into	complementary	

markets,	followed	by	product	integration,	which	then	facilitated	the	development	of	new	

applications.	It	should	be	mentioned,	that	complementary	products	can	be	distinguished	

between	in-house	&	third	party	developments	(Cenamor	et	al.	2013).	Gawer	&	Henderson	

(2007)	argues	that	the	treatment	of	intellectual	property	and	the	availability	of	

development	tools	ultimately	affects	a	platform	owners’	ability	to	control	the	evolution	of	

the	platform	architecture	and	thereby	the	innovation	in	complementary	markets	(page	6).	

When	entering	complementary	markets	an	understanding	of	the	phase	of	the	entered	

market	then	becomes	increasingly	important,	as	different	strategies	for	implementation	

might	be	required.	
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The	phase	of	discontinuities	

The	former	described	phases	now	repeat	itself	when	a	new	technology	with	the	potential	to	

render	the	old	one	non-competitive,	is	introduced.	Often	by	a	truly	radical	innovation,	

which	further	often	are	introduced	by	a	competitor	from	outside	the	established	industry.	If	

truly	radical,	the	technological	discontinuity	will	most	likely	render	the	old	technology	non-

competitive,	where	as	the	barriers	that	firms	have	erected	around	them	in	the	specific	

phase	may	become	useless.	This	results	in	a	discontinuity,	plunging	the	innovation	cycle	

back	to	the	fluid	phase	(or	beginning	of	a	new	s-curve)	with	another	wave	of	entering	firms	

(Afuah	&	Utterback	1997;	Anderson	&	Tushman	1990).		This	often	increases	the	rivalry	

among	incumbents	since	the	new	technology	invades	the	old,	which	means	incumbents	

who	are	not	shifting	towards	the	new	technology	will	experience	an	increased	pressure.	This	

can	lead	to	leaders	in	former	technology	forced	to	cannibalize	their	own	products.	And	if	the	

incumbents	have	high	exist	cost	on	their	former	technology,	the	pressure	only	extents	by	

the	threat	of	increasing	new	entrants	entering	the	industry	with	the	new	technology.	

As	all	of	these	phases	differ	in	ways	of	navigating	within	and	propose	different	challenges	to	

overcome,	which	is	why	the	importance	of	understanding	the	given	phase	is	enhanced.	

Additionally,	this	propose	an	understanding	for	how	far	in,	the	industry	is	in	the	given	

phase,	and	therefore	the	anticipating	of	the	next	phase	in	order	to	adapt	properly.	

Focusing	on	the	right	dominant	design	is	essential,	and	even	though	the	technological	

evolution	figuratively	often	is	referred	to	as	the	underlying	technology	itself,	the	presence	

of	product	as	the	dominant	design	is	also	applicable.	One	of	the	best	examples	might	be	the	

software	platform	for	personal	computing.	In	1998	Microsoft	Windows	had	approximately	

86	%	market	share	with	their	closest	competitor	(Apple)	on	5	%	(CNET,	2002),	which	shows	

that	building	software	applications	needed	to	fit	windows.	And	as	argued	possible	by	Afuah	

&	Utterback,	this	was	the	reality	getting	into	the	market	for	many	complementary	products,	

even	though	other	operating	systems	where	better	and	easier	to	develop	on.	
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5.3.1	Summation	of	step	two	

The	abovementioned	sections	show	how	important	it	is	for	

companies	to	analyze	a	given	industry	phase,	as	different	

strategies	are	needed	to	navigate	within	the	specific	

industry.	Market	drivers	affect	the	company’s	way	of	

navigating	within	an	industry	phase,	thus	companies	need	

to	be	aware	and	understand	the	frame	in	which	the	

company	is	situated.	The	implications	when	i.e.		dominant	

design	exists	in	a	given	industry,	is	crucial	for	the	

sustainability	of	a	company.	Furthermore,	it	underpins,	that	if	entering	surrounding	

complementary	markets,	the	phase	of	or	dominant	design	in	the	given	industry	can	differ	

and	should	therefore	also	be	taken	into	account.	Lastly,	the	capability	of	distinguishing	

between	dominant	design	as	a	technology	or	merely	a	very	well	market-positioned	

company	that	controls	a	given	platform	was	laid	out	for	companies	to	better	understand	the	

industry	dynamics	that	will	affect	it.	

5.4	Competing	strategically	

As	defined	in	4.2.1	and	further	elaborated	on	throughout	5.3,	the	aspects	of	dominant	

design	can	be	a	matter	for	standard	wars	to	arise.	The	present	reality	of	a	catalyst	has	been	

normalized	to	strategic	thinking	centred	on	‘how	to	take	on	an	existing	catalyst’	or	‘how	to	

overcome	a	catalyst	that	want	to	replace	you’	(Evans	&	Schmalensee	2007),	which	in	broad	

aspects	can	be	referred	to	as	standard	wars	(Shapiro	&	Varian	1999).	Obviously	for	a	

multisided	business,	the	strategic	thinking	extent	beyond	this,	which	I	will	elaborate	on	

through	this	section	(5.4),	but	understanding	the	fundamental	viewpoint	on	competing	

strategically	with	other	catalysts	are	important.	

In	markets	with	strong	network	externalities,	standard	wars	often	intensify,	as	strong	

network	externalities	will	cause	consumers	to	have	value	on	compatibilities.	The	outcome	of	

these	standard	wars	vary,	with	fight	to	the	death	outcome,	which	was	seen	with	Blu-ray	vs.	

HD	DVD	(HD	DVD	vanished).	An	opposite	example	showed	how	the	CD	technology	with	

Sony	and	Philips	pooled	together	and	openly	licensed	their	patents.	Or	as	seen	in	many	

2. Industry phase 
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markets,	duopoly	or	more	has	arisen	with	multiple	standards	battling	each	other	(Shapiro	&	

Varian	1999).	Nintendo,	PlayStation	and	Xbox	serves	as	an	example	here.	Evans	&	

Schmalensee	(2007)	argues	on	navigating	in	such	markets,	that	the	understanding	of	

whether	leverage	to	attack	or	cooperate	to	survive	are	essential.	And	because	of	modern	

technology,	overlapping-	or	intersecting	catalysts	has	increased	as	an	additional	threat,	

which	thereby	causes	catalysts	to	watch	out	for	new	technologies	intruding	their	industries	

as	an	additional	aspect.	

5.4.1	Complementary	products	

Few	high	technology	platform	companies	thrive	in	isolation.	Instead,	it	is	largely	understood	

that	experiencing	successful	commercialization	often	depends	on	the	availability	of	

complementary	products	that	work	together	seamlessly	with	your	product	(Nambisan	2002;	

Cenamor	et	al.	2013).	A	complementary	product	is	defined	by	its	value	enhancement	of	a	

primary	product	when	both	are	seamlessly	used	together	by	end-users	(Sengupta	1998;	

Park	&	Chung	2011).	Additionally,	argued	by	Kim	and	Mauborgne	(2005),	on	the	basis	of	

blue	ocean	strategy,	the	significance	of	providing	complementary	products	and	services	that	

affects	the	value	of	main	products	to	reconstruct	a	market	borderline.	Meaning,	the	

fundamental	value	of	a	main	product	can	be	increased	through	the	development	of	diverse	

and	compatible	complementary	products,	which	ultimately,	leads	to	the	strategic	decision	

on	how	investing	in	complementary	products	can	support	the	value	enhancement	of	the	

main	product	(Park	&	Chung	2011).		

Nambisan	(2002)	identifies	the	distinction	of	three	types	of	complementary	product	

integration;	value-added	internal,	add-on	module,	and	data	interface.	Value-added	internal	

integration	involves	integrating	the	main	product	with	a	complementary	product	internally	

while	merging	the	data	and	the	functions	of	the	two	products	seamlessly.	By	coupling	these	

products	additional	features	are	often	offered	where	the	real	value	occurs.	The	add-on	

module	integration	is	similar,	though	the	integration	is	through	an	external	module	or	

component	(i.e.,	separate	from	the	core	product	itself).	Lastly,	the	data	interface	integration	

involves	a	external	integration,	but	is	defined	by	the	technical	interface	needed	to	effect	the	

transfer	of	data	across	the	two	products	(Sengupta	1998).	The	main	point	here	ends	in,	how	

the	platform	company	best	positions	itself	through	complementary	partnerships	which	will	
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be	value	expanding	towards	adopters	of	the	platform.	A	platform	owners’	way	of	navigating	

in	the	industry	with	this	understanding	can	be	critical	in	order	to	set	itself	up	for	a	better	

platform	adoption.		

5.4.2	Platform	adoption	

The	understanding	of	platform	adoption	from	a	customer	perspective	serves	many	facets.	

Often	it	is	a	a	technological	system	consisting	of	a	set	of	core	elements	(the	platform)	with	a	

group	of	surrounding	elements	(the	complementary	products),	that	fundamentally	serves	

the	architecture	behind	most	platform-based	markets	(Baldwin	&	Woodard	2008;	Cenamor	

et	al.	2013).	And	often	additionally	agents	(platforms	&	complementary	products)	will	be	

offering	these	element	causing	potential	adopters	to	face	complex	decision-making	

(Cenamor	et	al.	2013).	Moreover,	these	decision	can	be	interrelated,	as	adopters	and	

providers	choices	will	affect	or	be	affected	by	other	adopters	and	providers	(Parker	&	Van	

Alstyne	2005).	This	ultimately	means,	to	get	a	full	comprehension	of	the	platform	adoption,	

an	analysis	of	the	impact	of	other	agents	in	the	ecosystem	are	needed.	(Cenamor	et	al.	

2013)	

Additionally,	this	also	leads	back	to	multi-homing	and	switching	costs.	Complementary	

products	ultimately	increases	switching	costs	and	value	to	the	main	product,	which	thereby,	

becomes	a	way	to	further	increase	sales	and	customer	retention	(Park	&	Chung	2011).	On	

the	contrary,	the	need	for	a	specific	complementary	product	can	be	so	inherent,	that	

Burnham	et	al.	(2003)	argues	for	financial	switching	cost	if	not	established.	Meaning,	

financial	loss	can	occur	to	the	end	customer,	if	incompatible	complementary	products	do	

not	function	with	the	main	product.		

For	platform	adoption,	the	understanding	of	whether	multi-homing	is	present	or	not	is	

important,	as	this	serves	the	understanding	of	the	use	of	platform.	Whether	both	sides	of	

the	market	are	multi-homing	out	of	convenience	or	if	some	sides	are	contented	with	single-

homing.	And	if	comprehended,	applying	traditional	network	effect	theory,	used	with	

caution,	can	help	tipping	markets	where	multi-homing	is	prevalent	(Choi	2010).	

Understanding	the	use	of	network	theory	will	be	elaborated	on	in	next	section	(5.4.3).		
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Pricing	

Another	element	for	optimizing	platform	adoption	with	two	sided	markets	is	finding	the	

optimal	pricing	structure	(Choi	2010;	Eisenmann	et	al.	2006).	Depending	on	which	side	has	

the	highest	attraction	rate	for	adoption,	subsidizing	can	be	used	in	order	to	attract	a	specific	

side.	Choosing	which	side	to	subsides	can	depend	on	the	responsiveness	customers	has	

toward	different	factors,	such	as	quality,	sensitivity	or	the	ability	of	capturing	cross-side	

network	effects	(Eisenmann	et	al.	2006).	Hagiu	(2009)	further	elaborates	on	price	cutting	

towards	degrees	of	single-	and	multi-homing,	that	price	cutting	will	be	less	effective	in	

adoption	when	the	stronger	customer	feels	towards	multi-homing	and/or	the	more	market	

power	producers	have	over	customers.		

Though	it	can	be	a	costly	affair,	the	use	of	marquee	strategy	(Eisenmann	et	al.	2006:	Evans	

&	Schmalensee	2007)	can	help	increase	the	adoption	of	the	platform.	The	strategy	outlines	

how	the	platform	can	increase	its	overall	value	(attractiveness)	to	one	of	its	users’	side	by	

recruiting	“marquee	users”,	which	are	users	who	will	be	highly	valuable	by	the	other	side	of	

the	network.	The	“recruiting”	process	often	refers	to	subsidizing	or	even	paying	for	the	

marques	for	adopting	the	platform	or	committing	not	to	use	rival	platforms	(Eisenmann	et	

al.	2006).	

5.4.3	Network	effects		

Earlier	in	section	4.1.2,	I	explained	the	value	enhancement	network	effect	can	have	on	

platforms,	as	the	value	of	a	catalyst	increases	to	the	specific	user	as	the	size	of	users	grow	

on	the	other	side.	And	considering	network	effects,	there	are	many	ways	of	using	it	towards	

creating	value.	Therefore,	a	fundamental	understanding	on	this	concept	is	important,	as	it	

opens	up	for	different	ways	of	using	it	as	a	strategy.		

Considering	network	effects,	terms	like	network	goods	has	changed	the	fundamental	view	

on	product	management,	which	have	caused	firms	to	rethink	standard	principles	(Bhargava	

2014).	This	is	because	network	goods	refer	to	how	product	quality	is	shaped	by	the	actions	

of	other	users,	meaning	youtube	provides	a	platform	and	would	never	have	succeeded	

without	their	users	(producers)	providing	great	content	(Bhargava	2014).	Network	goods	

can	both	be	intrinsic	(standalone	benefit)	or	extrinsic	(network	benefit).	
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Moreover,	Katz	&	Shapiro	(1985)	argued	through	network	externalities	to	distinguish	

between	direct	and	in-direct	network	effects	(Park	&	Chung	2011;	Suarez	2005),	also	

referred	to	as	same-side	and	cross-side	effects	(Bhargava	2014;	Eisenmann	et	al.	2006).	

Direct	(same-side)	network	effects	often	applies	to	communication	products	or	services,	as	

the	product	itself	enhances	as	more	people	are	using	the	same	product.	In-direct	(cross-

side)	network	effect	is,	on	the	contrary,	the	increase	of	usage	of	a	product	or	network	which	

further	increases	the	value	of	a	complementary	product	or	network,	that	in	turn,	provides	

value	back	to	the	main	product.	Most	used	example	might	be	the	complementary	adoption	

of	software	and	hardware	combined.		

An	interesting	part	of	this	point,	is	how	network	effects	can	reflect	smaller	parts	in	markets	

and	predominate	them	irrespective	of	whether	that	system	has	the	largest	overall	network	

(Suarez	2005).	Meaning,	Apple	as	a	personal	computer	choice	might	be	the	predominant	

choice	in	the	publishing	and	media	industry,	despite	the	fact	that	Microsoft	has	a	much	

larger	installed	base	with	larger	diversification	on	complementary	products.	This	carves	out	

for	companies	to	pursue	niche	strategies	towards	predomination	in	specific	parts	of	the	

market	and	expand	from	there.	This	type	of	network	effect	would	be	a	direct	(same-side)	

network	effect	(Eisenmann	et	al.	2006;	Bhargava	2014),	but	targets	specific	groups	outlined	

by	specific	elements.	The	key	take-away	here	is,	that	platforms	who	fundamentally	thrives	

on	In-direct	(cross-side)	network	effect	can	also	have	or	obtain	characteristics	of	direct	

(same-side)	network	to	further	increase	their	value	towards	their	users.	

5.4.4	Summation	of	step	three	

Online	platform	rarely	thrives	in	isolation,	and	rarely	have	

zero	competitors.	This	sets	the	stage	for	understanding	

other	platforms	way	of	operating,	as	well	as	understanding	

surrounding	markets.	Both	in	terms	of	potential	

cooperation,	but	also	in	terms	of	knowing	when	overlapping	

catalysts	imposes.	Furthermore,	a	thorough	understanding	

of	the	adoption	process	is	needed	as	well	as	the	use	of	

single-	vs.	multi-homing	for	both	sides.	Moreover,	the	

importance	of	understanding	the	use	of	network	effect	was	

3. Competing 
strategically 

• Understand	catalysts	
operating	in	or	
surrounding	markets	
(overlapping)	

• Identify	complementary	
products	

• Understand	adoption	
process	in	the	market	

• Single-	vs	multi-homing	
• Identify	optimal	price	
structure	

• Use	network	effects	



	 41	

emphasized	as	this	can	create	synergies	towards	increasing	the	adoption	rate	within	the	

platform.	And	at	last,	identifying	the	optimal	pricing	structures	serves	for	setting	the	best	

foundation	for	an	optimal	adoption	rate	towards	both	sides	of	the	platform.	

5.5	Innovation	development	

The	last	step	of	Evans	&	Schmalensee's	(2007)	framework	is	named	Experiment	and	evolve,	

hence	focus	in	on	successful	growth.	Key	tasks	concern	among	other	the	ability	to	know	

when	to	be	first	or	second,	control	growth	and/or	plan	for	what	is	next.	Evans	&	

Schmalensee	(2007)	further	elaborates	on	the	context	of	platforms	ability	to	control	growth.	

How	harnessing	the	power	of	the	catalyst	reaction	should	be	aligned	with	aspects	such	as	

pricing,	design	and	other	key	strategies.	The	key	take-away	is	how	well	the	catalyst	manages	

its	opportunities	and	threats.	It	can	then	be	argued,	that	managing	opportunities	and	

threats	on	a	technology	based	foundation	would	be	applicable	through	innovation	as	the	

context.		

Innovation	streams	(Exploitation	&	exploration)	

Companies	with	an	innovative	approach	are	often	faced	with	two	conflicting	processes	of	

organizational	learning;	the	exploitation	of	old	certainties	and	exploration	of	new	

possibilities.	The	exploitation	is	often	defined	by	refinement,	choice,	execution,	certainty	

and	incremental	innovations	etc.	Here	are	returns	often	positive,	proximate,	or	predictable.	

Exploration	is	more	contrary	defined	by	search,	experimenting,	risks	and	radical	innovations	

etc.	And	here	are	the	returns	often	more	uncertain,	distant,	or	often	negative.	The	diversity	

is	moreover	often	explained	in	how	exploitation	characterises	by	a	shorter	distance	in	time	

and	space	towards	achieving	profitable	returns	compared	to	exploration.	(March	1991)	

Other	scientists	explains	exploitation	as	local	search	(Fleming	&	Sorenson	2004;	Raisch	&	

Birkinshaw	2008),	which	refers	to	the	how	developments	are	based	on	previous	experiences	

in	research	and	development	(Fleming	&	Sorenson	2004).	The	benefit	in	local	search	are	

linked	with	a	greater	liability	in	the	innovation	process,	as	past	experiences	provides	the	

inventor	better	insight	into	“what	to	do	or	what	not	to	do”.	Contrary,	this	potential	benefit	

also	functions	as	a	potential	downside,	as	past	experience	can	prelude	the	inventor	for	
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investigating	more	distant	and	potentially	more	valuable	possibilities	(Fleming	&	Sorenson	

2004).		

And	because	of	the	potential	up-	and	downsides	these	innovation	streams	posses,	various	

scientists	emphasises	the	importance	of	pursuing	exploitation	and	exploration	

simultaneously	(Gupta	et	al.	2006;	March	1991;	Raisch	&	Birkinshaw	2008),	also	referred	to		

as	organizational	ambidexterity.	

5.5.1	Ambidextrous	organization	(ambidexterity)	

Referencing	the	resource	based	view,	Eisenhardt	&	Martin	(2000)	explains	the	enhancement	

of	“	blending	its	(RBV)	usual	path-dependent	strategic	logic	of	leverage	with	a	path-breaking	

strategic	logic	of	change”	(page	1118),	referencing	the	logic	behind	ambidexterity.		

Raisch	&	Birkinshaw	(2008)	has	defined	organizational	ambidexterity	as	“an	organization’s	

ability	to	be	aligned	and	efficient	in	its	management	of	today’s	business	demands	while	

simultaneously	being	adaptive	to	changes	in	the	environment”	(page	375).	And		O’Reilly	&	

Tushman	(2013)	further	elaborated	on	organizational	ambidexterity	in	the	sense	of	a	

organizations	ability	to	both	exploit	and	explore;	“to	compete	in	mature	technologies	and	

markets	where	efficiency,	control,	and	incremental	improvement	are	prized	and	to	also	

compete	in	new	technologies	and	markets	where	flexibility,	autonomy,	and	experimentation	

are	needed”	(page	3).		

Point	being,	that	what	might	be	characterized	as	valuable	in	long-term	might	not	be	

valuable	in	short-term	and	vice	versa	(March	1991;	Raisch	&	Birkinshaw	2008),	hence	

adopting	an	ambidextrous	approach	to	overcome	this	challenge.	This	being	said,	adopting	

this	paradoxical	challenge	can	be	very	difficult.	This	is	bagged	by	multiple	studies	on	

adopting	exploration	and	exploitation	simultaneously	requires	substantially	different		

structures,	processes,	strategies	etc.	to	pursue	and	may	have	different	impacts	on	the	

adaption	and	performance	of	a	firm	(Holmqvist	2004;	He	&	Wong	2004).	

It	is	believed	that	the	best	companies	are	those	who	can	simultaneously	balance	explorative	

innovation	with	exploitative	innovation	in	an	ambidextrous	approach	(Raisch	&	Birkinshaw	

2008;	Raisch	et	al.	2009;	He	&	Wong	2004),	moreover,	theorizing	about	adapting	an	

ambidextrous	approach	is	argued	most	applicable	by	large	enterprises	(Teece	2007;	Chang	
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&	Hughes	2012).	Adopting	an	ambidextrous	organization	if	often	aligned	with	having	

organizational	sub-units	and	dividing	units	in	exploration	and	exploitation	(Raisch	&	

Birkinshaw	2008),	which	can	be	difficult	for	SME’s	due	to	their	relatively	resource-constrain	

nature.	However,	Chang	&	Hughes	(2012)	has	argued	SME’s	being	able	to	obtain	an	

ambidextrous	approach	by	being	able	to	shape	the	right	internal	environment	and	adopting	

both	risk-taking	and	adaptability	leadership	methodologies	to	support	both	innovation	

types.	Meaning,	risk-tolerance	defined	by	managers	has	an	effect	of	the	risk-tolerance	of	

the	firm.	The	same	goes	for	managers’	adaptability	to	new	and	emerging	conditions.	

Utilising	both	will	signal	to	employees	the	need	to	ambidextrously	manage	innovation	

opportunities.	These	approaches	can	then	function	as	a	precursor	for	a	balance	of	

explorative	and	exploitative	innovation,	which	in	turn,	may	overcome	resource	limitations	

and	generate	superior	performance	(Chang	&	Hughes	2012).		

5.5.2	User	driven	community	

One	aspect,	is	how	to	organize	innovation	through	an	ambidextrous	organization,	which	was	

presented	in	5.5.1.	Another	aspect,	is	the	fostering	of	ideas	for	the	innovation	development.	

In	the	modern	world,	ideas	can	originate	and	develop	from	anywhere	(Pisano	&	Verganti	

2008;	Baldwin	et	al.	2006).	Idea	generation	towards	product	innovation	used	to	be	an	

exclusive	domain	for	marketers,	engineers,	and/or	designers	(Poetz	&	Schreier	2012).	Point	

being,	that	firm’s	professionals,	unlike	users,	possessed	the	experience	and	expertise	

required	to	create	novel	ideas	that	additionally	would	be	appealing	to	a	broader	part	of	a	

market.	These	ideas	would	reflect	the	product	development	made	by	professionals	to	often	

be	characterized	by	maintaining	innovation	rents	and	reliability	because	of	their	expertize.	

Which	would,	again,	reference	local	search	as	a	basis	for	creating	ideas	that	possess	the	risk	

of	internal	expertise	blocking	the	potential	of	finding	more	alternative	and	potentially	more	

successful	solutions	(March	1991;	Poetz	&	Schreier	2012).	Fundamentally,	users	would	not	

possess	this	kind	of	bias.	And	contrary,	idea	contributors	that	have	direct	and	effective	user	

experience	make	better	contributions	than	do	equally	qualified	individuals	without	such	

experience	(Hienerth	et	al.	2007).		The	underlying	aspect	is	therefore,	that	It	should	never	

be	expected	for	users	to	compete	with	professionals,	however,	the	notion	of	users	possibly	

feeding	ideas	for	innovation	is	inevitable	(Poetz	&	Schreier	2012).	Additionally,	for	obtaining	
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useful	user	ideas	would	most	highly	be	depended	on	the	underlying	industry,	product	

category	or	the	nature	of	the	specific	problem.	

5.5.4	Summation	of	step	four	

Throughout	step	four	it	has	been	presented	how	solely	

performing	incremental	or	radical	innovation	can	potentially	

make	firms	vulnerable.	Thereby,	adopting	exploitation	and	

exploration	coherent	can	help	mitigate	these	vulnerabilities.	

Theoretically,	the	benefits	are	many	on	adopting	an	

ambidextrous	organization	within	the	firm,	which	incentivises	

the	study	of	how/if	the	company	can	increase	this	approach.	

Additionally,	a	technology	based	company	that	focuses	high	on	development	of	the	

platform	should	further	focus	high	on	the	idea	generations	in	terms	of	better	understanding	

“what	to	do	next”.	

5.6	A	framework	for	growing	a	platform	while	adapting	the	

industry	phase	

Chapter	four	&	five	has	now	presented	the	biggest	challenges	towards	growing	a	platform	

business	while	adapting	the	industry	phase.	And	answers	to	the	first	two	sub-questions	has	

been	provided.	Beneath	will	show	a	summation	of	the	answers	and	an	overview	on	the	

framework	will	be	provided.		

1. What are the challenges to growing a platform business? 
2. What additional challenges does the industry phase create for growing 

a platform business? 

The	first	questions	are	largely	answered	by	using	Evans	&	Schmalensee’s	(2007)	catalyst	

framework	as	a	structure	with	the	assistance	and	combining	of	relevant	theorists.	The	

challenges	are	by	far	consisting	with	understanding	the	market	landscape	and	its	

competitors.	Combined	with	the	understanding	of	how	to	navigate	within	the	industry	both	

in	terms	of	collaboration,	innovation	developments	as	well	as	the	understanding	of	firm	

4. Innovation 
Development 

 
• Control	growth		
• Exploitation	vs.	
exploration		

• Ambidexterity	
• Idea	generation	
• Plan	for	what	is	next	
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resources.		In	particular,	to	platform	business,	elements	in	form	of	adoption	process,	single-	

vs.	multi	homing	and	network	effect	serves,	in	addition,	of	high	relevance.	

The	second	questions	are	largely	answered	by	using	Afuah	&	Utterback	(1997)	research	

theories	on	technological	evolution.	In	addition,	the	answering	has	been	assisted	by	s-curve	

theory	and	dominant	design.	The	challenges	here,	are	understanding	the	technological	

evolution	the	platform	is	situated	within,	as	different	strategies	are	required	for	different	

phases,	which	by	that,	can	effect	the	firm	strategy	in	most	doings.	The	importance	is	

amplified	by	the	platform	fundamental	existence	on	technology,	which	serves	the	reasoning	

for	understanding	the	context.	

These	findings	have	resulted	in	a	theoretical	framework	for	growing	a	platform	business	

while	adapting	the	industry.	It	should	be	underpinned	that	the	strategic	elements	are	largely	

adapted	on	somewhat	established	platforms.	

Framework	for	platform	business	adapting	the	industry	phase.	(Authors	own)	

	

1. Understand 
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and	its	drivers	
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Figure	7	-	Detailed	theoretical	framework	(Authors	own)	
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PART TWO 

	

Part	one	of	this	thesis	has	covered	the	theoretical	background	for	my	research,	and	resulted	

in	a	merging	a	framework	for	expanding	platform	businesses	with	a	focus	on	industry	phase,	

which	essentially	provided	answers	to	the	first	to	sub-questions.	Part	two	of	this	thesis,	will	

investigate	the	main	objective	of	the	research	by	ultimately	provide	answers	to	the	overall	

research	question	of	the	thesis:	

• How	can	Billy	experience	growth?	

In	order	to	provide	an	in-depth	answer	to	this	question	it	will	require	the	answers	for	the	

two	latter	sub-questions,	which	will	be	investigated	in	the	following	chapter.	Here,	I	will	

adapt	the	framework	constructed	in	chapter	five,	and	thereby	analyze	Billy’s	current	market	

situation.	The	empirical	findings	extracted	from	the	data	collection	process,	will	thus	serve	

as	foundation	to	provide	answers	to	the	third	sub-question:	

3. How	do	the	challenges	effect	the	case	company?	

The	answers	to	the	third	sub-question	of	this	thesis	will	lead	me	to	a	discussion	of	current	

challenges,	which	essentially	will	provide	answers	for	the	fourth	sub-question	

4. What	measures	are	needed	for	Billy	to	overcome	imposed	challenges? 

With	provided	answers	for	all	four	sub-questions	a	conclusion	for	the	thesis	can	be	

generated,	which	will	help	answer	the	main	research	question.		

CHAPTER 6: ANALYSIS 

	

As	illustrated	throughout	Part	One	(Chapter	four	and	five),	a	merged	framework	on	

platform-	and	industry	phase	theory	was	needed	in	order	to	sufficiently	cover	the	research	

focus	in	this	thesis.	The	framework	has	combined	important	and	relevant	aspects	from	the	

two	fields	of	knowledge,	in	order	to	analyze	the	growing	of	a	platform	business	while	
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adapting	the	industry	phase.	The	framework	will	in	the	following,	be	applied	to	the	

empirical	findings,	which	will	through	the	analysis	give	answers	to	the	third	sub-question:	

3. How	do the challenges effect the case company? 	

This	chapter	will	follow	the	structure	of	the	framework	developed	in	chapter	5.	Each	part	of	

the	framework	will	be	analysed	with	Billy	as	case.	The	strategic	decisions	and	logics	behind	

them	will	serve	to	understand	the	reasoning	behind	Billy	and	the	framework	will	serve	as	

the	analytical	structure.		

This	chapter	will	start	with	analysing	the	market	landscape	and	market	competition	of	the	

accounting	industry	in	Denmark.	Next,	the	phase	of	the	industry	will	be	studied	to	better	

understand	the	context	for	which	Billy	operates	within,	and	by	that,	how	to	adapt	

accordingly.	Third,	an	understanding	of	the	different	aspects	and	parameters	of	competing	

strategically	with	a	platform	in	the	accounting	industry	will	be	analysed.	This	can	help	Billy	

to	better	position	themselves	within	the	industry	and	towards	their	own	customers.	And	

finally,	an	analysing	of	Billy’s	innovation	process	with	focus	on	uniting	the	understanding	

between	end-users	and	specialists	will	be	outlaid.	

6.1	Market	landscape	of	the	accounting	industry	

When	Billy	approached	the	accounting	industry,	they	entered	

a	competitive	landscape,	that	moreover,	possessed	very	

established	players,	hence	E-conomic	(Sørensen,	(b)	2011).	

Starting	out	Billy	developed	their	system	as	a	Cloud-based	

SaaS	program	and	differentiated	themselves	with	an	intuitive	

interface	tailored	towards	the	end-users	of	the	program	-		a	

similar	approach	their	most	direct	competitor	(Bil	1,	2016;	Bil	

2,	2016;	Bil	3,	2016)	Dinero	used	(Finans	2014;	Wittorff,	

2011;	Jensen,	2013).	I	will	further	elaborate	on	the	

competitive	landscape	in	6.1.2,	but	prior	to	that,	and	as	presented	in	section	5.2,	I	will	

outlay	the	foundation	of	the	basic	understanding	of	historical	technical	evolution	the	

accounting	industry	has	undergone	the	last	fifteen	to	twenty	years,	as	this	gives	valuable	

1. Market landscape 

• Industry	history	
• Analyse	industry	and	its	
drivers	(porters	five	
forces)	

• Specify	firm	resources	
• Aligning	activities	in	
company	
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insight	into	the	industry.	In	addition,	it	gives	insights	into	the	former	technological	evolution	

and	industry	phases,	which	will	be	elaborated	in	6.2.		

6.1.1	Industry	history	on	accounting	systems	

The	accounting	industry	has	the	last	twenty	years	been	impacted	by	technological	shifts	in	

the	development	of	accounting	systems.	Within	these	different	technological	foundation,	it	

can	be	argued	that	different	companies	have	been	pioneering	the	eras	respectively.	I	will	

elaborate	on	the	current	dominant	design	in	6.2.	

Era	of	stationary	accounting	systems	

Throughout	the	90’s	and	beginning	of	the	00’s	C5	was	the	accounting	system	in	the	Danish	

industry	with	the	most	success	(Jensen,	D.	(a)	2008).	It	was	a	customizable	stationary	

system,	and	Microsoft	was	pioneering	this	technology.	However,	it	was	build	on	a	complex	

system,	which	meant	buying	costly	courses	in	order	to	learn	how	to	use	the	system	

(Mediawatch	(a)	2003;	Mediawatch	(b)	2003;).	Additional	cost	was	reflected	in	the	cost	of	

consultancy	firms,	installing	costs,	costly	updates	and	the	constant	further	education	for	

every	time	a	new	update	patch	was	pushed	out	(Mediawatch	2004;	Andersen,	2004).	

Instead	of	selling	SaaS,	Microsoft’s	whole	business	model	was	build	on	selling	software	+	

service,	meaning	Mircosoft’s	established	partner	network	would	make	money	on	sales,	

service	and	on	installations	(service),	while	Microsoft	would	serve	the	maintenance	on	the	

software	part	(software)	(Jensen,	(b)	2008).	

Era	of	cloud-based	accounting	systems	

The	internet	made	the	next	technological	shift	possible.	E-conomic	pioneered	this	

technology,	and	changed	the	accounting	system	and	business	model	to	a	full	cloud-based	

system	with	a	low	cost	subscription	based	revenue	model	(Bertelsen,	2006;	Børsen	2008).	

The	cloud-based	approach	made	the	system	much	more	flexible	(Svarre,	(a)	2001).	

Additionally,	the	learning	curve	on	the	functionality	of	E-conomic	was	far	less	costly,	as	E-

conomic	uploaded	free	explainer	videos	on	every	functionality	etc.	on	Youtube.	From	

hereon,	E-conomic	experienced	rapidly	growth	(Svarre,	(a)	2009)	and	soon,	every	

accounting	system	would	make	sure	to	follow,	making	sure	to	be	cloud-based	(Sørensen,	(a)	

2011;	Christensen,	2013;	Mygind,	(a)	2008;	Mygind,	(b)	2008).	
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Shift	in	focus	towards	end-users	instead	of	specialists	

The	combination	of	accounting	systems	migrating	to	cloud-based	solutions,	and	the	rapidly	

development	the	systems	has	undergone,	has	opened	up	for	new	differentiated	

perspectives	(Christensen,	2013).	Newcomers	like	Dinero	and	Billy	has	differentiated	

themselves	with	an	intuitive	interface	tailored	towards	the	end-users	of	the	program	

(Finans	2014;	Wittorff,	2011;	Jensen,	2013;	Rasmussen,	2013).	As	mentioned,	end	users	

would	previously	have	had	to	pay	for	costly	courses	just	to	understand	the	system.	The	

approach	now,	however,	is	that	what	was	once	solely	understandable	for	specialists	should	

now	be	so	intuitively	developed,	that	a	normal	person	with	no	understanding	of	accounting	

can	handle	it.	Martin	Thorborg	(founder	&	CEO	of	Dinero)	stated	that	“if	they	had	to	make	a	

video,	explaining	the	functionality	of	a	feature	(an	E-conomic	approach),	he	would	see	it,	as	

they	failed	bigtime”	(3business,	2016).	By	combining	modern	technology	and	an	intuitive	

approach,	the	present	goal	is	therefore	to	make	the	specialists	redundant	(Moses,	(b)	2013;	

Simonsen,	2016).	
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Figure	8	-	Historic	overview	in	dominant	design	of	accounting	systems	

6.1.2	The	industry	of	accounting	systems	and	its	drivers	(porter	five	forces)	

As	previously	indicated,	the	accounting	industry	of	

cloud-based	systems	in	Denmark	has	experienced	high	

completion	in	terms	of	the	many	players	on	the	

market,	both	very	established	ones	as	well	as	

relatively	new	comers.	A	scenario	like	this	often	
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based	on	incremental	approaches,	meaning	

differences	between	competitors	are	often	fewer	 		
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than	their	similarities,	also	referred	to	as	era	of	incremental	changes	(Anderson	&	Tushman	

1990).	Understanding	the	market	landscape	is	important	as	it	ultimately	serves	the	'relating	

a	company	to	its	environment’	(Teece	et	al.	1997,	page	511).		I	will	thereby	analyse	the	

current	market	landscape,	and	to	get	a	full	comprehension	I	will	use	porters	five	forces	to	

structure	it.	The	following	analysis	is	extracted	from	the	empirical	data	collection	conducted	

in	this	thesis.		

Threat	of	new	entrants	

Technology	has	made	it	a	lot	easier	to	start	a	company	and	get	going.	The	threat	is	best	

described,	as	many	entries	are	low	in	the	sense	of	entering	the	market,	but	concerning	the	

complexity	of	account	it	is	much	more	difficult	to	get	a	sustained	foothold	and	be	a	real	

threat	towards	the	more	established	companies	in	the	market.	(Spec	1,	2016;	Spec	2,	2016;	

Spec	5,	2016;	Bil	1,	2016;	Bil	2,	2016).		

In	addition	to	the	complexity	of	accounting	the	end-user	needs	to	maintain	many	rules	and	

laws,	where	high	fees	will	be	attributed	the	end-customer	if	they	fail	to	do	that	

(Skatteministeriet	2004;	Smvportalen	2012;	Skat	2011;	Fsr	2014;	Skat	(b)	2016).	This	means,	

that	every	accounting	system	faces	having	a	high	credibility	and	assurance	in	facing	those	

obstacles.	And	because	of	the	commonly	used	subscription	based	model,	often	based	on	a	

freemium	model	(Spec	1,	2016;	Spec	2,	2016),	economies	of	scale	will	evidently	be	a	factor	

for	experiencing	success,	which	further	contributes	to	why	the	threat	of	new	entrants	are	

low.		

Threat	of	substitutes	

From	the	end-user	side	it	has,	because	of	the	high	rivalry	and	modern	technology,	become	a	

lot	easier	to	replace	your	old	accounting	system	(Regnskabsguiden	2014;	

Forretningsøkonomi	2014).	Accounting	systems	has	even	offered	to	make	the	transfer	for	

free	(Bengtson,	C.	2016;	Billy	youtube	2015).	However,	these	free	transfers	do	not	account	

for	the	history	of	postings	in	your	former	accounting	system,	as	they	only	transfer	primo	

postings.	So	making	a	proper	switch	of	accounting	system	is	still	very	costly	(Spec	1,	2016;	

Spec	6,	2016),	as	well	as	the	unknowing	of	whether	the	same	functionalities	of	the	old	

systems	can	be	uphold	in	the	new	one	(Spec	3,	2016;	Spec	5,	2016;	Spec	7,	2016).	For	
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specific	situations,	switching	cost	might	be	low,	which	thereby	raises	the	threat	of	

substitutes,	but	that	is	only	substantiated	by	end-users	having	no	interests	in	their	

accounting	situation	and	are	having	it	outsourced	completely	to	a	specialist	(Spec	1,	2016;	

Spec	2,	2016;	Spec	3,	2016;	Spec	6,	2016;	Spec	7,	2016;	Spec	8,	2016).	And	as	this	is	only	a	

small	part,	the	threat	of	substitutes	can	therefor	be	described	as	low.	This	viewpoint	is	

further	bagged	by	the	fact	that	Billy	does	not	experience	a	lot	of	end-users	switching	to	

other	systems,	nor	does	Billy	steal	a	lot	of	competitors’	end-users	(Bil	1,	2016;	Bil	2,	2016)	

For	the	specialists’	side	substitutes	plays	a	whole	other	role.	Big	accounting	firms	like	

Deloitte,	Pwc	etc.	might	use	a	specific	accounting	system	within	their	organisations	to	serve	

their	clients.	But	even	them,	and	the	rest	of	the	market	of	specialist	has	been	getting	used	

to	multi-home	(Spec	1,	2016;	Spec	2,	2016;	Spec	3,	2016;	Spec	4,	2016;	Spec	5,	2016;	Spec	6,	

2016;	Spec	7,	2016;	Spec	8,	2016).	Specialist	has	become	more	used	to	the	fact,	that	the	

end-customer	has	a	much	more	certain	opinion	in	using	a	specific	accounting	system	(Spec	

2,	2016;	Spec	3,2016;	Spec	5,	2016;	Spec	6,	2016;	Spec	7,	2016).	

Bargaining	power	of	suppliers	

The	cloud-based	accounting	systems	are	to	a	large	degree	not	affected	by	the	power	of	

suppliers,	which	thereby,	can	be	described	as	low.	The	business	model	of	cloud-based	

accounting	systems	is	far	more	build	on	developing	the	system,	and	by	that,	their	suppliers	

can	be	argued	to	be	their	great	employers	(coders)	of	their	development	department.	

Cloud-based	accounting	systems	suppliers	are	best	described	as	the	systems	they	use	for	

developing.	

Bargaining	power	of	buyers	

The	power	of	buyers	is	also	low,	as	switching	costs	are	high,	the	buyer	(end-user)	is	often	

uneducated	about	the	product	(accounting	system)	(Spec	2,	2016;	Spec	3,	2016;	Spec	5,	

2016;	Spec	6,	2016)	and	every	buyer	purchase	comprises	a	small	portion	of	seller	sales	(Bil	2,	

2016).	However,	this	scenario	could	change	over	times.	First,	by	the	reduced	legal	audit	

assessment	SME’s	now	has	to	through	(Fsr	(b)	2013).	This	means	for	start-ups,	they	can	

become	price	sensitive,	as	they	do	not	need	as	big	a	solution	as	previous,	and	therefore,	are	

more	likely	to	try	out	accounting	systems	with	freemium	models	or	contact	a	specialist	on	a	
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later	stage.	Which	leads	to	second,	contacting	a	specialist	at	a	later	stage	serves	to	minimize	

the	impact	a	specialist	opinion	could	pose	in	choosing	a	specific	accounting	system.	Instead,	

it	can	serve	buyers	to	become	much	more	educated	when	choosing	an	accounting	system	–	

ultimately	increasing	their	buyer	power.	This	scenario	is	already	happening	to	some	extent,	

in	the	sense,	that	even	though	end-users	might	be	uneducated,	they	have	obtained	a	bigger	

opinion	in	the	choosing	of	an	accounting	system	(Spec	2,	2016;	Spec	3,	2016;	Spec	6,	2016;	

Spec	7,	2016).	

Rivalry	among	existing	competitors	

In	contrary	to	all	of	the	other	factors	of	porters	five	forces,	the	rivalry	among	competitors	is	

considered	high.	Mainly	because	of	numerous	competitors,	products	are	undifferentiated,	

brand	loyalty	is	insignificant,	the	big	players	in	the	market	have	relative	equal	size	and	

market	share,	and	the	industry	growth	is	slow.		

	

Figure	10	-	Market	share	by	most	significant	accounting	systems	
(Dinero	Video	(2016);	Billy	Presentation,	2016;	E-conmic	and	Microsoft:	Rasch,	H.	(c)	(2014);	Visma:	Jensen,	D.	2015)	

	The	poll	of	competitors	shown	by	Figure	10	can	be	argued	to	somewhat	biased.	This	is	

because	Microsoft	and	E-conomic’	systems	can	serve	accountings	with	much	higher	

complexity,	and	thus	support	a	much	wider	range	of	companies.	However,	and	despite	

Microsoft	and	E-conomics	higher	complexity	(Spec	1,	2016;	Spec	2,	2016;	Spec	3,	2016;	Spec	

6,	2016;	Bil	2,	2016),	accounting	systems	like	Billy	and	Dinero	have	taken	market	share	from	

them	(Rasch,	(b)	2014).	It	is	my	assessment,	that	publicity	has	made	sure	to	cover	the	

intense	rivalry	where	no	one	is	neglected.	Relatively	small	competitors	take	on	larger	ones	
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and	visa	versa,	and	they	are	all	fighting	for	the	best	position	in	the	SME	market	(Riis,	2014;	

Rasch,	(a)	2014;	Rasch,	(c)	2014;	Moses,	(a)	2013;	Sørensen,	(b)	2011).		

Referencing	the	new	entrants,	the	market	does	poses	many	new	accounting	systems	with	

freemium	models.	These	accounting	systems	has	little	accounting	insight,	and	are	often	

build	on	a	somewhat	extended	Microsoft	Excel	model.	They	do	not	get	much	traction	in	the	

market,	but	does	create	a	lot	of	muddling	for	the	end-users	perspective.	(Spec	1,	2016;	Spec	

2,	2016).	Furthermore,	Billy	does	not	see	these	as	a	threat	(Bil	1,	2016;	Bil	2,	2016).	

	

	

	

	

	

	

	

	

Even	though	the	accounting	systems	all	differ	in	complexity	and	the	underlying	aspect	of	

very	diverse	customer	perspectives	(end-users	and	specialists),	the	rivalry	is	still	intensified	

by	the	chase	for	the	position	of	being	“best	tool	for	the	end-users”	(trying	to	position	

themselves	in	the	“tool	for	end-users”	&	“low	complexity”	area).	

Elaborating	on	figure	11,	it	can	be	assumed,	that	as	the	accounting	systems	with	low	

complexity	experience	growth,	then	the	complexity	will	follow	–	that	it	will	be	a	linear	curve.	

This	assumption	is	based	on	the	historical	perspective	of	how	E-conomic	has	grown,	as	well	

as	the	assumption	of	when	the	end-users	of	the	simple	accounting	systems	grow	they	will	

Visma	eAccounting	

Tool	for	
end-users	

Tool	for	
specialists	

High	Complexity	
(functionality)	

Low	Complexity	
(functionality)	

Visma	SummaSummarum	

“other	small	
accounting	systems”	

Figure	11	-	Mapping	of	rivalry	in	the	cloud-based	accounting	industry	
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need	more	complex	solutions.	So	this	strategy	is	followed	in	order	to	avoid	potential	

customers	switching	system	in	the	future	because	of	out-growing	the	system,	as	well	as	

increasing	the	complexity	will	mean	accommodating	a	larger	customer	segment	(Bil	2,	

2016).	No	accounting	system	thus	attempts	to	be	the	liaison	of	equally	serving	the	end-user	

and	specialist,	in	order	to	be	both	their	preferred	system,	as	seen	in	Figure	11.	This	

opportunity	will	be	elaborate	on	in	section	7.1,	and	will	be	discussed	by	the	aligning	of	

activities	in	Billy	in	order	to	serve	both	sides.	

Lastly,	an	additional	opportunity	exists	in	the	market	as	it	is	argued	that	30-40%	of	small	

enterprises	has	their	accounting	system	in	a	Microsoft	Excel	sheet	(Bil	1,	2016;	Bil	2,	2016).	

Billy	sees	this	as	a	decreasing	of	the	rivalry,	as	the	competition	is	not	so	much	about	stealing	

customers	from	each	other,	but	more	about	convincing	a	high	market	share	of	shifting	to	a	

real	accounting	system.	It	should	be	mentioned	here,	that	a	convincing	effort	applies	to	

both	the	end-user	and	the	specialists,	as	these	actors	can	have	their	need	fulfilled	by	an	

Excel	solution	(Spec	1,	2016;	Spec	8,	2016).	

6.1.3	Firm	resources	of	Billy	

In	terms	of	innovation	within	the	accounting	industry,	a	lot	is	happening,	and	it	is	happening	

fast	(Spec	1,	2016;	Spec	4,	2016;	Spec	5,	2016;	Spec	8).	Billy’s	approach	of	being	user-centric	

(Bil	1,	2016;	Bil	2,	2016;	Bil	3,	2016)	serves	well	for	adapting	the	market	needs.	Combining	it	

with	simultaneously	being	on	point	towards	industry	trends	as	well	as	competitors	and	their	

innovations,	can	further	help	Billy	in	positioning	themselves	better	in	the	market.	Billy’s	

capabilities	are	what	strengthen	them	in	navigating	the	market.	The	user-centric	approach	

has	helped	Billy	in	avoiding	gut	based	decisions,	and	even	though	their	processes	are	very	

simplified	(Bil	1,	2016;	Bil	2,	2016;	Bil	3,	2016),	these	capabilities	of	short	and	simple	firm	

processes	has	given	Billy	the	ability	to	adapt	and	act	fast	on	market	needs/trends.		

Billy’s	competencies	are	to	a	large	extent	tied	to	Billy’s	CEO,	as	his	way	of	navigating	and	

understanding	the	market	trends	are	what	drives	Billy’s’	way	of	differentiating	and	

innovating	within	the	industry	(Bil	1,	2016;	Bil	2,	2016).	Aside	from	a	user-centric	approach,	

Billy	does	innovate	more	“original”	ideas,	as	Billy	understands,	that	end-users	might	not	

understand	what	modern	technology	is	capable	of	(Bil	1,	2016;	Bil	2,	2016).	I	will	in	section	

6.4	elaborate	on	the	distinction	between	the	innovations	made;	user-centric	vs.	“original”	
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innovations.	The	point	being	made	here	is,	innovation	not	generated	from	the	user-centic	

approach	is	more	or	less	solely	based	on	the	CEO	of	Billy,	which	ultimately,	makes	Billy	

vulnerable.	

6.2	The	phase	of	the	accounting	industry	

For	a	technological	platform	business	like	Billy,	

understanding	the	phase	of	the	industry	and	its	technological	

evolution	is	important,	as	it	should	reflect	their	strategic	

decisions	towards	differentiating	them	with	their	

competitors.	Understanding	the	particular	phase	should	

further	help	the	anticipation	of	adapting	or	strategizing	

towards	achieving	the	best	possible	outcome	for	the	next	

phase(s)	to	come.	

6.2.1	Identifying	the	phase		

The	presence	of	cloud-based	technology	used	for	accounting	systems	as	a	dominant	design	

was	clear	(Mygind,	(b)	2008;	Spec	2,	2016;	Spec	3,	2016;	Spec	4,	2016;	Spec	5,	2016;	Spec	6,	

2016).	It	has	forced	an	established	system	like	Microsoft	C5	to	follow	a	cloud-based	

structure	(Rasch,	(b)	2014)	and	ultimately,	evolved	a	better	foundation	for	network	

externalities,	availability	of	complementary	goods	and	learning	effects	to	arise	(Spec	2,	

2016;	Spec	3,	2016;	Spec	6,	2016).	The	era	of	incremental	changes	(Anderson	&	Tushman	

1990;	Uusitalo	2014)	are	present	as	most	innovations	are	simplifying	or	making	different	

processes	automated	(Spec	3,	2016;	Spec	4,	2016;	Spec	5,	2016	),	with	cloud-based	

accounting	systems	copying	from	each	other	(Spec	5,	2016).	The	industry	for	accounting	

systems	can	therefore	be	argued	to	have	its	presence	in	the	specific	phase.	And	referencing	

the	specific	phase	intensifies	the	understanding	of	preparing	for	the	phase	of	discontinuity	

that	is	to	come,	as	this	phase	has	showed	to	potentially	disrupt	the	current	dominant	

design.	

Because	of	the	high	switching	costs	and	the	outsourcing	of	companies	accounting,	it	is	not	

rare	for	companies	to	still	have	an	old	non-cloud-based	accounting	system	(Spec	2,	2016;	

Spec	3,	2016;	Spec	7,	2016;	Spec	8,	2016).	The	shift	in	using	more	intuitive	based	accounting	

2. Industry phase 

• Analyse	industry	phase	
• Understand	the	
dominant	design	

• Do	strategic	analyse	for	
next	phase	
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complementary	
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system	is	most	significant	in	the	younger	segment	(Bil	1,	2016;	Bil	2,	2016)	or	on	new	start-

ups	with	so	called	Mac-brains	(Spec	2,	2016),	referring	the	fact	that	Apple	fans	loves	the	

intuitive	approach.		

This	fact,	serves	the	understanding	of	how	developed	the	specific	phase	seems	to	be.	

Fundamentally,	the	cloud-based	technology	is	very	developed,	and	has	undergone	eras	of	

incremental	changes	for	a	long	period,	but	because	of	the	long	transition	for	companies	to	

switch	accounting	systems,	the	shift	in	phase	seems	to	possibly	be	deferred.	This	is	further	

supported	by	the	complexity	an	accounting	system	has/can	have,	as	most	innovative	

developments	seen	in	the	industry	originates	from	new	and	simple	accounting	systems	

(Spec	4,	2016;	Spec	5,	2016).	Meaning	the	development	of	these	simple	accounting	systems	

can	become	much	more	complex,	which	seems	to	give	the	understanding	of	the	phase	

longevity.	

Specialists	as	a	surrounding	market	

The	dividing	of	cloud-based	accounting	systems	and	specialist	is	based	on;	new	accounting	

systems	approach	of	separating	themselves	towards	specialists	(Moses,	(b)	2013;	Simonsen,		

2016),	and	the	fact	that,	innovations	made	in	cloud-based	accounting	systems	are	

significantly	optimizing	and	thereby	changing	the	work	processes	of	specialist	(Spec	3,	2016;	

Spec	4,	2016;	Spec	6,	2016).	The	work	process	change	is	seen	in	the	automation	and	

simplification	of	accounting	forcing	specialists	to	focus	more	on	counselling	than	routine-

based-accountancy-typing.	Thereby,	it	can	be	argued,	with	these	two	concurrent	industries,	

that	innovation	made	in	the	cloud-based	accounting	systems	has	a	higher	impact	on	the	

market	of	specialists	compared	to	the	market	of	cloud-based	accounting	systems	itself.	And	

by	that,	the	radical	change	or	shift	in	phase	seems	more	near	the	specialists	than	cloud-

based	accounting	systems.	

Even	though	some	specialists	welcome	this	shift	(Spec	1,	2016;	Spec	2,	2016;	Spec	6,	2016;	

Spec	8,	2016),	a	contradicting,	but	logical	coupling	seems	to	arise,	when	an	entire	industry	

of	specialist	that	has	been	used	to	spend	their	time	on	routine-based-accountancy-typing.	

The	coupling	is	seen	when	an	entire	industry	has	to	make	the	transition	towards	spending	

their	time	counselling	it	has	to	effect	the	macroeconomic	conditions.	This	risk	was	also	seen	
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through	my	interviews	as	many	did	not	charge	for	counselling	or	at	highest,	only	charged	

twenty	percent	of	their	time	for	it	(Spec	3,	2016;	Spec	4,	2016;	Spec	5,	2016;	Spec	7,	2016).	

Billy	as	a	catalyst	

A	potential	downside	of	the	oversimplification	of	systems	is	leading	people,	who	

fundamentally	do	not	understand	accounting,	to	not	understand	when	they	make	mistakes.	

These	mistakes	can	evolve	into	costly	affairs,	where	specialists	are	needed	in	order	to	solve	

problems	properly,	which	will	end	up	costing	more	than	if	specialists	were	contacted	

beforehand.	(Spec	2,	2016;	Spec	5,	2016;	Spec	6,	2016;	Spec	8,	2016).	

Billy’s	challenge	lies	in	whether	they	believe	in	their	technology	and	system	can	do	without	

specialists.	If	not,	the	foundation	is	laid	for,	Billy	as	a	catalyst,	to	help	specialists	transition	

from	routine-based-accountancy-typing	to	a	higher	degree	of	counselling,	which	in	turn,	will	

further	maximize	the	transaction-value	Billy	can	create	by	connecting	specialist	with	end-

users.	I	will	elaborate	on	this	challenge	for	Billy	in	the	discussion	chapter	(7.2).	

6.2.2	Planning	for	next	phase	&	surrounding	markets	

As	former	implied	in	6.2.1,	the	argument	for	a	shift	in	industry	phase	in	Billy’s	industry	is	

arguably	present.	The	rivalry	in	the	industry	is	more	focused	on	the	constant	developing	of	

the	respective	accounting	system	(Spec	1,	2016;	Spec	6,	2016;	Bil	1,	2016;	Bil	2,	2016).	Billy,	

moreover,	seem	to	put	most	of	their	effort	in	combining	existing	technology	towards	

bettering	their	service	to	their	end	customers,	and	has	increased	their	focus	on	innovating	

for	the	specialists	as	well	(Bil	1,	2016;	Bil	2,	2016).	Billy	are	not	afraid	of	changing	course	or	

adopt	technology	within	the	cloud-based	segment,	but	lets	their	focus	be	defined	by	the	

market	competition,	both	with	pricing	and	innovation.	This	focus	on	head-on	competition	

on	pioneering	innovations	in	the	market	at	a	similar	price-structure	towards	their	

competitors	(Spec	2,	2016),	ultimately	increases	the	rivalry.	This	description	is	highly	

characterized	by	era	of	incremental	changes,	which	theoretically,	leads	Billy	to	be	vulnerable	

towards	outsiders	approaching	their	industry	with	radical	technology.	A	discontinuity	phase	

is	often	characterized	by	truly	radical	innovation,	which	often	are	introduced	by	a	

competitor	from	outside	the	established	industry	(Afuah	&	Utterback	1997).	Moreover,	

impacts	of	a	discontinuity	phase	will	further	be	defined	by	the	destroying	of	firm	specific	
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assets	(Afuah	&	Utterback	1997;	Teece	et	al.	1997).	Theoretically	speaking,	the	cloud-based	

accounting	industry	is	in	a	vulnerable	situation	of	facing	a	potential	discontinuity.	And	the	

fact	that	the	cloud-based	accounting	system	industry	has	undergone	era	of	incremental	

changes	for	a	long	time	strengthens	the	argument	for	a	phase	shift,	which	should	intensify	

the	cloud	based	accounting	systems	precaution.	

However,	an	exact	origin	of	a	discontinuity	phase	can	be	somewhat	difficult	to	foresee.	

Additionally,	it	should	also	be	considered,	that	be	historically	speaking	within	accounting	

systems,	high	switching	cost	might	help	Billy	through	such	impact,	or	at	minimal	give	them	

extra	time	to	adapt	or	change	course.	I	will	elaborate	on	Billy	innovation	process	in	(6.4).			

In	addition,	an	indication	of	a	platform	shift	seems	more	urgent	(Spec	2,	2016),	referring	the	

development	of	the	technology	to	shift	from	an	internet	browser	to	an	application	on	your	

phone.	The	shift	is	from	the	end-users’	perspective,	and	has	already	begun	as	most	

accounting	systems	already	have	one,	but	combining	the	application	with	new	OCR	

technology	could	potentially	fulfil	customers	need	in	terms	of	not	needing	a	computer	(Bil	2,	

2016;	Bil	3,	2016;	Dinero	youtube	2016).	I	will	further	elaborate	on	the	OCR	innovation	in	

section	6.4.1	

6.3	Strategic	decisions	

As	already	established,	Billy	operates	in	a	market	with	high	

rivalry	and	has	surrounding	markets	that	potentially	faces	a	

shift	in	industry	phase,	which	theoretically,	can	be	critical.	

Thereby,	understanding	how	to	compete	strategically	and	

position	themselves	in	the	market	is	essential,	as	this	

strengthens	Billy	towards	differentiating	them	against	their	

competitors.	

6.3.1	Platform	adoption		

Competing	strategically	in	platform	based	markets	serves	

many	facets.	On	the	topic	of	competing	against	competitors	

for	Billy,	with	a	subscription	based	business	model,	

3. Competing 
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understanding	and	enhancing	their	adoption	process	is	essential.		

Pricing	decisions	

Finding	the	optimal	pricing	structure	can	elevate	the	platform	adoption	and	can	be	used	as	

a	tool	for	each	side	to	grow	the	adoption	rate,	respectively.	Subsidizing	can	be	used	in	order	

to	attract	a	specific	side,	which	Billy	are	doing	to	attract	specialists	(Bil	2,	2016).	However,	

this	is	done	based	on,	what	the	“industrial	standard”	is	(Bil	2,	2016),	again,	referencing	the	

rivalry	among	the	accounting	systems.	The	rivalry	further	forces	Billy	to	follow	the	markets	

pricing	structure,	both	with	a	freemium	model,	but	also	when	competitors	are	raising	their	

prices	(Bil	2,	2016).	The	rivalry	among	simple	accounting	systems	combined	with	their	

storytelling	of	“end-user	being	able	to	do	something,	they	thought	they	could	not”	at	a	low	

price	creates	an	in	transparent	market	with	difficulties	in	raising	the	price	(Spec	1,	2016;	

Spec	2,	2016).	

Multi-homing	

Concerning	end-users,	single-homing	is	really	the	only	viable	option,	as	using	multiple	

systems	for	doing	your	accounting	would	equal	double	amount	of	work.	

For	specialists,	however,	multi-homing	is	very	common	and	is	something	they	ought	to	do	in	

order	to	serve	their	clients	best	possible	(Spec	2,	2016;	Spec	3,	2016;	Spec	4,	2016;	Spec	5,	

2016;	Spec	6,	2016;	Spec	7,	2016;	Spec	8,	2016).	Not	only,	is	the	accounting	systems	

positioned	different	in	the	market	in	terms	of	complexity,	but	the	customers	have	also	

gained	a	higher	knowledge/opinion	on	what	system	they	want	to	use	(Spec	3,	2016;	Spec	5,	

2016;	Spec	6,	2016).	This	has	basically	been	inflicted	upon	end-users	as	parts	of	the	

accounting,	which	was	previously	outsourced,	is	now	being	given	back	to	the	end-user,	

ultimately	letting	the	end-user	commit	themselves	deeper	to	a	particular	system.	And	

referencing	this	simple	era	of	accounting	systems,	this	then	leads	to	simple	factors	such	as	

look	and	feel	of	the	system	has	now	more	than	ever	been	factors	to	consider	in	order	for	

adoption	(Bil	1,	2016;	Spec	2,	2016).	So	instead	of	mastering	one	systems,	specialist	has	

turned	to	being	good,	or	at	best,	mastering	multiple	systems	in	order	to	serve	their	market	

best	possible	(Spec	2,	2016;	Spec	3,	2016;	Spec	4,	2016;	Spec	8,	2016).	And	because	of	this,	

the	challenge	for	Billy	is	on	the	rivalry	among	specialists	choosing	Billy’s	system	over	their	
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competitors.	The	most	significant	difference	towards	the	rivalry	in	winning	over	end-users,	

is	specialists	has	much	higher	demands	in	functionality	combined	with	much	lower	

switching	costs	and	different	pricing	structures.	I	will	further	elaborate	on	this	challenge	in	

Chapter	7.3.	

Complementary	products	

For	Billy,	using	complementary	products	“makes	it	so	we	(Billy)	can	expand	our	functionality	

without	having	to	build	it	ourselves...	and	if	we	didn’t	do	it	(use	complementary	products),	

we	would	be	really	disadvantaged	(towards	competitors),	so	firstly,	it	is	a	necessity...”	(Bil	3,	

2016,	Q22).	Henrik	is	not	only	referring	the	presence	of	financial	switching	cost,	but	is	also	

emphasizing	the	use	of	complementary	products	as	a	shortcut	to	added	value	for	Billy.	This	

value	is	further	extended,	as	one	of	Billy’s	biggest	challenge	right	now,	is	finding	developers	

(Bil	1,	2016;	Bil	2,	2016)	in	order	to	keep	up	with	the	speed	of	their	development.	Billy’s	use	

of	complementary	product	are	mostly	based	on	add-on	module	or	data	interface,	which	are	

the	easiest	to	implement	(Nambisan	2002)	and	has	become	a	trend	within	the	cloud-based	

accounting	industry	(Bil	1,	2016;	Bil	3,	2016;	Spec	3,	2016;	Spec	4,	2016;	Spec	5,	2016;	Spec	

6,	2016;	Spec	7,	2016).	

Billy	tries	to	differentiate	themselves	among	the	many	integrations	by	developing	a	more	

thorough	external	partnership	(Bil	1,	2016;	Bil	2,	2016).	An	example	is	how	the	integration	

with	Bluegarden	(a	salary	system)	extends	beyond	data	exchanging	with	collaboration	in	

different	aspects	(Bil	1,	2016),	ultimately	creating	larger	exposure	towards	end-customers	

(Bil	3,	2016).	

A	challenge	for	Billy	is	finding	a	fit	for	a	complementary	product	that	does	stock	control	(Bil	

1,	2016;	Bil	2,	2016).	This	need	is	based	on	Billy’s	user-centric	approach	in	obtaining	

knowledge	on	what	to	develop	next	(Bil	2,	2016).	And	combined	with	the	high	need	for	a	

feature	like	this,	and	difficulties	in	finding	a	solution	on	the	market,	Billy	wants	to	develop	a	

solution	themselves	(Bil	1,	2016;	Bil	2,	2016).	Developing	this	feature	requires	Billy	to	go	

against	their	approach	of	“doing	what	they	do	best”	(Boye,	K.	2014;	Bil	1,	2016),	and	

increase	the	complexity	of	their	system.	I	will	further	elaborate	on	the	user-centric	approach	

in	section	6.4,	and	further	elaborate	on	the	challenge	in	section	7.3.	
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6.3.2	Network	effects		

Theoretically,	it	has	been	explained	how	a	value	enhancement	network	effect	can	have	on	

platforms.	As	referenced,	when	Billy	launched	they	tried	to	make	the	specialist	redundant	

(Moses,	(b)	2013;	Spec	2,	2016),	where	as	Dinero	has	recently	done	the	same	(Simonsen,	

2016),	thereby	opposing	the	potential	value	effect	that	lies	in	connecting	end-users	with	

specialists.	It	has	almost	become	a	trend	for	these	simple	accounting	systems	to	brand	

themselves	with	the	message	that	specialist	has	become	dispensable	(Spec	2	2016;	Spec	5	

2016;	Spec	6	2016;	Spec	8	2016).	Contrary	to	this	viewpoint	is	that	the	market	has	the	

potential	of	network	goods,	if	an	end-user	can	improve	its	company	by	being	connected	

with	a	specialists	utilizing	their	knowledge.	This	obviously	already	happens,	however	the	

greater	part	uses	specialist	because	of	laws	and	the	requirement	of	accounting	(Spec	2	

2016;	Spec	5	2016;	Spec	6	2016;	Spec	8	2016;	Bil	1,	2016).		

Throughout	2016	Billy	has	changed	course,	which	is	evident	in	their	innovation	

development	that	is	tailored	specifically	towards	specialists	(Bil	1,	2016;	Bil	2,	2016;	Bil	3,	

2016;	Spec	2,	2016).	Billy’s	system	has	largely	been	defined	by	the	end-users’	viewpoint,	but	

by	acceding	to	more	specialist’s	focused	demands,	the	foundation	for	fostering	network	

effects	has	been	refined.	This	strategic	viewpoint	is	further	evident	in	the	deeper	

partnership	with	specialist	that	Billy	has	recently	formed	(Bil	2,	2016).	These	partnerships	

are	based	on	the	demand	of	end-users,	and	based	on	expectation	of	future	growth.	

Meaning,	Billy	focuses	on	partnering	with	specialists	who	are	focusing	on	growing	their	own	

business	as	well	(Bil	2,	2016).	In-direct	(cross-side)	network	effect	can	be	clarified	by	the	fact	

that	Billy	does	not	need	a	lot	of	specialists	to	serve	the	demand	of	end-users,	as	specialist	

potentially	can	serve	numerous	actors	simultaneously,	while	end-users	only	need	one	

specialist.	The	challenge	for	Billy	lays	in	finding	specialists	whom	deliver	high	value	work	and	

whom	does	not	have	a	limit	on	obtaining	extra	work	from	extra	end-users.	I	will	elaborate	

on	this	challenge	in	7.3.	The	potential	In-direct	(cross-side)	network	effect	is	further	

strengthened	by	modern	technology	(cloud-based	accounting),	by	cutting	off	what	could	

have	been	geographical	issues.	

Billy’s	most	direct	competitor,	Dinero,	(Bil	1,	2016;	Bil	2,	2016;	Bil	3,	2016)	has	with	Marin	

Thorborg	(founder	&	CEO	of	Dinero)	created	a	very	well	positioned	platform	for	obtaining	
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end-users	in	the	SME	market	(Krabbe,	2014;	Bil	2,	2016).	Martin	Thorborg	is	not	only	a	

public-face	and	great	speaker	for	entrepreneurial	minds,	but	also	founder	and	owner	of	the	

Amino-platform,	which	is	an	online	portal	for	entrepreneurs.	This	position	in	the	market	

creates	a	great	foundation	for	lead	generation	for	Dinero	and	moreover,	serves	incredibly	

well	for	direct	(same-side)	network	effect.	Billy	knows	that	going	head-to-head	in	this	area	

they	will	most	likely	end	up	as	second	place	(Bil	2,	2016),	which	is	why	Billy’s	focus	on	

deepening	their	partnerships	with	complementary	product	is	a	strategic	move	in	order	to	

carve	out	niche	focus	strategies	in	the	market.	To	use	an	example,	Billy’s	opportunity	lies	in	

being	the	best	accounting	system	for	craftsmen.	And	by	partnering	up	with	complementary	

product	that	serve	this	particularly	market	Billy	then	positions	themselves	stronger	in	this	

area,	which	moreover,	has	potential	to	develop	direct	(same-side)	network	effects.	

6.4	Developing	the	Billy	platform	

Billy	operates	in	a	market	where	the	speed	of	development	is	

incredibly	fast	(Spec	1,	2016;	Spec	5,	2016;	Spec	6,	2016;	Spec	

8,	2016),	which	is	consistent	with	Billy	challenge	in	developing	

their	systems	fast	enough	and	keeping	in	pace	with	their	

competitors	(Bil	1,	2016;	Bil	2,	2016;	Bil	3,	2016).	A	big	

resource	challenge	for	Billy	is	finding	developers	(Bil	2,	2016).	

The	development	of	the	system	is	further	under	pressure	by	the	platform	two-sided	users,	

who	fundamentally,	has	very	diverse	needs	and	viewpoints	on	what	is	important	(Bil	1,	

2016;	Bil	2,	2016;	Billy	Presentation,	Slide	27	&	28).	These	needs	can	be	charactarized	as	

incremental	innovation.	The	combination	of	diversity	in	needs	of	developement	and	the	lack	

of	ressource	to	carry	it	out	then	serves	as	a	structural	challenge	for	Billy.		

6.4.1	User-centric	vs.	“original”	based	innovations		

Before,	Billy	innovated	based	on	the	founders	inherent	and	intuitive	need.	Now	this	has	

shifted	to	a	highly	user-centric	focus	(Bil	1,	2016;	Bil	2,	2016).	They	use	social	media	and	

their	support	function	to	capture	and	organize	new	ideas	for	innovation	development.	On	

social	media,	they	preferably	try	to	divide	end-users	to	use	Facebook	and	specialists	to	use	

LinkedIn	because	of	their	different	perspectives	and	needs	(Bil	2,	2016).	Moreover,	this	way	

4. Innovation 
development 

 • Control	growth	
• Exploitation	vs.	
exploration	

• Ambidexterity	
• Idea	generation	
• Plan	for	what	is	next	
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of	operating	serve	as	a	communication	tool,	meaning	users	are	being	heard	and	has	a	saying	

in	the	future	development	of	the	Billy	platform	(Bil	2,	2016).	The	ideas	are	many,	so	Billy	

differentiates	by	a	poll	and	between	end-users	and	specialists	(Billy	Presentation,	Slide	27	&	

28,	2016;	Bil	2,	2016).	These	developments	are	most	characterized	by	exploitative	

innovations,	as	Billy	says;	that	their	users	neither	has	the	understanding	of	capability	of	

technology	nor	the	capacity	to	come	up	with	more	original	ideas	(Bil	1,	2016;	Bil	2,	2016).	

In	addition	to	dividing	innovations	between	end-user	and	specialists,	Billy	moreover	divides	

their	innovation	on	a	general	level;	the	user-centric	and	the	more	visionary/original	

innovation	(Bil	1,	2016;	Bil	2,	2016).	The	OCR	technology	serve	as	an	example	of	more	

original	based	ideas,	and	will	surely	change	current	processes	towards	users	of	the	Billy	

platform.	The	process	change	will	be	by	eliminating	typing	of	receipts	in	accounting,	which	is	

very	time	consuming.	OCR	functions	as;	taking	a	photo	(preferably	with	your	phone)	of	your	

receipt,	and	afterwards	the	technology	recognizes	every	number	and	text,	then	categorizes	

it	correctly,	so	the	user	only	has	to	verify	by	accepting,	hence	“one-click	accountancy”	(Bil	1,	

2016;	Bil	2,	2016).	Depending	on	the	technologies	stability	and	accuracy	it	will	have	the	

possibility	of	radically	changing	the	working	processes	of	specialists	–	referencing	specialists	

shift	from	routine-based	work	to	counselling	(Spec	3,	2016;	Spec	6,	2016;	Spec	8,	2016).	This	

technology	is	already	seen	in	other	markets,	so	the	idea	in	perspectives	of	Billy	is	not	very	

radical,	as	it	is	more	a	known	trend	that	is	coming	among	the	more	innovative	accounting	

systems	(Bil	2,	2016).	Which	again,	locks	Billy	in	the	high	rivalry	market,	where	factors	for	

succeeding	will	be	on	who	delivers	fastest,	pricing	and/or	the	best	solution.	But,	the	

distinction	of	the	innovation	impact	between	Billy	and	specialists,	is	important,	where	an	

exploitative	innovation	made	by	Billy	can	have	a	radical	effect	on	specialists	(Spec	5,	2016;	

Bil	3,	2016).	The	importance	lies	within	Billy	wanting	a	higher	commitment	from	specialists	

while	simultaneous	increasing	specialists’	redundancy	through	technology	development.	I	

will	elaborate	on	this	paradoxical	challenge	in	section	7.4.	

6.4.2	Managing	threats	and	opportunities		

Theoretically,	the	advantage	of	obtaining	an	ambidextrous	organization	has	been	presented.	

Although,	the	ambidextrous	approach	is	most	suitable	for	large	enterprises,	obtaining	

aspects	of	it	in	SME	organizations	can	be	done	(Chang	&	Hughes	2012)	and	should	therefore	
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be	considered.	Most	of	Billy’s	innovations	are	exploitative;	both	present	user-needs	and	

non-user	ideas	are	based	on	current	technology,	market	trend	and	high	certainty	in	most	

aspects	of	the	innovation	development	(Bil	1,	2016;	Bil	2,	2016;	Bil	3,	2016).	When	Billy	is	

neglecting	exploration	they	ultimately	become	more	vulnerable	from	external	technologies	

potentially	impacting	their	industry.	However,	and	theoretically,	considering	the	size	of	Billy	

should	help	them	in	the	ability	to	adapt	faster	if	impacted	by	other	technologies	(Anderson	

&	Tushman	1986).	Moreover,	the	high	switching	cost	that	Billy’s	industry	possess,	should	

further	help	strengthen	the	time	aspect	for	adapting	accordingly.	

The	selection	process	of	the	more	original	based	ideas	should	also	be	mentioned,	as	this	

process	is	largely	done	by	Jonas,	the	CEO	(Bil	1,	2016;	Bil	2,	2016;	Bil	3,	2016).	Billy	

understand	this	vulnerability	and	are	working	on	structuring	it	(Bil	1,	2016;	Bil	2,	2016;	Bil	3,	

2016).	However,	presently	this	sets	the	foundation	for	Billy’s	vulnerability,	as	it	can	be	

argued,	that	Billy	to	some	extent	are	bound	by	the	CEO’s	wilfulness.	The	vulnerability	would	

further	increase,	if	Billy	should	obtain	a	more	explorative	approach.	Point	being	made,	that	

even	though	the	CEO	would	get	input	from	the	organization,	Billy	would	depend	on	one	

person’s	interpretation	of	the	industry	and	Billy’s	capabilities.	Meaning,	their	innovation	

approach	would	be	increased	by	higher	amount	of	uncertainties.	

On	the	contrary	and	with	the	presented	possibility,	in	6.2.2,	of	an	industry	phase	shift	

towards	a	discontinuity	considerably	strengthens	the	approach	or	obtaining	more	

exploration.	This	will	be	elaborated	in	7.2.	

6.5	Summary	of	analysis	

This	chapter	where	structured	by	adapting	the	theoretical	framework.	The	challenges	faced	

with	‘growing	a	platform	while	adapting	the	industry	phase’	has	throughout	this	chapter	

been	presented,	with	Billy	as	focal	point.	Billy’s	current	state	and	their	strategic	decisions	

and	thoughts	behind	has	then	been	analysed,	which	all	together,	has	provided	a	

comprehensive	answer	to	the	third	sub-question.	

3. How	do the challenges effect the case company?	
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CHAPTER 7: DISCUSSION  

	

Chapter	seven	will,	as	was	also	seen	in	chapter	six,	use	the	theoretical	framework	for	

structuring	the	course	of	action.	Given	that,	the	discovered	and	presented	challenges	can	be	

interrelated.	However,	the	framework	will	adapt	to	the	present	factors	in	order	to	better	

shape	a	coherence.	This	is	all	done	in	order	to	reach	an	answer	to	the	fourth	sub-question,	

where	focus	will	lie	on	the	continuation	of	the	unsolved	challenges	found	in	chapter	six.	

4. What	measures	are	needed	for	Billy	to	overcome	imposed	challenges?	

In	order	to	present	the	adapted	framework,	the	identified	challenges	throughout	chapter	six	

will	be	summarized	in	the	following.	

Summation	of	challenges	

As	illustrated	in	the	analysis,	Billy	operates	in	a	high	rivalry	market,	which	for	platform	

adoption	and	new	consumers	to	look	at,	seems	very	intransparent.	This	has	forced	the	

rivalry	to	compete	on	price	points,	which	affects	the	companies’	ability	to	distribute	their	

real	value	propositions.		

Other	findings	pointed	at	eras	of	incremental	change	has	been	ongoing	for	a	long	period	in	

the	cloud-based	accounting	industry.	Combining	these	findings	with	the	high	rivalry	with	

difficulties	in	expressing	differentiation	aspects	seemed	to	underpin	the	longevity	of	current	

industry	phase.	The	challenges	are	then	intensified	by	categorizing	the	current	phase	as	the	

specific	phase,	as	theoretically,	the	phase	of	a	discontinuity	will	occur	afterwards.	Moreover,	

the	technological	evolution	within	the	industry	of	cloud-based	accounting	systems	seems	to	

have	a	larger	impact	on	the	somewhat	concurrent	industry	of	specialists	than	themselves.	

Parts	of	the	cloud-based	industry	attempt	to	make	the	specialists	redundant	(Simonsen,	

2016;	Moses,	(b)	2013;	Spec	6,	2016;	Spec	8,	2016).	The	technological	evolution	aspects	

have	to	be	fathomed	by	Billy	in	order	to	strategize	and	position	themselves	accordingly.	

Billy	has	recently	made	innovations	tailored	specifically	towards	specialists	(Bil	2,	2016;	Billy	

presentation,	2016).	The	challenges	here	are	the	adopting	process	of	specialists	and	their	

defining	structures	of	low	switching	costs,	low	pricing,	multi-homing	and	their	different	
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perspective	on	accounting	systems.	Successfully	adopting	specialists	will	be	defined	by	

specialists	that	are	capable	of	delivering	high-value	work,	are	aligned	with	Billy’s	vision	and	

are	capable	of	expanding	as	Billy	grows	(Bil	2,	2016).	Meaning,	the	depth	of	partnership	

towards	specialists	will	be	more	interesting	than	quantity	for	Billy.	

Billy’s	change	in	innovating	towards	specialists	has	helped	them	shape	better	partnerships	

with	specialists.	However,	the	paradoxical	challenge	has	only	been	intensified,	as	Billy	now	

wants	a	higher	commitment	from	specialists	and	are	still	innovating	with	effects	of	

increasing	specialists’	redundancy.	This	challenge	is	important	for	Billy	to	overcome,	as	this	

context	only	seem	to	enhance	with	future	developments	(Spec	5,	2016;	Spec	6,	2016;	Spec	

8,	2016).		

These	specific	challenges	for	Billy	were	discovered	through	combining	empirical	findings	

with	the	theoretical	framework	for	‘growing	a	platform	business	while	adapting	the	industry	

phase’.	Billy	had	already	been	acting	on	most	of	the	provided	guidance	given	by	the	

framework.	Thus,	the	challenges	for	Billy,	with	reference	to	the	theoretical	framework,	are	

highlighted	in	beneath	figure	12.	In	addition,	the	beneath	theoretical	framework	will	

function	as	a	structure	for	the	following	sections,	but	will	adapt	accordingly	in	order	to	

better	shape	a	coherence.	
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Figure	12	-	Authors	theoretical	framework	with	Billy	challenges	highlighted	
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7.1	Competing	in	a	high	rivalry	market	

By	studying	accounting	systems	from	a	

historical	industry	perspective,	it	was	shown	

how	two-sided	platforms	seemed	to	be	

defined	by	one-side	and	more	or	less	

neglecting	the	other	side	in	some	

perspectives	(Spec	2,	2016;	Spec	3,	2016;	Spec	

5,	2016;	Spec	6,	2016;	Spec	8,	2016;	Bil	2,	

2016).	The	context	for	this	seems	to	lie	in	the	

complexity	an	accounting	system	possesses	

combined	with	the	reality	of	a	two-sided	diversity	in	knowledge	and	understanding	of	

accounting	itself.	

Theoretically,	Porter’s	fives	forces	show	the	potential	drivers	for	Billy	to	take	advantage	of.	

The	main	driver	that	hampers	Billy’s	positioning	within	the	industry	is	the	high	rivalry	(Riis,	

2014;	Rasch,	(a)	2014;	Rasch,	(c)	2014;	Moses,	(a)	2013;	Sørensen,	(b)	2011).	Combining	the	

high	rivalry	with	the	industry	

history,	it	also	showed	the	

diversity	in	accounting	

systems	positioning	towards	a	

specific	user-side	of	their	

platform.	An	elaboration	of	

figure	11	is	seen	in	figure	13	

to	the	right.	The	clarification	

is	showing	the	potential	for	a	

better	positioning	within	the	

industry.	The	“white	space”	in	figure	13	is	the	reflection	of	the	better	positioning	and	the	

potential	advantage	to	gain	towards	their	competitors.	Given	the	complexity	curve	serves	as	

a	linear	curve	with	x-variables	as	platform	development	and	time	and	y-variables	as	

complexity,	the	“white	space”	is	defined	by	merging	end-user	and	specialists’	viewpoint	or	
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Figure	13	-	Potential	in	market	rivalry	of	cloud-based	accounting	systems	



	 70	

perspectives	equally,	hence	figure	13.	Obviously,	obtaining	this	position	while	equally	

merging	such	different	viewpoints,	is	very	difficult.	This	is	seen	in	most	aspects,	i.e.	

specialists	(Spec	6,	2016;	Spec	7,	2016;	Spec	8,	2016)	of	Billy’s	current	separation	of	

innovation	among	end-users	and	specialists	(Bil	2,	2016;	Billy	presentation,	Slide	27	&	28,	

2016).	The	biggest	impacts	on	specialists,	it	has	been	concluded,	is	the	accounting	systems	

innovations	in	creating	more	automation	of	processes.	Hence,	the	technological	evolution	is	

changing	the	work	of	specialists	from	a	routine-based	job	to	more	of	a	counseling	role	(Spec	

2,	2016;	Spec	3,	2016;	Spec	6,	2016;	Spec	7,	2016;	Spec	8,	2016;	Bil	2,	2016).	A	counseling	

aspect,	that	currently	possesses	twenty	percent	task	time	at	the	most,	is	more	commonly	

given	as	an	added-in	service	(Spec	4,	2016;	Spec	5,	2016;	Spec	7,	2016).	On	a	general	level,	

specialists	charge	by	the	hour	with	price	differentiation	defined	by	the	value/complexity	

given,	which	is	then	defined	by	routine-based	work	or	counseling.	The	current	vision	of	Billy	

is	“we	optimize	the	administrative	process”	(Billy	presentation,	Slide	7,	2016),	which	is	

perfectly	in	line	with	the	focus	on	end-users	and	devaluing	the	routine-based	work	of	

specialists.	For	end-users,	the	routine-based	work	is	associated	with	“ease	of	mind”	where	

counseling	is	associated	with	where	the	real	value	creation	is	delivered	(Spec	1,	2016;	Spec	

6,	2016;	spec	8,	2016).	

	

Combining	figure	13	&	14,	the	differentiation	opportunities	for	Billy	lie	in	assisting	specialists	

with	the	counselling	aspect	of	their	job.	The	reasoning	is	seen	in	the	gap	of	merging	end-

users	and	specialists’	perspectives,	and	combining	it	with	the	counseling	aspect,	which	

seems	to	be	the	most	valuable	for	end-users.	Moreover,	this	is	the	future	focus	point	for	

specialists.	The	opportunity	is	further	bagged	by	specialists’	receptiveness	towards	the	shift	

End-user	 Billy	 Specialists	

Effect:	“ease	of	mind”	

	

Routine	based	work	“Connecting”		

Effect:	Value	creating	 Counselling	“Not	connecting”	

Figure	14	-	Billy	differentiation	opportunity	
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towards	a	more	counselling	focused	role	(Spec	1,	2016;	Spec	2,	2016;	Spec	6,	2016;	Spec	8,	

2016).	In	other	words,	and	hence	figure	14,	Billy’s	accounting	system	currently	functions	as	

a	tool	for	routine-based	work,	but	has	the	potential	to	create	much	higher	value	by	

additionally	functioning	as	a	tool	for	counselling.	

However,	the	automation	of	accounting	still	has	plenty	of	space	to	innovate	(Bil	1,	2016,	Bil	

2,	2016,	Bil	3,	2016).	Given	the	reality	of	Billy’s	relatively	uncomplicated	accounting	system	

(Spec	2,	2016;	Bil	1,	2016),	Bil	2,	2016),	the	proposed	focus	on	counseling	can	end	up	being	a	

resource	problem.	With	the	resource	problem	aside,	the	current	vision	of	optimizing	the	

administrative	process	is	somewhat	short-termed	and	locks	Billy	into	the	high	rivalry	

market.	A	long-term	goal	could	be	for	Billy	to	act	as	a	catalyst	for	end-users	and	specialists	

with	counselling	as	an	additional	connection.	Billy	would	then	serve	on	the	overall	level	as	a	

value-creating	factor	alongside	the	specialist.	In	this	aspect,	Billy	could	potentially	be	more	

important	to	the	end-user	than	the	specific	specialist.	An	example	of	acting	on	a	counselling	

level,	could	be	benchmarking	end-users’	businesses	with	other	end-users	in	the	same	

industry,	saying;	“your	hairdressing	business	is	among	the	bottom	20%	in	your	industry	

based	on	profits”.	And	by	that,	Billy	could	serve	to	strengthen,	with	help	of	specialists,	the	

particular	business	to	advance	the	given	parameters.	This	aspect	would	help	Billy	strengthen	

their	positioning	in	many	aspects	such	as	network	effects,	multi-homing	by	specialists	and	

pricing	differentiation.	

Specialist	partners	

The	above	findings	fit	well	with	the	continuation	of	Billy’s	challenge	in	finding	specialists	

that	are	aligned	with	the	Billy	vision,	can	deliver	high	quality	work	and	are	suitable	of	

growing	with	Billy.	Currently,	Billy	is	mostly	linked	with	specialists	operating	as	one-man	

businesses	(Bil	1,	2016)	or	what	is	often	referred	to	as	the	“bicycle-	accountants”	(Bil	2,	

2016).	However,	they	do	have	focus	on	linking	with	larger	specialists’	firms	(Bil	1,	2016;	Bil	2,	

2016).	Combining	the	above-mentioned	gap	of	focusing	more	on	counselling	in	larger	

companies	of	specialists,	could	potentially	serve	as	the	foundation	for	connecting	deeper	

with	specialists.	It	is,	therefore,	my	assessment,	that	Billy	could	thrive	on	connecting	

specialists	with	end-users	on	a	value-creating	level.	A	level	that	would	help	specialists	

transition	from	routine-based	to	counselling	through	technology.	Not	only	would	the	
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specialists	function	as	ambassadors	(Riis,	2014;	Spec	5,	2016;	Spec	7,	2016;	Spec	8,	2016)	for	

Billy,	but	the	counselling	focus	would	ultimately	be	more	valuable	to	the	end-user	in	the	

end.	The	foundation	for	increasing	network	effect	would	then	also	be	intensified.	

Referencing	specialists	that	are	aligned	with	the	Billy	vision,	the	viewpoint	should	result	in	

the	possibility	to	free	up	more	time	to	handle	more	clients	and/or	focus	more	on	

counselling.	Defining	how	to	innovate	on	a	value-creating	level	increases	the	complexity,	

which	is	why	the	understanding	of	how	a	specialist	operates	should	be	intensified	alongside	

the	deepening	of	partnerships.	And	by	innovating	on	that	level,	it	could	be	with	specialists	

concurrently	helping	to	define	the	path	on	a	higher	level	than	solely	incremental	–	with	Billy	

translating	specialists’	challenges	through	technology.		

7.2	The	uncertainties	in	innovation	

Billy	is	currently	situated	in	an	industry	where	

technological	evolution	has	undergone	an	era	of	

incremental	changes	for	a	relatively	long	period	of	

time,	which	can	be	seen	in	the	cloud-based	

technology	(Mygind,	(b)	2008;	Rasmussen,	2013).	

Theoretically,	this	puts	the	industry	in	the	

vulnerable	situation	of	facing	a	potential	

discontinuity,	which	can	be	explained	by	a	point	

where	a	technology	is	replaced	by	another	(Uusitalo	

2014).	The	impact	of	the	discontinuity	phase	will	

further	be	defined	by	the	destroying	of	firm	specific	assets	(Afuah	&	Utterback	1997;	Teece	

et	al.	1997),	which	obviously	can	be	difficult	to	forecast.	The	fact	that	the	technology	

evolution	of	cloud-based	accounting	system	is	having	a	larger	impact	on	the	concurrent	

industry	of	specialists	than	themselves	hints	the	presence	of	change.	Theoretically,	these	

findings	put	Billy	in	a	situation	where	the	anticipation	of	a	potential	risk	of	discontinuity	

should	be	present.	However,	Billy	does	not	seem	to	expect	such	change	(Bil	1,	2016;	Bil	2,	

2016).	This	is	largely	because	of	the	inherent	need	from	their	users	to	further	develop	the	

Billy	platform,	and	moreover,	Billy’s	perception	of	industry	rivalry	is	not	based	on	stealing	
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each	other	users,	referring	to	the	market	opportunity	of	30-40%	users	still	having	their	

accounting	in	an	Excel	sheet.	Billy	believes	that	despite	the	high	rivalry	within	their	industry	

and	the	fast	pace	of	development,	that	there	is	plenty	of	room	for	them	to	grow	and	

develop	(Bil	1,	2016;	Bil	2,	2016).	This	viewpoint,	is	disallowing	Billy	to	potentially	foresee	

impacts	of	radical	technologies,	as	Billy	are	avoiding	exploration	combined	with	the	current	

phase	of	technology.	Even	though	Billy	are	relatively	small	and	thereby	suitable	for	

adaptation	and	moreover	possess	high	switching	cost,	the	impact	of	a	discontinuity	in	

technology	are	difficult	to	forecast.		

The	preparation	for	a	discontinuity	is	then	somewhat	difficult,	however,	theoretically	

obtaining	an	ambidextrous	organization	can	incentivize	the	decreasing	of	the	transition	risk	

that	lies	ahead.	Point	being,	that	forecasting	a	discontinuity’s	exact	origin	is	difficult.	

However,	its	renunciation	is	potentially	of	high	risk.	Concerning	the	case	of	Billy,	who	

previously	have	been	based	on	an	intuitive	based	innovation	process	and	currently	are	

doing	all	they	can	to	develop	a	higher	organizational	structure	(Bil	2,	2016),	it	can	be	difficult	

to	simultaneously	balance	exploitation	and	exploration.	Reasoned	by	the	size	of	Billy	and	the	

characteristics	of	explorations	with	search,	experimenting	and	risks	often	with	outcomes	

that	are	uncertain,	distant,	or	often	negative.	However,	the	foundation	of	exploration	is	

theoretically	based	on	the	outcomes	of	uncertainties.	Meaning,	it	would	be	possible	for	Billy	

to	adopt	a	higher	percentage	of	exploration	while	maintaining	the	organizational	structure.	

This	somewhat	paradoxical	challenge	can	be	difficult,	but	founded	in	the	theoretical	and	

empirical	findings,	it	should	nevertheless	at	least	serve	the	comprehension	for	Billy	to	

understand	the	context	of	which	they	are	situated	in.	

7.3	Summary	of	discussion		

The	challenges	facing	Billy	has	been	discussed	throughout	the	former	two	sections.	This	was	

done	in	order	to	reach	an	answer	to	the	last	and	fourth	sub-question:		

4. What	measures	are	needed	for	Billy	to	overcome	imposed	challenges?	

And	as	mentioned,	the	former	theoretical	framework	needed	modification	in	order	to	

explain	and	better	serve	the	case	of	Billy.	Referring	to	the	analysis	and	discussion	of	the	
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framework	led	to	repeating	central	topics	on	certainty	and	uncertainty.	Most	of	Billy’s	doing	

is	situated	within	the	high	rivalry,	which	for	Billy,	does	not	foster	a	desire	to	navigate	away	

from.	In	fact,	Billy	believes	they	know	how	to	manoeuvre	within	and	that	there	is	enough	

space	to	grow	as	the	rivalry	is	not	based	on	stealing	each	other	users	(Bil	1,	2016;	Bil	2,	

2016).	The	competing	is	largely	defined	by	calculated	decisions	and	moreover	by	certainty	in	

succeeding	on	innovations,	partnerships	and	expanding	their	services.	The	uncertainties	

were	found	in	analysing	the	market	in	a	theoretical	context.	The	risk	for	a	forthcoming	

industry	phase	shift	towards	the	discontinuity	phase	was	presented.	An	element	Billy	did	not	

seem	to	be	aware	of,	nor	had	focus	on.	The	main	focus	for	Billy	is	creating	structured	

decision-making	centred	on	certainty	(Bil	2,	2016).	These	findings	resulted	in	an	adapted	

theoretical	framework,	which	is	shown	beneath	in	figure	15.	

	

	

	

Figure	15	-	Adapted	theoretical	framework	(Authors	own)	

The	aspects	in	figure	15	are	obviously	interrelated	in	some	aspects.	Examples	of	this	are	

seen	in	the	platforms	foundation	on	technology.	Here	will	strategic	choices	performed	by	

Billy’s	platform	often	be	based	on	innovation,	which	can	have	outlines	of	both	certainties	

and	uncertainties.	However,	the	analysing	and	discussion	kept	revolving	topics	on	

certainties	and	uncertainties,	respectively,	with	fundamental	threats	and	opportunities	for	

Billy	to	navigate	through.	In	reference	to	figure	15,	the	challenges	for	Billy	to	impose	often	

ended	in	each	side,	respectively.	

These	certainties	and	uncertainties	was	then	discussed	throughout	chapter	seven,	which	all	

together,	provided	a	comprehensive	answer	to	the	fourth	sub-question.	
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CHAPTER 8: MAIN CONCLUSION 

	

The	purpose	of	this	research	was	developing	relevance	towards	growing	the	platform	of	

Billy,	a	cloud-based	accounting	system.	The	particular	case	of	Billy	was	then	further	

complicated	by	the	platform’s	two-sides,	who	in	comparison	have	a	diverse	understanding	

towards	the	subject	of	accounting.	Additionally,	an	innovation	aspect	further	raised	the	

complexity	with	the	paradoxical	challenges	of	Billy	needing	the	side	of	specialist	and	at	the	

same	time	increasing	their	redundancy	with	innovation	developments	made	by	Billy.	Hence,	

the	thesis	then	deployed	the	following	research	question	in	order	to	research	and	analyse:	

• How	can	Billy	experience	growth?	

The	thesis	then	developed	a	theoretical	framework	with	merging	theories	of	platform	

theory	and	industry	phase.	This	was	done	in	order	to	help	Billy	in	a	theoretically	context,	

which	additionally	set	the	structure	for	the	following	analysis.	Combining	theory	with	the	

case	of	Billy	then	required	the	theoretical	framework	to	evolve	in	order	to	best	serve	Billy	

and	the	context	they	operate	within.	

Thereby,	as	illustrated	in	figure	14,	it	was	shown	how	Billy’s	two-sided	platform	with	their	

users’	engagement	could	be	categorised	on	two-levels	–	a	level	of	routine-based	work	and	a	

level	of	counselling.	At	present,	Billy	are	through	innovation	increasing	specialists’	

redundancy	on	a	routine-based	work	and	“ease	of	mind”	level.		They	have	opportunities	to	

facilitate	the	user-connection	on	a	counselling	and	“value-creating”	level.	Obtaining	this	

leap	would	obviously	increase	the	complexity,	which	then	incentivises	the	investigating	on	

how	to	do	this.	The	outcomes	would	raise	Billy’s	value	creation	towards	their	users	on	both	

sides,	raise	switching	costs	and	incentivise	specialists	to	multi-home	less.	

The	most	interesting	findings	seemed	to	revolve	around	certainties	and	uncertainties.	The	

certainties	in	Billy	being	locked	within	the	high	rivalry	of	the	cloud-based	accounting	system	

industry.	A	fact	that	was	further	evident	in	Billy’s	focus	on	short-sighted	goals	on	

incremental	innovations.	Specifically	known	incremental	innovations	that	will	be	of	value	

towards	Billy	users,	and	by	that,	earns	the	reasoning	for	developing	them.	Moreover,	these	
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developments	are	also	needed	in	the	context	of	the	developments	within	the	industry	of	

accounting,	in	order	to	simply	keep	up	with	the	pace	in	industry	innovations.	

Other	findings	seemed	to	illustrate	the	longevity	of	incremental	innovation	within	the	cloud-

based	technology	and	accounting,	which	placed	the	industry	in	the	specific	phase.	

Theoretically,	this	poses	the	implication	of	a	potentially	upcoming	discontinuity	phase.	This	

is	further	intensified	by	the	changing	of	work	processes	seen	in	the	concurrent	industry	of	

specialists.	A	discontinuity	Billy	does	not	seem	to	expect	or	have	in	mind	to	‘explore’.	

Reasoning	behind	this	might	be	found	in	Billy’s	already	known	resource	problem	and	their	

high	focus	on	keeping	pace	with	the	high	rivalry.	Obviously,	forecasting	a	discontinuity’s	

exact	origin	is	difficult.	However,	its	renunciation	is	potentially	of	high	risk.	Nevertheless,	

the	reality	might	be	that	these	uncertainties	demand	a	much	larger	receptiveness	towards	

exploration,	which	in	Billy’s	current	situation	can	be	difficult	to	obtain	or	accommodate.	

Further	investigation	

I	recognize	that	this	thesis	can	open	additional	areas	of	research	in	order	to	develop	a	more	

nuanced	understanding	of	growing	an	accounting	platform.	Reflecting	on	my	research	

process,	I	have	inevitably	made	choices	that	has	narrowed	the	research	field	and	has	

focused	the	aim	of	the	study.		

This	thesis	is	founded	in	my	professional	background	in	the	accounting	industry,	which	

inevitably	has	shaped	this	research	for	developing	this	study.	An	interesting	aspect	for	

further	research	could	be	an	in-depth	investigation	of	the	transaction	between	end-users	

and	specialists	with	less	focus	on	the	technological	evolution	and	larger	focus	on	the	end-

user.	

	Additionally,	acknowledging	the	limitation	of	a	single	case	study,	as	discussed	in	this	thesis,	

it	would	be	of	interest	and	relevance	to	conduct	multiple	in-depth	case	studies.		

Lastly,	an	investigation	of	the	possible	discontinuity	phase	would	be	an	interesting	area	of	

research.	This	is	mainly	due	to	the	findings	by	this	thesis.	A	focus	could	be	on	an	in-depth	

investigation	on	the	future	technology,	and	what	could	make	this	transition.		


