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Abstract 
E-commerce is a relatively new but high potential phenomenon for the world’s fastest 

growing consumer class. Hence, small and medium enterprises (SMEs) have been regarded 

as the engine of economic growth and employment. In literature, as the occur of this 

phenomenon, business models have attracted increasing interest since the end of the 

1990s, in particular in relation to the transition from traditional commercial activities to 

e-commerce. Due to the development of e-commerce, marketplaces make cross-border 

commerce easier. 

Purpose: 

Thus, this paper aims to identify the influence of the development of SMEs’ business model 

in cross border e-commerce sector, and the influence of environment dynamics in terms of 

business model by conducting a single case study of a typical SMEs -Air Store. The research 

question is:   

How does SMEs business model influence the development of companies? 

The following sub-questions will be explored to answer the main RQ respectively:  

Ø   What components in business model influence the development of Air Store? 

Ø   How external environment affect the business model of Air Store? 

 

Findings: 

The entirety of the study conducted in this thesis leads us to conclude that the 

development of SMEs companies would be influenced by the key components of business 

model and also the external environment includes: market forces, industry forces, key 

trends, and macroeconomic forces by taking views from the existing literature and 

applying a single case study writing in the thesis. One can actively adjust its business 

model by environment dynamics, leaving it well prepared for the future, and actively 

setting out to influence the way business will be developed. A good understanding of the 

business model will allow you to better evaluate the different directions in which your 

business might develop. While the market opens up from across the globe, as the 

environment is keep changing, there still plenty of problems to try to solve for company’s 

development in the future. 
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1.   Introduction 

Background 

E-commerce is a relatively new but high potential phenomenon for the world’s fastest 

growing consumer class (I. Euromonitor 2016b). In literature, as the occur of this 

phenomenon, business models have attracted increasing interest since the end of the 

1990s (Osterwalder et al., 2005), in particular in relation to the transition from traditional 

commercial activities to e-commerce (Mahadevan, 2000). Recently, small and medium 

enterprises (SMEs) have been regarded as the engine of economic growth and employment. 

This is also the reason that in this paper it chooses SMEs business model as main research 

topic and it serves two interlinked purposes: to provide some stability for the development 

of a company, and to be flexible enough to allow for change (Cavalcante et al. 2011). In 

this research we choose to describe the business model serves as a building plan that 

allows designing and realizing the business development (Osterwalder et al, 2005). 

 

China’s e-commerce space has already become crowded, but there are still opportunities 

for start-ups which are able to create an innovative model or segment the market to carve 

out a niche (I. Euromonitor 2016b). According to the report of International Euromonitor 

(2016b) for the coming years, with the strong support of the Chinese government of cross-

border commerce, there is an increasing number of online shoppers. Part of the beauty of 

shopping online is its ability to break down borders, giving retailers access to wider 

markets (I. Euromonitor 2016b). For example: Red, called Xiaohongshu (Little Red Book) 

in Chinese, which established in June 2013, who was initially a social media platform 

where people could share cross-border purchase information, then launched an e-

commerce platform for its app, in October 2014, now is considered one of the most 

successful social commerce platforms and leading cross-border purchase apps, which 

enables Chinese consumers to buy discounted high quality products from overseas (I. 

Euromonitor 2016b). By success conducting the innovative business model, Red is 

expected to expand rapidly.  
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Marketplaces make cross-border commerce easier (I. Euromonitor 2016c). This kind of 

business model which focus on creating value by deeply understand the relationship of 

demand both online and offline is relatively new, but has a huge potential in the future. It 

is interested for the author to connect existing business model literature with an 

investigation of a real world case study. Who established business model based on this 

phenomenon similar to Red and how the key components of business model influence 

development. 

 

Air store, a typical SMEs, the recognized leading Danish cross border e-commerce on 

line supplier who performed both in Denmark and in China. It holds the mission as an 

air-bridge between China and Northern Europe (airstore.dk). In just two years, Air store 

has successfully expanded its overall size up to 10 times. Choosing Air store as my case 

company can provide an overview of what is the business mode the company owned. It 

is very interesting to me to understand the main business components which are most 

influential to this company. 

 

Research Question 

Thus, this paper aims to identify the influence of the development of SMEs’ business model 

in cross border e-commerce sector, and the influence of environment dynamics in terms of 

business model. This strain of thought gives rise to the main interest of our project, hence 

our research question:  

How does SMEs business model influence the development of companies? 

 

Within the scope of the main research question by doing a case study with Air store, 

following sub-questions will be explored to answer the main RQ respectively:  

 

Ø   What components in business model influence the development of Air Store? 

Ø   How external environment affect the business model of Air Store? 
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Delimitations 

The thesis focuses on SMEs business model from a case Company-Air Store hence the 

analysis is constrained to this choice. Furthermore, the research will be limited to the 

chosen company’s business model focus on online platform and online consumers. Thus 

the results of the analysis will be case specific, as the online SMEs business are effected 

by a larger number of variables from time to time which are changing rapidly, hence in 

this thesis it only conduct the findings of single case study of SMEs’ current business 

model will most likely not be appropriate for generalization to other period time.  

 

A second important limitation is the verification of data. There is a constraint on the 

reliability of empirical information all collected from in-depth interviews, since data 

collected from interviews can be open to interpretation, especially when the questions are 

open-ended as in the interviews conducted here, due to limitations on data verification, 

the results from the analysis might lack accuracy.  

 

Structure of the Thesis 

The paper is disposed in the following way：  

First, we describe the research process and the used research methods. Second, we 

conduct a literature review of the existing conceptualization of the business model 

construct. In this project we chose to follow the same logic as (Osterwalder et al. 2005) 

which it chooses to take the term business model by introducing the concept as an 

abstraction of a company’s core standard processes (Cavalcante et al. 2011) and also 

explained the reason. Third, we describe the applied components of the business model 

in more detail. Fourth, we discuss how the business model framework helps to understand 

our case Company-Air store’s development. Finally, we conclude by identifying the main 

external environment factors which have an effect for company current and future 

business model development. 
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2.  Methodology  

This chapter presents the thesis methodological considerations that have shaped the 

research is conduced. To come up with a relevant and comprehensive answer to the 

research question, the methodology section is to explain how the research process is 

guided by a clearly defined research methodology. In this chapter the authors outline the 

chosen research philosophy, research strategy, which has guided them through the research 

process, as well as specific research methods, which have been applied in gathering and 

analyzing data. The outline of the Research Design specifically it follows a logical step 

by step explanation of the ‘research onion’ created by Saunders et al. (2012), categories 

to visualize the process undertook but in a more simplified manner. The ‘research onion’ 

will be guiding the methods of this thesis even though other methods also will be applied. 

At the end of this chapter a clear presentation of the thesis research design, chosen 

scientific approach, data collection method, and data analysis methods will be used to 

explain how the thesis is conducted in the coming chapters. 

 

 

Figure:1 research onion Source:(Saunders et al. 2012)  
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Research philosophy  

The research philosophy depends on the way the authors think about the development of 

knowledge, and it determines the process researchers choose to conduct of doing research. 

The applied research philosophy affects how the research will be carried out and which 

results will be highlighted (Saunders, et al., 2012). The chosen philosophical stance will 

play an essential role in guiding through the research process and the analysis of the 

findings as it is the foundation for the research strategy and methods. There are two major 

ways of thinking about research philosophy: ontology and epistemology. Ontology is 

concerned with the nature of reality (Saunders et al. 2012). Epistemology concerns what 

constitutes knowledge in a field of study (Saunders et al. 2012). There are four most 

common research philosophy about the research process in the literature (see Fig. 2.6 

above): positivism, interpretivism, pragmatism and realism (Saunders et al, 2012). 

 

This paper is written from an interpretivism approach. Interpretivism is a theoretical 

perspective under the umbrella of constructivism in terms of epistemology.  Constructivism 

holds the perspective that reality and meaning do not exist in the external world. They argue 

that access to reality is only through social constructions such as language, consciousness and 

shared meanings (Deetz 1996). Therefore, the researcher of this thesis are convinced that only 

through the subjective interpretation of and intervention in reality can that be fully understood. 

In interpretive research, an organization is viewed as a social site, which shares important 

characteristics with other types of communities (Deetz 1996). By applying this type of 

research philosophy, there are many factors that will impact the research process and results, 

for example: the choice of an interviewee; the way we interpreting the physical observation. 

The interpretation of the results will inevitably be influenced by our own experiences and 

background of the cases. As to choose interpretive approach as the main research process, the 

main disadvantage will associate with the subjective nature. Nevertheless, by choosing 

interpretivism, that primary date generated in interpretivist studies cannot be generalized 

since the findings will be more complex and in-depth compare to other standard process at 

the same time it is heavily impacted by personal viewpoint and values. As the aim of this 
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research is to gain in-depth knowledge of Air store current business model and future possible 

dynamics, the relevance and need for generalizability is limited.  

 

Furthermore, the core idea of interpretivism is to work with these subjective meanings already 

there in the social world; that is to acknowledge their existence, to reconstruct them, to 

understand them, to avoid distorting them, to use them as building-blocks in theorizing 

(Goldkuhl 2012). Interpretive research attempts to understand phenomena through the 

meanings that people assign to them as people create and attach their own meanings to the 

world around them (Deetz 1996). Thanks to adoption of interpretivism that wish to recognize 

the role of the researcher in the process of generating data together with informant(Bryman 

& Bell 2011). In this thesis, it decides to conduct the qualitative research method. In the focus 

research areas: Etc. customer value proposition, and company value creation and capture 

factor, through conducted in depth interviews and participant observation which works well 

with interpretivism the relevant knowledge can be studied in a great level of depth. s. These 

types of information might be associated with a high level of validity because data in such 

studies tends to be trustworthy and honest.  As the aim of this research is to gain in-depth 

knowledge of business model and look for new insights in the business model dynamics and 

innovations, the interpretivism approach is the most relevant way to go about doing research.  

 

Research approach:  

Equally important as the guiding philosophy is the chosen research approach for this 

thesis. Defining a research approach, at the beginning of your research raises an important 

question concerning the design of research project and assists the researcher to outline an 

appropriate research design and strategy (Saunders, et al., 2012). The research often 

designed as three approaches based up the reasoning we adopt: deductive inductive or 

abductive. As the interpretivism is normally associated to social constructionism which 

commence with inductive reasoning. Deductive approach occurs when the conclusion is 

derived logically from set of premises, the conclusion being true when all the premises 

are true (Saunders et al. 2012). In abductive reasoning, unlike in deductive reasoning, the 
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premises do not guarantee the conclusion. One can understand abductive reasoning as 

"inference to the best explanation".  

 

However, in a deduction one seeks to use existing theory to shape the approach and adopt it 

to the research process and to aspects of data analyses. The advantage of using a deductive 

strategy is to start with build analysis on existing theories which could give us a specific angle 

to orientate our research and the same time allow us to be open minded. In this thesis, it will 

start to shape the analysis contend by using selected existing theory, hence abductive 

approach will allow us to be open-minded when we approach our final conclusion, 

afterwards it will continue to develop a richer perspective specific to the research area as 

the research process should be dynamic. Therefore, the study of a single case in-depth 

might be more appropriate than a large number as with the deductive approach (Saunders 

et al. 2012). By employing this approach, I will firstly consider theories that are relevant 

for this investigation, and afterwards I will use the most relevant conceptual framework 

in analyzing the choosing single case study for texting and then presenting the most 

suitable final theoretical conclusions at the end, in order to do to give a specific direction 

and to define the key components which most relevant to answer the research question.  

 

Research choice  

In this thesis, it chooses to conduct qualitative methods for apply both primary and 

secondary data, on generating the empirical data. It is important to recognize that there is 

no single, accepted way of doing qualitative research (Ritchie & Lewis 2003). Qualitative 

research tends to be concerned with words rather than numbers, there are three 

noteworthy features: an inductive view of the relationship between theory and research; 

an epistemological position, the stress is on the understanding of the social world through 

an examination of the interpretation of that world by its participants; an ontological 

position descried as constructionist with implies that social properties are outcomes of 

the interactions between individuals (Bryman & Bell 2011). The most common method 

used to generate data in qualitative research is an interview which may be structured, 

semi-structured or unstructured. 
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Research strategy:  

The research strategy is a general plan of how the authors have intended to reach the answers 

to the research questions. In order to do that we have collected our data and insight from 

two different sources. One was a careful review of the literature on the field to understand 

what has been already done and the single case study is chosen to study and test the 

proposed theoretical model in practice. One was a careful review of the literature on the 

field to understand what has been already done and is presented in our review of the cloud 

adoption mechanism and the second sources is the use of a survey to collect data from 

companies in a quantitative way.  

 

Single case study  

The case study is but one of the several ways of doing social science research, namely: 

experiments, surveys, histories, and the analysis of archival information(Yin 2003).  

Characteristics of the single case study are an empirical investigation aimed at exploring 

a present reality within the content related the theory focus of the thesis. It is not either a 

data collection tactic or merely a design feature alone but a comprehensive research 

strategy. Firstly, the main reason for it chosen by this thesis, because this method it allows 

investigators to retain the holistic and meaningful characteristics of events(Yin 2003), 

such as organizational and managerial processes, and so forth, which it is one of the most 

fits research methods for the defined research focus area of this thesis. There are more 

reasons listed of choosing case study: Case study strategy provide with a rich and 

sharpened understanding of complex issues; Case studies emphasize detailed contextual 

analysis of a limited number of events or conditions and their relationships; Case study 

strategy enables flexibility in selecting cases and, hence, it is possible to maximize what 

can be learned; It can enable the authors to challenge the existing business model 

literature and provide a source for innovations (Saunders et al, 2003); it can deal with a 

full variety of evidence-documents, artifacts, interviews, and observations. Case study 

rely on analytical generalization, where the investigator is thriving to generalize a 

particular set if results to some broader theory (Yin 2003). In choosing the Air store as its 
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case company, an array of selection criteria was set in order to identify the best possible 

match.  

 

Interview 

Interviewing is an invaluable tool for the qualitative researcher. The research interview 

is an inter-view where knowledge is constructed in the inter-action between the 

interviewer and the interviewee (Kvale 2008). Qualitative interviews become a key 

approach in market research to predict and control consumer behavior, where the sale of 

experiences and lifestyles is essential for the economy (Kvale 2008).  Base on this, we 

made the decision that the empirical data used for this thesis is based and gathered from 

three in-depth semi-structured interviews with representatives from key components of 

the choosing business model framework such as founders, key employees and customers. 

Semi-structured interview is defined as an interview with the purpose of obtaining 

descriptions of the interviewee with respect to interpreting the meaning of the described 

phenomena (Kvale 2008).  

 

As the main academic wondering of this thesis is related to the business model, combined 

with the covered areas of value network, value proposition and target group etc. With 

these selection criteria in mind a list of prioritized possible interview questions was made, 

which was practically “best” covered in order to maximize the valid and trustworthy on 

primary data. Under the guidance, in this research was set by using approximately 10 

open-ended questions by recorded mostly face to face interview. The entire research 

process amounted to three months in total, the interviews are all commencing in 2016. 

Due to geographical distance, one of the interviews is carried out through Wechat and the 

all the interviews are recorded by phone in Chinese.    

 

As to this thesis analysis is relying on both primary and secondary data. For the secondary 

data collection on companies’ business model’s existing literature, it was also 

supplemented with a manually collected data set on business model dynamics for the 
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future implication. While a business model does facilitate analysis, testing, and validation 

of a firm’s strategic choices, it is not in itself a strategy (Zott & Amit 2008). However, 

primary data is collected mainly from three in-depth interviews and author’s own 

observation. The chosen interviewees are those who possess the knowledge for 

establishing initial business model and internal information on operation in order to get a 

holistic view of the company. These interviews were primarily explanatory and semi-

structured, for the purpose of investigating perceptions of the interviewees in relation to 

the research topic (Saunders et al. 2012). 

 

Time horizon  

This thesis studied of a choosing single case company’s current applied and future dynamics 

business model based on three in-depth semi structured interviews in 2016 and a literature 

review mixing recent academic articles and relevant ones. Due to the specific nature of the 

single case study and the nature of dynamics business environment by different perod the 

study shouldn’t be used as a general true for a long horizon. It should be considered as a study 

relevant in specific time horizon.  

 

By its nature this study could be considered “cross-sectional, the study of a particular 

phenomenon (or phenomena) at a particular time” (Saunders& Lewis, 2003). Since we used 

a single case study in a definite time we couldn’t generalize the results to another time-period 

due to the field evolution. It is however still relevant to provide a better explanation of the 

application of business model conceptual framework for a newly started company in general. 

It turns out that, this research is primarily a cross-sectional study that provides a snapshot 

of the reality based on the identified components and also taking the key factors into 

consideration. 

 



                                                                            

         15 

3.  Literature review 

In this part, in order to answer the research question, this thesis conduct a multifaceted 

review of business models of the most cited academic papers and it examines the them 

through multiple subject, to gain an adequate understanding relevant to the same subject.  

The aim of this chapter is to describe and critically evaluate the gained knowledge on 

business model literature, and identify the most suitable literature framework that can 

help in carrying out this research in the end. To begin with, we introduce the business 

model concept by briefly describing its emergence. The next chapter, we then present 

some of the existing selected definitions of the business model term which more relevant 

to our research topic.  

 

As noted earlier, the business model concept has been approached from a number of 

different perspectives. We examine this further in the next section. After this introductory 

section we dig deeper into the main subjects related to business model. In particular, in 

the strategy literature, as it is the most relevant for the focus area of this thesis, we could 

conclude that research on business models has revolved mainly around three areas: (1) 

the distinction between the business model and strategy concepts, (2) the networked 

nature of value creation, and (3) the relationship between business models and firm 

performance. Osterwalder et al (2005) prove the fact that the literature on business model 

topic is often discussed superficially and frequently without any understanding of its roots, 

role, and potential.  After the overall literature review from for business model, based 

on the understanding, in the last section we will defined our theoretical focus as a 

delimitation for this thesis. In the end, we will define precisely which business model 

concept we propose to use as a basis of our study for this project.  

 

Small and medium sized enterprises (SMEs)  

Definition: SMEs are independent, non-subsidiary firms that are defined by size. Various 

criterions can be taken into account to define the size of a firm. Most commonly the number 
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of employees is used, being fewer than 200 employees for SMEs (OECD, 2005).  Both the 

Danish as well as the European commercial sectors are dominated by small and medium-

sized enterprises (SME’s) (dti.dk). At the same time, it is a fact that SME’s constitute the 

main commercial driver behind the creation of new jobs. As the growth of industry giants 

have been slowing, the role of SMEs becomes more important (Lee et al. 2012). As such 

they make up what could be described as the growth layer in the Danish business sector: 

it is here that many of the growth companies of the future will be found, and it is here that 

the employment for the future is created. However, they also present a challenge, since they 

require greater flexibility, more globalization, faster implementation of new know-how and 

technology, new managerial and organizational structures, and greater effectiveness in 

development, production and distribution (dti.dk). Although several taxonomies and concepts 

have been suggested, the business model (BM) is one of the most appropriate to bring those 

together in a systematic manner (Lee et al. 2012). 

 

Emergence of the business model concept 

Although business models have been integral to trading and economic behavior since pre-

classical times (Teece, 2010), the business model concept became popular with the 

development of the Internet in the mid-1990s, and it has been gathering momentum since 

then. According to Magretta (2002), it was with the introduction of the personal computer 

and the spreadsheet that the term business model became widespread. The spreadsheet 

allowed a much more analytical approach to planning than previously when business 

planning usually consisted of a single base-case forecast. The spreadsheet offered an 

analytical approach where every major line item could be pulled apart into varius 

components and subcomponents permitting the testing and modeling of a business 

(Magretta, 2002).  

 

Accordingly, before the personal computer and the spreadsheet, successful business 

models happened by accident and not by planning. From that time on, ideas revolving 

around the concept have resonated with business scholars, as documented by the number 

of publications, including articles, books, and book chapters in the business press and 
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scientific journals (Zott al et. 2011). The figure1 shows that of the use of the term 

“business model” is rather new in use and, furthermore, that the popularity of the term 

has revealing a dramatic increase to the period 1995-2005. This underscores Magretta’s 

(2002) point about the correlation between the popularity of the term and the emergence 

of the Internet boom. 

 

Figure 2: Emergence of the Term “Business Model” in Scholarly Reviewed Journals. 

Source: Zott at el. 2011 

 

Business model for E-business 

The research stream that, to date, has devoted the greatest attention to business models 

concerns e-business. The term e-business means “doing business electronically (Zott et 

al. 2011).” The Internet is a major driver of the sharp increase of interest in business 

models and the foundation emergence of the business model literature as the topic. The 



                                                                            

         18 

researchers focusing on business model for e-business have been focused mainly in 

understanding the Internet-based ways of doing business and the roles firms play. For this 

purpose, scholars have (1) defined and represented generic (e-)business models and, (2) 

developed typologies and taxonomies (Zott et al. 2011). Several authors have attempted 

to represent business models through a mixture of informal textual, and ad hoc graphical 

representations (e.g., (Amit & Zott 2000). In this context, Mahadavan (2000) defines a 

business model as consisting of value, revenue and logistics and thus does not explicitly 

focus on internal aspects such as core competences or core capabilities. In this article it 

focuses on business models in relation to e-commerce in which is the also largest volume 

of research on business models. The term e-business means “doing business 

electronically.” It encompasses e-commerce, e-markets, and Internet-based business and 

refers to firms that conduct commercial transactions with their business partners and 

buyers over the Internet (e.g., Mahadevan, 2000).  

  

In the thesis, even though the three online platforms of Air store play an important role 

of its business, but we could not call it is a pure E-business company, its more about 

creating value to the target customer through the interaction and collaboration of different 

key partners within in a value network. By following this understanding, even E-business 

model is large part of business model literature, however, it is not very much relevant to 

our research topic. In this thesis, it did not put the main attention of reviewing the 

literature in E-business model. 

 

Business model definitions  

Even though there is no commonly agreed definition of the business model, it is possible 

to find some categorizations of the existing business model literature (Osterwalder et al., 

2005)). At a general level, the business model has been referred to as a conceptual tool or 

model (e.g. Osterwalder et al., 2005), a structural template (e.g. Amit & Zott, 2001), and 

so forth. However, the business model is often studied without an explicit definition of 

the concept (Zott al et., 2011). No definition of the term has yet been generally accepted 

(Morris et al., 2005). The later in this chapter (figure 2) presents business model selected 
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definitions from different authors and the chosen one (Osterwalder et al., 2005) which 

could be applied in this thesis. Firstly, we will introduce some of the overall tendencies 

in defining what constitutes a business model. Even though all investigated studies 

propose different definitions for business models, it is possible to identify certain 

similarities (Zott al et. 2011). Osterwalder et al. (2005) classified the business model 

paper into three categories: 

 

(1) studies that describe the business model concept as an abstract concept; 

(2) studies that describe a number of different abstract types of business models, and 

(3) studies presenting aspects a particular real world business model. 

 

In the process of our review, there are number of the definitions of the business model 

are defined in the area of value creation in order to describe the content, structure, and 

governance of transactions designed to create value through the exploitations of business 

opportunities (Amit & Zott, 2001). However, another approach to defining the business 

model is the distinction from or integration with the concept of strategy. Magretta, (2002), 

argue that strategy and business models are two distinct and complementary too. However, 

in his research defined business model are “stories that explain how enterprises work. A 

good business model answers Peter Drucker’s age old questions: Who is the customer? 

And what does the customer value? It also answers the fundamental questions every 

manager must ask: How do we make money in this business? What is the underlying 

economic logic that explains how we can deliver value to customers at an appropriate 

cost (Magretta, 2002)?” This lack of definitional clarity represents a potential source of 

confusion, promoting dispersion rather than convergence of perspectives and obstructing 

cumulative research progress on business models (Zott et al. 2011). 
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Author (s), Year Definition 

Osterwalder et al.，2005 A business model is a conceptual tool 

containing a set of objects, concepts and 

their relationships with the objective to 

express the business logic of a specific 

firm. Therefore, we must consider 

which concepts and relationships allow 

a simplified description and 

representation of what value is provided 

to customers, how this is done and with 

which financial consequences. 

Magretta, 2002 Business models are “stories that 

explain how enterprises work. A good 

business model answers Peter Drucker’s 

age old questions: Who is the customer? 

And what does the customer value? It 

also answers the fundamental questions 

every manager must ask: How do we 

make money in this business? What is 

the underlying economic logic that 

explains how we can deliver value to 

customers at an appropriate cost?” 

Amit & Zott, 2001;  

Zott & Amit, 2010; 

Amit & Zott, 2012 

The business model depicts “the 

content, structure, and governance of 

transactions designed so as to create 

value through the exploitation of 

business opportunities” (2001). Based 

on the fact that transactions connect 

activities, the authors further evolved 

this definition to conceptualize a firm’s 
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Figure 3. The selected business model definitions 

 

As me mentioned above, the chosen definition which would apply to this thesis is adapted 

from Osterwalder et al., (2005) “A business model is a conceptual tool containing a set 

of objects, concepts and their relationships with the objective to express the business logic 

of a specific firm”. As a result, the Air store would be the specific firm, and the problems 

we must consider in this project in order to express the business logic are: firstly, which 

concepts and relationships allow a simplified description and representation of what value 

is provided to customers, how this is done and with which actual consequences. This 

business model as “a system of 

interdependent activities that transcends 

the focal firm and spans its boundaries” 

(2010). 

Business model as a system of 

interconnected and interdependent 

activities that determines the way the 

company “does business” with its 

customers, partners and vendors (2012).  

Johnson, Christensen, & Kagermann, 

2008 

Business models “consist of four 

interlocking elements, that, taken 

together, create and deliver value.” 

These are customer value proposition, 

profit formula, key resources, and key 

processes. 

Mahadavan, 2000  The business model as consisting of 

value, revenue and logistics and thus 

does not explicitly focus on internal 

aspects such as core competences or 

core capabilities. 
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correctly expresses the notion that a model is an abstraction that describes a business not 

at the operational level, but at the conceptual level (Cavalcante et al. 2011).  

 

Business model and strategical choice 

The business model has received increasing attention from scholars and business 

strategists interested in explaining firms’ value creation, performance, and competitive 

advantage (Zott et al., 2011). In the strategy literature, research on business models has 

revolved mainly around three areas: (1) the distinction between the business model and 

strategy concepts, (2) the networked nature of value creation, and (3) the relationship 

between business models and firm performance.  

 

What is the relationship between strategy and a business model? 

By reviewing the recent literature, we could find out that the relationship between 

business model and strategy can be divided into two groups: authors who see a clear 

distinction between the two concepts, and those who thought that the business model 

unites the different parts of strategy.  

 

What is strategy: In order to answer the question above firstly it requires to define 

strategy. Michael Porter (1996, 2001), see strategy as a position; a view that relates to 

choices about which products or services are offered in which markets based on 

differentiating features. Peter Drucker define strategy as choices about how the business 

is conceptualized. 

 

Firstly, for those authors who see a clear distinction between the two concepts, the stand 

at the point that Business model is not strategy: Seddon et al. (2004) start by asking the 

question: Which of the following diagrams is more correct (Fig 2.4)? They then make the 

case for viewing a business model as an abstraction of strategy. Magretta (2002) argue 

that strategy and business models are two distinct and complementary tools. As she also 

considers competition is belonging to strategy but not business model. She argues that 
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the business model can be identical for several firms, but they also need a strategy to 

differentiate themselves. A practical distinction describes business models as a system 

that shows how a business fit together, while strategy also includes competition (Magretta 

2002). 

 

Figure 4: Possible Overlap Between the Concepts “Strategy” and “Business Model” 

Source: Seddon et al. (2004)  

 

The opposite view is presented by e.g. Shafer et al. (2005), who argue that it is difficult 

to separate strategy from the business model, and thus define the business model as a 

representation of a firm’s strategic choices for creating and capturing value within a value 

network. Shafer et al., (2005) declaimed that business model is not in itself a strategy, 

however, it can be used as an analytical tool to facilitate analysis, testing, and validation 

of a firm’s strategic choice. The authors argue that there is a common element which is: 

making choices, for instance, in some cases, it could directly translate one set of strategic 

choices into a single business model, on the other hand, they might wish to consider a 

range of business models at the same time, before choosing the best business model for 

their organization. 

 

Zott & Amit (2008) suggest that the business model is a relatively new concept within 

the strategy literature. In their article discuss about the fit between product market strategy 

and business model, they stand at the point that the different between business strategy 

and business model is business strategy is internally and externally oriented: focus on 
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firm’s activities of competition, however, business model is externally oriented: focus on 

firm’ exchanges with others. They are not exactly the same concept, they complement, 

but not substitute.  

 

Value Creation and Value Capture Through Activities 

The business model has received increasing attention from scholars and business 

strategists interested in explaining firms’ value creation, performance, and competitive 

advantage (Zott et al., 2011). The study of business models is an important topic for 

strategic management research because business models affect firms’ possibilities for 

value creation and value capture (Amit & Zott, 2001). Zott and Amit (2008) suggest that 

business models represent a broader conceptualization of value co-creation that captures 

the change.  

 

As Amit and Zott (2001) observe, the locus of value creation, and in value creation, 

extends firms’ and industries’ boundaries. The authors conclude that prior frameworks 

used in isolation cannot sufficiently address questions about total value creation. They 

also studied the sources of value creation in e-business and to this purpose the explore the 

sources of value creation in entrepreneurship and strategic management literature. “A 

business model depicts the content, structure, and governance of transactions designed so 

as to create value through the exploitation of business opportunities” (Amit & Zott, 2001). 

 

In Nenonen & Storbacka (2009) article, proposes that the business model concept can be 

used to explain value co-creation, they concluded that a firm can sharply improve value 

co-creation by designing business models that have a high degree of internal and external 

configurational fit. This means that the effectiveness of a business model in value co-

creation is defined by the internal fit between all business model elements and also by the 

external. Value creation through business models involves a set of exchange relationships 

and activities among multiple players.  
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According to Hamel (2000), companies must develop new business models in which both 

value creation and value capture occur in a value network which can include suppliers, 

customers, and distribution channels that extend the company’s resources. Furthermore, 

value can also be created through this innovative process.  

 

As Amit and Zott (2012) defined a company’s business model as a system of 

interconnected and interdependent activities that determines the way the company “does 

business” with its customers, partners and suppliers (see Fig. 2.2). Which also means a 

business model is an activity system conducted to satisfy the needs of the market along 

with its partners (value creation process), and how these activities are linked to each other. 

The greater the total value created through the innovative business model, and the greater 

a company’s bargaining power, the greater the amount of value that the company can 

appropriate (Amit and Zott, 2012). 

 

Business model and firm performance 

While some literature on the business model tends to concentrate on the firm’s activities 

with its network of partners, scholars increasingly are acknowledging that firms do not 

execute their business models in a competitive environment (Hamel, 2000). The effective 

and innovative models can result in unique value creation (Morris et al., 2005). There is 

an increasing consensus that business model innovation is key to firm performance (Zott 

et al., 2011).  

 

Business models can also play a central role in explaining firm performance. Afuah and 

Tucci (2001) suggest that the business model conceptually as a united concept for 

explaining competitive advantage and firm performance. Zott and Amit (2007) have 

carried out an empirical study which they analyzed the performance implications of 

business model design in entrepreneurial firms. They see the business model as the 

independent variable, then link it to firm performance, moderated by the environment. In 

their view, the essence of the association between business model design and focal firm 
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performance can be analyzed by looking at the total value creation potential and the focal 

firm’s ability to appropriate that value (Zott and Amit, 2007).  

 

Summary of literature on business models in the strategy choice: 

Business models provide a powerful way for managers to analyze and represent their 

strategic choices. In the strategy literature, research on business models has revolved 

mainly around three areas: (1) the distinction between the business model and strategy 

concepts, (2) the networked nature of value creation, and (3) the relationship between 

business models and firm performance. we could find out that the relationship between 

business model and strategy can be divided into two groups: authors who see a clear 

distinction between the two concepts, and those who thought that the business model 

unites the different parts of strategy. In general, the business model literature seems to fit 

the former group better, because most of it focuses on describing how a company creates 

and capture value. Specifically, in the thesis, it stands at the point that there is a clear 

distinction between strategy and business model, as business model concept is more 

process and value creation oriented, which is more fit for the definition it has been chosen 

to follow. 

 

Business model component 

In the former section we introduced the selected of definitions of the business model. In 

addition, the various definitions related a range of business model components. In the 

following section we give some examples of these business model components, as they 

are essential part of the business model literature. An identification of core components 

presumes a thorough understanding of what the company’s business is really about 

(Cavalcante et al. 2011).  

 

Although the literature on business models has little to say about what the core repeated 

standard processes of a business model consist, the arguments on the choosing 

components of a business model (Osterwalder et al., 2005) indirectly helps to determine 

key areas which deserve particular attention. As having a core standard processes of 
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business model at hand that describes the essential building blocks and their relationships 

makes it easier for author of this thesis to gain main content of a company’s business 

model. Cavalcante et al. (2011) argue that two important aspects call for further 

consideration. First, the core components of a business model differ from business to 

business, we should consider both individual cognition and the specific characteristics of 

a company and second, the identification of core components should be driven by the 

view that organizational processes are core to a business (Cavalcante et al. 2011). The 

business model consists of several components bound in a relationship with each other, 

forming as structure of transactions with governance designed to create value from 

business opportunities (Osterwalder et al., 2005). As mentioned, these relations are 

fundamental and define the effectiveness of any given model.  

 

Hedman and Kalling (2003) argued that the business model encompasses several 

components at multiple level. The different levels include the market, the offering, 

activities, company resources and organization. In order to create-value it requires 

effective configuration and execution both internal and external elements, hence, internal 

organizational matters and external value chain activities (Hedman & Kalling 2003). 

Furthermore, Hedman & Kalling （2003) accounted the business model shows the 

process of how internal factors are transformed into resources and further into products 

and offerings and into the market through activities and structure.  A successful model 

therefore requires the internal and external elements to “fit” by configuration of key 

activities within and outside the firm. External fit is concerned with conditions in the 

external environment and require the model to change accordingly.  

 

To gain additional insight, Shafer et al. (2005) developed a diagram as illustrated in Fig 

3 below, to categorize the business model components that were cited twice or more. 

They identified four major categories: strategic choices, creating value, capturing value, 

and the value network. The first term in the model “strategic choices”, includes the vital 

choices that have been made in the focal firm e.g.: customer target market; mission; 

competitors and so forth. For the terms creating value and capturing value the author 
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was standing at the point that both terms to be the fundamental functions to differentiate 

themselves from competitors and thus be successful. More specifically, business is 

fundamentally concerned with creating value and capturing returns from that value, and 

a model is simply a representation of reality (Shafer et al., 2005). In addition, firm specific 

core competencies, capabilities, and positional advantages can serve as a unique way to 

differentiate from competition. Furthermore, the authors argue that these functions have 

to be seen in the context within a “value network”. Where The firm may be able to create 

unique relationships with any of these parties or even with its end customers and thus an 

important element of its business model (Shafer et al., 2005).  

 

 
Figure 5: The components of a business model. Source: Shafer et al. (2005) 

 

Their focus in on analyzing both the interaction relationship between four components. 

However, their framework does not take the fit or consistency between the internal and 

external environment into count which it is as well crucial factor as the business model 

development is influenced by both internal and external elements. This limitation is also 

the one of the reasons that in this thesis would not chose to follow this model as our 

theoretical framework. We do agree that the four main components mentioned are key 

criteria to use for describing ‘a set of objects, concepts and their relationships with the 
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objective to express the business logic of a specific firm’, which is quite fit to the 

definition we have chosen in this research. However, the listed key words are still too 

superficial almost everything that very company could have related to. This is not specific 

enough for apply to our choosing case company Air store. 

 

The Business model canvas 

The next part of this review are selected according to our judgment of their relevance to 

the issue of business model of Air store. As a business model describes the rationale of 

how an organization creates, delivers, and captures value. One promising approach is to 

construct maps of business models, to clarify the processes underlying them, which then 

allows them to become a source of alternate combinations of the processes.  

One example of this mapping approach in the thesis it chosen to believe a business model 

can best be described through nine basic building blocks that show the logic of how a 

company intends to perform which comes from the book named Business Model 

Generation (Osterwalder & Pigneur 2010). Its empirical focus utilizes a 9 points 

decomposition that characterizes a business model, Thus, theoretical considerations of 

configuring elements of a business model here can become far more concrete 

(Chesbrough 2010). 
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Fig.6: The business model canvas  Source:(Osterwalder & Pigneur 2010) 

 

Regarding the building blocks, Osterwalder and Pigneur (2010) define:  

•   Customer segments as a group of people or organizations to which a company 

wants to propose its value offering, also ‘the heart of any business model’;  

•   Value proposition as the value offering consisting of a combination of different 

products and services aimed at specific customer segments; 

Ø   The value proposition canvas: The value proposition canvas has two sides 

with the customer profile your clarify your customer understanding, with the 

value map you describe how you intend to create value for that customer. You 

achieve fit between the two when one meets the other (Osterwalder et al. 2014). 

•   Channels as the sales, communication and distribution means to reach customer 

segments and deliver the company’s value offering;  

•   Customer relationships as relationships established between different customer 

segments and the company, extremely important for customer experience 
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maximization; Revenue streams as money obtained from the customer segments, 

calculated before cost deduction;  

•   Key resources as the main financial, intellectual, physical or human assets that a 

company requires to create a value offering, market and deliver it to the consumers;  

•   key activities as the main activities required to create and deliver the value 

proposition, and afterwards obtain revenues from the exchange;  

•   Key partnerships as the main partnerships with different suppliers or partners 

needed in order to sustain the business;  

•   Cost structure as the sum of variable and fixed costs incurred when engaging in 

value creation, delivery and capture. The nine blocks cover the four main areas of a 

business: customers, infrastructure, and financial viability.  

 

By using it, managers can be more effective at taking decisions in real time and 

visualizing the concept and relationships between the different business model 

components. The authors suggest that the business model is like a blueprint for a strategy 

to be implemented through organizational structures, processes, and systems 

(Osterwalder & Pigneur 2010). Furthermore, they develop on it by defining the business 

model as ‘the rationale of how an organization creates, delivers and captures value’. They 

consider that business models can make the difference between the offering of a company 

and that of its current or future competitors. It also has the great virtue of explicitly 

visualizing the processes underlying a business model (Chesbrough 2010). Based on the 

benefits mentioned above, by using this type of analytical framework for understanding 

focal company’s business model. The results, in particular would help to answering the 

research question of this research. As Marc Castricum commented in the book ‘Business 

Model Generation’ that “The Business Model Canvas has proven to be a very useful tool 

for capturing ideas and solution for E-commerce projects, most of my clients are SMEs 

and the Canvas helps them to clarify their current business models and understand and 

focus on the impact of e-commerce on their organizations (Osterwalder et al. 2010). As 

a result, the author of this project would argue that by following this specific framework 

which is to investigate the nine building blocks from from right side customer segments 
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to left  side companies efficiency of Air store would be the  most suitable analytical 

framework tool for answering the research question ‘what it is the business model of Air 

store’ of this thesis. Furthermore, the patterns describe in the following sectors should 

also help understand business model dynamics and serve as a source of inspiration for the 

companied work with business models.   

 

Business model dynamics and innovation 

The business model has been conceptualized as a key activity system and entrepreneurial 

task (Zott & Amit 2010). According to the definition conducted for this project, from 

Osterwalder et al. (2005) a business model is follow a process-based perspective as a 

‘blueprint’ for depict how does the case Company-Air store run a business. This correctly 

expresses the notion that a model is an abstraction that describes a business at the 

conceptual level. Some have described the development of general purpose technology 

as a novel business model design, while others stress the need for business model 

innovation (Chesbrough, 2010). Undertaking active tests to search initial markets with 

new configurations of the elements of a business model can allow a firm to learn ahead 

of the rest of the market (Chesbrough 2010). Last, but not the least, problems of power 

and politics also affect established companies wanting to exploit new market 

opportunities that require a different approach (Air store just opened new branch in 

Sweden in July 2016). 

 

Having explained our definition of the business model in this thesis, we now address the ways 

in which a business model can be changed according to process-based perspective 

(Cavalcante et al. 2011). Chesbrough (2010) also conclude that business model innovation is 

vitally important, and yet very difficult to achieve. It often requires an extended period of 

coexistence between the current and new models. Indeed, organizations will need to identify 

internal leaders for responsible of the change and also the existing organization’s culture must 

embrace the new model (Chesbrough 2010). Building on the logic mentioned above, a 

recent insight into business model dynamics (Chesbrough 2010) has revealed six features 

of a business model, namely: 
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•   Formulation of a value proposition; 

•   Identification of relevant market segments and of a revenue model; 

•   Formulation of value chain structure; 

•   Articulation of profit and cost estimation; 

•   Positioning of the company within the value network connecting suppliers and 

consumers and; 

•   Formulation of a competitive strategy. 

 

Furthermore, in the article done by Cavalcante et al. (2011) which aims to discuss the need 

to change the existing conceptualization of business model, and proposes a new typology 

to distinguish different types of business model change. The key questions asked in this 

article: ‘Is there a way to reestablish the critical linkages between the stabilizing forces 

of a business model and the inherent dynamics associated with technology and market 

discontinuities (Cavalcante et al. 2011)?’ They suggest four different types of business 

model change: 

 

(1)  creation; This category refers to the transition from “business ideas” to the 

materialization of a business idea into a new venture, i.e. getting a new business 

model up and running. In such situations there are no relevant previous working 

practices or repeated standardized processes to draw on prior to implementation of 

the business model (Cavalcante et al. 2011). 

 

(2)  extension; At this stage, companies have already defined their core repeated standard 

processes. A key motivational driver for extension is to explore opportunities for 

enlarging the existing business and to exploit associated commercial opportunities. 

Basically, by extension is meant adding activities and/or expanding existing core 

processes to an existing business model(Cavalcante et al. 2011).  

 

(3)  revision; By revision is meant removing something that modifies an existing business 

model and replacing it with a new process, Business model revision is likely to 
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involve significantly more challenges than business model extension, because it 

requires more fundamental changes (Cavalcante et al. 2011). 

 

(4) termination. Termination refers to abandoning/removing processes, 

 

Figure. Business model change: parameters to consider based on key challenges 

Source: (Cavalcante et al. 2011) 

 

Conclusion for literature review: 

There are some emerging themes on business model, (1) it is centered on a focal firm, but 

its boundaries are wider than those of the firm;  (2) business models emphasize a system-

level, holistic approach to explaining how firms “do business”;  (3) the activities of a 

focal firm and its partners play an important role in the business models; and  (4) 

business models seek to explain both value creation and value capture; The chosen 

definition to this thesis is adapted from Osterwalder et al., (2005), “A business model is 

a conceptual tool containing a set of objects, concepts and their relationships with the 

objective to express the business logic of a specific firm”. The three main  areas of the 

Type of change Characterization Key challenges 

Creation Creation of new process Uncertainty and ambiguity  

Lack of knowledge and skills 

Lake of resources 

Extension  Adding new process Controlled risk 

Some shortage of resources 

Revision  Changing existing processes Uncertainty and ambiguity  

Lack of knowledge and skills 

Path dependence 

Cognitive resistance  

Termination  Terminating existing processes Resistance  



                                                                            

         35 

relationship between business model and strategic choice are:(1) the distinction between 

the business model and strategy concepts, (2) the networked nature of value creation, and 

(3) the relationship between business models and firm performance. we could find out 

that the relationship between business model and strategy can be divided into two groups: 

authors who see a clear distinction between the two concepts, and those who thought that 

the business model unites the different parts of strategy. 

 

The business model is mentioned in many and diverse domains, such as e-business, 

strategy, and management (Osterwalder et al. 2005). In particular, scholars need to 

articulate and define precisely which business model concept they propose to use as a 

basis of study (Zott et al. 2011).Throughout the review this thesis did above, it has shown 

that the business model concept has been used to address different research questions in 

different areas. To narrow down the vast amount of material on the subject and to focus 

on our research area, we have identified similarities issues already discussed in the 

literature that are taken as the main drivers of our further literature selection and the 

theoretical framework choosing for this project.  

 

Delimitation of literature review  

The above Literature Review outlines the relevant literature that has been reviewed and 

assessed. The analytical framework will be constituted on the background of the literature 

review. We delimitate above theories in an attempt to provide a theoretical framework to 

answer our research questions and sub-questions. Considering focus on future trends and 

business models’ relation to development, the authors choose to use the business model 

canvas as a framework for exploring business models, understanding and sharing the future 

dynamics and innovations, therefore answering both research question and sub-questions.  
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Study design:  

A number of scholars have described and proposed what elements and specific 

components a business model consists of. Some have created their own proposals while 

others have compiled and built upon what others have stated over the years. Ostenwalder 

et al. (2005), identified the most mentioned components in business models literature. As 

a result, nine topics were identified covering most business model components mentioned 

by at least two authors. In this research we choose to focus investigate nine of the 

components from structure conducted from the business model canvas in order to 

understand the overall company’s business model of the choosing case company- Air 

store. Moreover, business model has a profound influence over these main components 

that eventually help us understand how a company does business and the possible future 

inherent business model dynamics. Business model canvas as a mapping tool can be quite 

helpful by providing depictions of both current and prospective business models (Chesbrough 

2010). Such tools can also assist in characterizing and communicating new models. 
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4.  Case study  

Case presentation: Company overview 

Air Store is a Chinese-owned grid company that successfully sells large volumes of 

packages to China. Wen Jia the now 32-year-old director has spotted Chinese market 

potential and started Air Store in 2013 in an apartment on the 1st floor at Amagerbrogade. 

It is an absolute one-stop online store that primarily and professionally engaged in selling 

of children products ranging from infant milk powder, vitamins, DHA and personal health 

care products, mainly in the east of the vast country. In 2015, Post Denmark sent 32000 

packages from Air Store-bound for China. The year before, the number of packages were 

just 3000 (PostNord, 2016). In one year, it increased tenfold of its sales, and the company 

has a good impression on the Chinese increasing desire to buy Danish quality goods 

online. 

 

Currently, they owned both online and offline platforms: three recognized mature online 

platforms; 3 bonded warehouses, 3 mature online platforms and 20 offline showrooms 

spread over the whole Chinese market. Commodities ordering Chinese consumers via 

Alibaba website Tmall Global, or Air stores own website 24-time.com (PostNord, 2016 

Apendix. 1). Around 26,000 customers visit daily web shop, and approximately 300 of 

them end up making a purchase. Of those turning 83 per cent come back later and buy 

more. At the approximately 400 square-meters large storage packaged products and Air 

Store filled in cages several times daily submit to Post Denmark in own van. On average, 

it about 300 packs a day. Marketing in China is also taking place in 11 so-called 

showrooms where goods from the Air Store presented (PostNord, 2016). Its service is 

covering: introducing and purchasing products from Danish retail companies in Denmark; 

offering the packaging and delivering service from Denmark to China and providing the 

additional customer consulting service for the whole process (airstore.dk). It insists on 

being the largest and recognized distributor from Northern Europe to China. It sells to 

both the consumer and business consumer. It is also the fastest and most efficient 
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Children's product online supplier from Nordic countries. Currently, Air Store has 14 

employees in Denmark and 74 in China. In addition, Wen Jia the owner of Air store is 

expecting to increase the number of staff in Denmark as well as in China in 2016.  

 

“My goal is to reach 100 million. Kr. the turnover in 2016, last year we stood at 30 million” 

Says Wen Jia, the director of Air Store (PostNord, 2016). And with well-functioning 

distribution setup the vast majority of his customers receives their Danish goods within 

ten days after the order. As a result of cooperation with China Post, thanks to the wide 

distribution channel throughout China. Bureaucracy and cumbersome customs rules still 

characterizes trade with China, but the he sees great potential. 

 

Company history 

In 2013, Wen Jia founded the company Air Store ApS, shortly after he started on the Full-

time MBA programme at Aarhus university, and today he is selling Danish goods on the 

Chinese market (bss.au.dk). In the beginning, the company had two employees apart from 

Wen Jia. They were classmates of MBA’ 2013 class. In China, Danish products are highly 

trusted, and the demand is so great that Chinese consumers are willing to pay twice as 

much for Danish goods. Wen Jia has spotted this market potential. That is the reason why 

he founded Air Store ApS. He started with the idea of establish an absolute one-stop 

online store selling the trusted and high quality products directly from Denmark to 

Chinese consumer. Through the company’s web shops and employees in both China and 

Denmark - with the company’s headquarters located in Copenhagen - he is now selling 

Danish products on the Chinese markets with rapid growth.  

 

Mission statement 

As an air-bridge between Chinese customers and premium Scandinavian products, it 

insists on being the largest and recognized distributor (online supplier) from Northern 

Europe to China. 
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Three mature Online platforms: 

Air store has owned three online platforms, namely:  

1.   T-mall.com: The Star of Northern Europe－北欧之星, just in 2014, it attracted 73000 

customers annually (airstore.tmall.hk). It is the earliest and one of the most well-

known online stores from Denmark on Tmall.com. T-malll, China’s largest B2C 

platform owned by E-commerce conglomerate Alibaba Group Holdings Ltd., controls 

over 50 percent of China’s B2C market share.  

 

2.   JD.com: The Star of Northern Europe in 2014, attracting 1200000 customers annually; 

JDis the second largest e-commerce platform in China. In Q3 2014, the company had 

a market share 22.8%. 

 

3.   24-time.com is an absolute one-stop online store, launched in 2014. It is a self-

supported online platform by Air store, with an annual amount of 1100000 visitors. 

This online platform focuses on Chinese market only, which aims to be the best online 

adviser and supplier within Scandinavia area, it is providing a wide range of health 

products premium health products at a reasonable price and in order to inspiring its 

consumers to a healthier and sustainable life.  

 

Product categories  

By benefiting of the country of origin (COO) effect, the food and personal care products 

“Made in Scandinavian” are synonymous with high quality, safety and excellent hygiene. 

Therefore, we desire to offer our Chinese customers a products range that with genuine 

Scandinavian quality and fully satisfy their needs.  

 

It covers five product categories: health and wellness; food and beverage; beauty and 

personal care; food and beverage; and home and electronical equipment, overall it 

consists of more than 1000 items, which cover variety of the well-known Danish brands.  
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5.  Discussion and analysis:  

In this part, as we discussed earlier, we choose the business model canvas as a tool to 

combine with the empirical data of the information from the three conducted in-depth 

interviews for describing, analyzing and discussion the business model of Air store. In 

the thesis, we agree upon that a business model can best facilitates description and 

discussion through this business model concept. The business model is like a blueprint 

for a strategy to be implemented trough organizational structures, processes, and systems 

and is covering the four main areas of a business: customer, offer, infrastructure and 

financial viability (Osterwalder & Pigneur 2010).  

 

In order to, comprising the current status of nine key BM components. Data on 

complementary attributes such as types of market potential and consumer behavior are 

also collected, and used to understand differences more in details among this types of 

BMs. To identify the real evolving paths, the three in-depth interviews were conducted 

of the represented SME case company Air store both form key customers and company 

manager side. Through the interview, we are able to identify how those component are 

interrelated function together in terms of BM. It is able to position the present and future 

dynamics of SMEs' BMs under this choosing structure. In the end, the evolving paths are 

visualized, enabling us to identify some typical paths. 

 

Customer segments 

This part consists of the groups of people or organizations Air store aims to propose and 

serve its value offering. Customers comprise ‘the heart of any business model’, as without 

profitable customers, no company can survive for long (Osterwalder & Pigneur 2010). 

The business must work to understand who the customer is, in order to make sure that it 

is attract to its customer segment. If you can target the right niche and successfully 

connect with enthusiasts and their needs, you can do very well for your business. 

Customer segmentation is the process of dividing customers into homogeneous groups 
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on the basis of common attributes (Böttcher et al. 2009). Once this decision is made, a 

business model can be carefully designed around a strong understanding of a specific 

customer needs. Customer segmentation can contribute to a better understanding of the 

characteristics of customer behaviors in market, and help sellers to make appropriate 

marketing strategies according to different customer groups (Raju et al. 2006). It is crucial 

for a firm to understand the value proposition, distribution channels, customer 

relationship between different customer segments. In the end of this section, it aimed to 

answer the follow questions: For whom are we creating value? Who are our most 

important customers (Osterwalder et al. 2010)?  

 

Background of Retail in China 2016 

Despite the slowdown in momentum in store-based retailing, internet retailing is expected 

to record a double-digit value CAGR in the forecast period at constant 2015 prices, driven 

by the strong demand for this retail channel, and its advantages in terms of convenience 

and low prices (Euromonitor 2016). Increasing disposable incomes, rapid urbanization 

and rising living standards have led to higher demand for high-quality and foreign 

branded products, and more willingness to pay for these products amongst local 

consumers. To keep up with this trend, foreign retailers made efforts to approach Chinese 

consumers with various tactics (Euromonitor 2016). One common practice is 

collaboration with Chinese e-commerce platforms; Air store gained its presence of 

Chinese online consumers via opening three online stores on Tmall.com, JD.com, and 

24-time.com in 2014 (Airstore.dk), as same as the strategy applied of the warehouse club 

retailer Costco improved its presence of Chinses consumer via Tmall.com in the same 

year. However, online shopping is a complex process influenced by the factors of 

products, technologies, sellers etc.(Katawetawaraks & Wang 2011), the effect of all the 

factors would eventually be reflected in the results of the transactions (Liu et al. 2015). 

 

Pure e-commerce operators will further strengthen their alliances with retailers in other 

channels. For instance, the internet operator Alibaba and department store operator Intime 

will work together to offer consumers an online shopping experience connected to 
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Intime’s physical stores and membership system (Euromonitor, 2016). This new model 

of business development Air store did consider to adopt for the its growth strategy, in 

2015, it opened 13 offline show rooms of different cities in China to reach more consumer 

(airstore.dk).  Therefore, in order to achieve success in China, companies will need to 

investigate the various online business owner and consumer demands further, and 

implement a customized strategy, rather than just copying the business model used in the 

Western country.  

 

Chinese E-commerce market  

TaoBao, the Chinese biggest online shopping website, has become the largest shopping 

website in the world, with far more transaction account than both eBay and Amazon. By 

the end of 2011, the biggest daily turnover of TaoBao was 438 million RMB, which is 

even more than the sum of daily retail sales of Beijing and Shanghai. On the Singles’ Day 

of November 11, 2012, the sales in Taobao broke through 19.1 billion Yuan of RMB (Liu 

et al. 2015) 

 

The Chinese online consumer 

In terms of transaction results, shoppers include both the purchasers and non-purchasers. 

The motivations to study Chinese online purchaser segmentation are: firstly there is a 

very large population of and active online purchasers in Chinese C2C E-commerce 

market (Liu et al. 2015); and in order to better understand purchasing behaviors and 

develop successful marketing strategies to enhance purchaser loyalty and repeat purchase 

intention (Wu & Chou 2011). According to McKinsey research report about Chinese 

online market, there are some unique features about Chinese online market, such as, 

Chinese online purchasers are more price-sensitive, and a majority of online transaction 

is the replacement of offline transaction because of the poor infrastructure of offline 

market, etc (Liu et al. 2015).   

 

Liu et al. (2015) conducted a study based on the data exclusively from Chinese E-

commerce. Based on the real transaction data from TaoBao, the biggest C2C E-commerce 
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web site in the world, we clustered the purchasers by using refined purchasing behavior 

indicators into six types: economical purchasers, active-star purchasers, high-loyalty 

purchasers, direct purchasers, risk-averse purchasers and credibility-first purchasers (Liu 

et al. 2015). The highest sensitivity for price it the economical purchasers consist of over 

20 percent of the whole online purchaser population, it is also the largest group among 

Chinese purchasers (Liu et al. 2015).  

 

As to Air store’s B2C business which means it is selling directly to the end consumer that 

will be using the product. Even though typically, this is the most common type of business 

model and what most people think about when discussing building ecommerce businesses. 

However, this is not the area Air store business model chose to mainly focus on. As Ms. 

Gu said in the interview “Business customers are our most important customers”, this 

counts larger amount of profit overall. The individual customer transactions get to know 

them mostly from both the Air store self-owned three online platforms which each of 

them has a large amount of visitors as the numbers mentioned earlier (tmall.com, 

Jindong.com, 24-time.com) and also the recommendation from existing customers. 

Purchaser loyalty is critical for the survival and success of any online stores (Chiu et al. 

2014)  

 

Generally, there are three main promotion strategies used by online shops, one is price 

promotion, namely improving transaction volume by reducing price; one is advertisement 

promotion, namely increasing users’ click stream by online advertisement, and then 

improving the trading frequency; And the other one is word-of-mouth promotion, which 

means attracting more purchasing purchasers by word-of-mouth and comments (Liu et al. 

2015). Traditional economics point out that price is an important factor affecting 

commodity trading. Generally speaking, price and trading volume are inversely 

correlated, and the higher the price is, the lower the trading volumes. Online shoppers 

also pay more and more attention to the convenience of saving time in purchasing process 

which is highly correlated with users’ experience of online shopping (Reynolds & Beatty 

2000). 
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The Chinese online shop owner 

“Business clients are the most important target group for us, it counts more than 60% of 

our profit” the operational manager Ms Gu said in the interview, as the company’s 

business related to this specific group (B2B) counts more than 60 percent of its profit”. 

Business clients are more price-sensitive and individually, always have some different 

and special requirements (for example: every time, asking for a free present, or want to 

take a picture of the purchasing products etc.) if you make them satisfied of their special 

requirement they will almost always order in larger quantities than individual consumers 

(in average:20 times more) said Ms. Gu. Once established a rapport and earned their trust, 

you open the door to a long-term, high-volume profitable relationship. The two 

interviewees who I selected for this thesis are both from Airstore’s VIP customer list 

(business clients): Monica and Chan are both acted as online- shop owner and also the 

business clients for this company; they both have their own stable customer-base who 

purchase directly from their-owned retail shop/online shop. Everyone Chinese living 

aboard has a contact in China want to build a second income stream. Like Chan and 

Monica, as the main business customers of air store, they mainly use word-of-mouth 

promotion, supplemented by price promotion strategy to build up the trust and attract 

more consumers. Who can be the online shopper owner, in china who already sell the 

similar categories products, who has a Taobao crown shop, in Denmark those who have 

contact to China, can simply open a online shop with not requirements or just by contact 

sell the product to their personal connection.  

 

The logistic manager of the Air store Mr. Han said in the interview that “we have two 

different customer segments, one is individual consumers and another one is Business 

consumers, both segments have similar but”. (Osterwalder et al. 2010) named this type 

of customer segments as Segmented when that some business models distinguish between 

market segments with slightly different needs and problems. According to what he said 

this will has implications for the other building blocks of Air store’s Business model, such 

as the value proposition, distribution channel, customer relationships, and revenue 

streams as to the both segments have similar but varying needs and problems (the same 
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kind of products but for different purpose and quantities). However, as Chan mentioned 

in the interview: “customer service of Air store simply trade everyone under the same 

conditions, even me as one of the VIP customers for this company the waiting time on 

QQ sometimes could be really long, the service quality is variable, depend on which 

employee (newbie or experienced) she will encounter, from person to person there are 

big difference of the result she will get in the end”. She also suggested that: “company 

should have one or two customer service she can always go to, for handling all the (B2B) 

business customers, let the the whole process become more efficient. Let them feel a little 

special as an VIP customer”. This indicated that what the manager believe what they are 

doing is not what their customers experiencing. As different types of customer segments 

concern about different features, and have different sensitivity to different promotion 

strategies, however Air store is not focus on differentiating servicing and promotion 

strategies towards to the two different target customers. The result turns out that Air 

store’s business model is still focused on the mass markets do not distinguish between 

different customer segments even though they admitted that they do have two different 

customer segments. According to Osterwalder et al. (2010) this types of customer 

segments named Mass market which means that the value propositions, distribution 

channels, and customer relationships all focus on one large group of customers with 

broadly similar need and problems. However, actually Air store is targeting two customer 

segments, it should have a separate value proposition for each segment based on what 

Osterwalder et al. (2010) suggested for the company who has a segmented type of 

customer segment. It could conclude that instead focusing on a mass market customer 

segment, Air store business model should distinguish between market segments (as to it 

is targeting both business customers and individual customers) with slightly different 

needs and problems (Osterwalder et al. 2010). 

 

Summary: Based on the understanding of the definition of business model canvas theory, 

we could find out that Air Store is facing a segmented style of customer segment. As a 

result of the reality that it is working towards two different customer segments, which are 

business to business and business to customer. The purchaser segmentation is a very 
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important in segmentation area study (Liu et al. 2015) However, its current business 

model strategy is only focused on mass market does not distinguish between different 

customer segments. 

 

Channels 

This building block defines how an organization communicates with and provides value 

to its chosen customer segment (Martin, 2015). Last chapter we talked about how does 

Air store define or choose to define its customer segments, in reality it has two different 

customer groups, one is individual customers group and another is business customers 

group, however, the company does not distinguish between these two groups, it still use 

the same products promotion strategies, offer the same type of service towards the whole 

group unless the customer asked specifically. In this parts, it will discuss and analysis 

about the channel of Air store. The channel building block describes how a company 

communicates with and reaches its customer segments to deliver value proposition 

(Osterwalder et al. 2010). Channels it also means the medium by which customers interact 

directly with Air stroe. In order to get to know the channel of Air store, based on 

Osterwalder et al. (2010) company should have an clear answer of the listed questions 

below: How are they reaching customers now? How are their channels integrated? Which 

one works best? Which ones are most cost-efficient? How are we integrating them with 

customer routines (Osterwalder et al. 2010)? Channels are the touch points through which 

an organization liaises with its customers and as such, play a huge role in defining the 

customer experience (Osterwalder et al. 2010). Typically, channels have five distinct 

phases namely: 1. Awareness; 2. Evaluation; 3. Purchase; 4. Delivery; 5. After sales. Each 

channel can cove some or all of these phases and finding the right mix of channels is 

crucial in bringing a value proposition to market (Osterwalder et al. 2010). Ms. Gu 

explained that: “Customer service department is the only human interaction for the 

company with its customers, this process normally concern about three main stages first 

before sales: communicating with customer, providing products information and 

recommendations; second in the sales: teach them how to track the deliveries; lastly: after 
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asking for customer service reviews, fixing customer’s problems, identifying recurring 

issues and tracking the behavior of merchants”.  

 

In general, nowadays companies have the choice of using physical channels or 

web/mobile channels to deliver their services to their customer segment. And with well-

functioning distribution setup the vast majority of its customers receives Danish goods 

within ten days after the purchase (PostNord, 2016). The owner of the company Wen Jia 

commended that: “It’s all about a result of the cooperation with China Post which with a 

wide distribution channel throughout China. With an another transport company we 

would only reach customers in major cities”. 

  

With the increasing prevalence of smartphones and declining online data fees, mobile 

internet retailing is expected to grow rapidly, and spending via mobile terminals is 

expected to account for a 67% share of overall value sales in internet retailing in 2020 

(Euromonitor 2016).To be specific, mobile internet retailing is booming in China, 

accounting for a 51% share of overall internet retailing in value terms in 2015, because 

of changing shopping behavior (Euromonitor 2016). Ms. Gu said in the interview: “Air 

store mainly communicate to its customers through QQ, Wechat, Wed sites and phone. 

Especially QQ and Wechat are the most popular channels, because from these channel 

could function in the all phases. From creating the awareness till offer additional services 

after sales”. She also mentioned that “they prefer to use QQ as the chatting channel the 

most, as they pay a monthly fee to the Tencent that they could receive a very convenient 

service which they could have the ability to save all the chatting information online as 

share within the company circle. It is easy for them to manage and check the service 

quality at any time”.  In China, retailers are not only developing their own mobile-

optimized online shops; some retailers are also creating a WeChat store within their 

accounts, currently it is not the case of Air Store (Euromonitor 2016). 

 

As to the question of “Though which channels do our customer segments want to be 

reached?” Monica said that “I am very satisfied that the company use the QQ to update 
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the new products and new promotion information every Monday 10 am on time, as a B2B 

customers, this service could help me keep updating and promoting the promotions on 

my own channels, it is very convenient for adapting to my regular routine”.  Furthermore, 

Chan answered that “I prefer to talk and ask products or service related questions to Air 

store on QQ or phone, as these are easy to reach as long as you have a phone on your 

hand, however, as to the ordering, she prefer to use e-mail to confirm all her orders, 

because it is more precise and easy to get to back to and also it is much easier for me to 

put a large number of inquiries at the same time in a very structured, I think this will save 

me a lot time also for the companies to manage the orders later”. We could understand 

from here that actually there is a difference from different channels from the customer’s 

perspective, however from the company’s perspective it is almost the same besides data 

storage and sharing function within the firm. Air store should put more attention here as 

finding the right mix of channel to satisfy how customers want to be reached is crucial in 

bringing a value proposition to market (Osterwalder et al. 2010). To answering all the 

questions through a deep understanding from the two different customer targets, as to the 

reason that it has a Segmented types of customers (B2C and B2B) instead of the Mass 

market type which it is currently employed, it is very important task for Air store. In the 

end, Air Store should find itslef the right balance between the different types of channel 

(direct and indrect), to integrate them in a way to create a great customer experience, and 

to maximize revenues (Osterwalder et al. 2010). 

 

Most companies have a different method to attract target customers and to retain a good 

relationship with them. To be specific, that channels and customer relationships are both 

very important building blocks of a company linking with its target customer segments, 

the next chapter we will describe how Air store try to establishes a specific relationship 

of its customer targets.  

 

Summary: For reaching and raising the awareness of the customers, Air Store holds three 

online platforms: two of them are indirect which are from partner channels (Alibaba.com 

and JD.com) and one direct self-owned channel (24-time.com). The channel phases are 
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completing by combination of the contacting with customer services through QQ, Wechat, 

and Email (the most popular social network channels in China) and the cooperation of 

Post Denmark and the China Post for delivering the products. Finding the right mix of 

the channel to satisfy how customers want to be reached is crucial to create a great 

customer experience, and to maximize revenues. 

 

Customer relationship  

Understanding how to effectively manage customer relationships has become a very 

important topic to both academicians and practitioners in recent years (Reinartz et al. 

2004). According to the 80/20 rule, 20% of customers provide organizations with 80% of 

sales (Ryals & Knox, 2001), which emphasizes the need for organizations to retain and 

engage in long-term relationships with profitable customers to maximize profits. Whether 

business to business or business to customer and whether manufacturing or services, there 

has been a shift over the past 10 year to relationship marketing which means building 

longer-term relationship with customers, this is because acquiring customers is relativity 

expensive, and retained customers are generally more profitable (Ryals, 2008). The 

customer relationship called for by a company’s business model deeply influence the 

overall customer experience (Osterwalder et al. 2010). Based on what Osterwalder et al. 

(2010) suggest an effective way to understand how Air store effectively manage its 

customer relationship by answering the questions listed below: What type of relationship 

does each of our customer segments expect us to establish and maintain with them? 

Which ones have we established? How costly are they? How are they integrated with the 

rest of our business model?  

 

At its core, customer relationship management is about acquiring customers, knowing 

them well, providing services and anticipating their needs (Goodhue et al. 2002). One of 

the most important functions of customer service is helping people find what they are 

looking for, at Air Store this includes product recommendations from trusted employees 

(I. Euromonitor 2016c). Puschmann (2001) argued competitive advantage cannot be 

achieved by purely differentiating products alone, but through enhanced customer 
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relationships. The logistic manager of Air store commended that: “our product prices 

along are definitely not the cheapest within the market, however we aim to offer the 

highest value of the product combine with the service quality. However, for the last two 

years, Air store’s business is growing rapidly, the more business we generate through the 

platforms, the more complicated it become to ensure the same level of customer 

experience. This is a big challenge for us at this moment”. Goodhue et al. 2002）also 

argued that firms require a change in mindsets, just to become customer-centric an 

integrated information system that supports customer relationship is not enough. And 

successful example with similar concept could be find is the e-commence company: 

Zaopps which it is well-known by providing value for money: not necessarily the 

cheapest, but quality brands backed by excellent service and maintaining a friendly caring 

appearance, though training at all levels and a presence on the most popular social media 

sites. This company has grown by search engine marketing and word-of mouth 

recommendation (E-commence-digest.com n.d.). 

 

In order to become customer-centric company, customer relationship management (CRM) 

can be the strongest weapon you have as a manger to ensure that customers become and 

remain loyal (Anderson, K. and Kerr 2002). However, Anderson and Kerr (2002) claimed 

that CRM does not just belong to sales and marketing, it is not the sole responsibility of 

the customer service group, CRM must be a way doing business that touches all areas. 

As Ms. Gu also answered in the interview: “how to manage the relationship with our 

customers, it is always the hardest, very time consuming practice. For example, how to 

gain their trust and keep them loyal are the most important among the company activities, 

they always try to improve and constantly adjust it based on the customer’s requirements 

in order to find the best way for dealing with customer relationship.” She commends that: 

“for us, to find the most suitable way of touchpoint to our customers at the first hand and 

communicating with them properly is the most important activities.” As a company serves 

the segmented style customers, which means Air store has two different group of 

customer segments, at this moment, they treated all the customer as the same, no matter 

which group (B2B, B2C) they are belong to, how profit are them. However, as 
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Osterwalder et al. (2010) emphasized in the book, as relationships established between 

different customer segments and the company, is very important for customer experience 

maximization. What Air store is currently doing according to the Osterwalder et al. (2010) 

we could define it as ‘personal assistance’, which means this relationship is based on 

human interaction.  

 

The customer can communicate with a real customer representative to get help during the 

sales process or after the purchase is complete (Osterwalder et al. 2010). As MR. Han 

said in the interview that: “Our customers contact us mainly through QQ and Wechat the 

both are the most popular Chinese mobile social network and few of them contact us 

through e-mail, the problem here is that due to our business is growing sharply the 

quantity of the customer is becoming more and more, this work is becoming very tough 

for our customer service team.” On the other side, the key customer of this company Ms. 

Chan said in the interview that: “the waiting time of getting the service on QQ or Wechat 

is becoming longer and longer, sometime I even spent the whole morning to wait for one 

answer, this makes me much harder of doing my business and wasted a lot time. Because, 

sometimes I have like 20-30 orders at the same time just need a confirm of a specific 

question before I send these all to the company, I really want the company find a specific 

person which I could always go to, save some time of my business.” She added that: “I 

do not need a lot of time for completing my requiring, because as a long term customer, 

I am very familiar of all the products, just for some special occasion I will need some 

help, so it will be very effective if Air store can dedicate a customer service serve me or 

a small group of VIP customers specifically. This will be very helpful of doing my 

business and also will help us building a deeper relationship in between.”  According to 

Osterwalder et al. (2010) the type of relationship of what Chan is claiming for is named 

‘dedicated personal assistance’ and this relationship involves dedicating a customer 

representative specifically to an individual client. Similar relationships can be found in 

other businesses in the form of key account managers who maintain personal relationships 

with important customers. As to the more dedicate service towards to the important 

customers which it is the area, Air store is currently not focus of doing. It has no key 
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account manager until now, however the managers did noticed that their business 

customers are more profitable (60%) than their individual consumers. Retailers that 

provide the best tools to solve these problems will perform best, because they provide an 

experience that appears tailor-made to the user (I. Euromonitor 2016c). 

 

According to the type of customer segment and channels of the Air store current business 

model we discussed above, as to the customer relationship, it has only one way of offering 

the service which called ‘personal assistant’. As Ms. Chan recommended for how to 

managing her relationship with the company, for her to offer a dedicated personal 

assistance this could enhance her experience overall. It is up to online stores to know for 

themselves what their customers want out of a shopping experience (I. Euromonitor 

2016c). Once they have found what they want, company will need to making sure that 

payment and delivery run smoothly (I. Euromonitor 2016c). Considering that word-of-

mouth marketing is one of the most powerful forms of marketing especially for e-business 

company, the best way to achieve this is to give them options, allowing them access in 

whatever way happens to suit them best at the time (I. Euromonitor 2016c). It makes 

sense to deliver a more dedicated customer experience to Air Store’s B2B clients as Ms. 

Chan suggested which could make them feel more special, in the end, gets people talking 

and recommending to others.   

 

Summary Air Store currently applied the type of personal assistance for all the customer 

segments both B2B and B2C which means the current established relationship is based 

on the human interaction with a random employee from customer service team. As the 

reason of the rapid growth of the Air Store’s orders, the waiting time of getting the service 

is becoming very long. For some of the important business customers, they started to 

expecting the company to form a key account manager who could maintain personal 

relationship with them specifically make the whole process much more efficient. They 

are expecting a dedicated personal assistance with Air Store for a better customer 

experience in the future. 
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Revenue streams  

The revenue streams building block represents the cash a company generates from each 

customer segment and it calculated before cost deduction (Osterwalder et al. 2010). As 

the case company is doing business towards two different customer segments- B2B and 

B2C. E-businesses in the B2C segment in recent years has been impressive and it is also 

widely projected that the B2B segment is for a growth as well (Mahadevan 2000). 

However, a consistent definition and a framework to generate revenue streams for each 

customer segment for a business model for e-business is still not exist. In order to define 

it properly, Osterwalder et al.（2010) suggested the firm should firstly ask the question 

of ‘for what value are our customers really willing to pay?’ As it identifies certain factors 

when customers decided to make the purchase. A business model can involve two 

different of revenue steam which are either transaction based resulting from  one-time 

customer payments or recurring revenues resulting from ongoing payments to either 

deliver a value proposition to customers or provide post-purchase customer support 

(Osterwalder et al. 2010). 

 

There are different methods by which revenue streams can be created by a business model. 

An asset sale is the most widely understood revenue stream derives from selling 

ownership rights to physical products, is completed, when the buyer acquires the assets 

dropped by a company (Osterwalder et al. 2010). This method is also the main method 

applied in Air store, as its business is still mainly by selling real physical products from 

different on-line channels. An example of its process is when Air store sells a product to 

a customer, buy delivering this product to this person, it also sells the ownership rights to 

this purchaser, passing the customer the complete ownership over what to do with it. 

Furthermore, this type of revenue (asset sale) belongs to the transaction based revenue.  

 

As we mentioned earlier where customer segments are generally considered the heart of 

the business, companies must evaluate the worth of the value they provide to each 

customer segment. Because based on the question asked earlier, if a product is more 
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expensive than what the customer is willing to pay for it then it does not make sense to 

go further with this product. Revenue streams need to be as clearly defined as possible. 

In order to help company to build the revenue stream building block more effectively and 

clearly, answering the questions listed below could help (Anastasia 2015): 

1.   What benefits will encourage customers to pay more for? 

2.   How are they paying for these benefits right now? 

3.   What percentage of the total revenue does each revenue stream represent? 

 

There are two main types of pricing mechanism fixed and dynamic pricing and each 

revenue stream might have a different pricing mechanisms (Osterwalder et al. 2010). As 

Ms. Gu answered in the interview: “Air store has applied both mechanisms for their 

customers, due to the different customer segments they are facing at the same time. In 

general, for the most of their customers, they provide a fixed pricing menu, with the list 

price of all the individual products. The price depends on the number and the quantity 

they purchased, and as to some of our biggest business clients the list price could be 

change by face to face negotiating with us”. She added that: “the price of individual 

products could be lower to our key business customers, however it still counts more than 

60% profits overall, to make them satisfied is very important for our business, if it is more 

convenient for them, we may set up a monthly or weekly billing cycle where they could 

submit payment for all orders at each month or week.” It is important to takes the different 

target customer segments and them distinguish needs into account to specify their pricing. 

The revenue model should highlight how you are unique in providing value to your target 

consumer. As the Mr. Han said in the interview: “the price they set for the customers, it 

not the lowest in the market, but it you combine all the values the company offered overall 

including the service standard, the information accuracy, the effectiveness of the 

company, the large number of the inventory; our price will will be the best.” The revenue 

model they pick magnifying the value the company aims to offer. he type of pricing 

mechanisms chosen can make a big difference in terms of revenue generated (Osterwalder 

et al. 2010). Air store should select the revenue models that are the most fit to its context.  
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The revenue model should essentially help set the direction of the company’s 

development and the flexibility is a key characteristic to the revenue model. For Air store 

must be constantly looking at whether the revenue model is working for the business and 

finding out where future revenue streams will come from to ensure their financial success.  

 

Summary: Air Store are doing business with two different group of customer segments, 

online shopper and online business owner. It adapted a flexible style of the revenue 

streams, both fixed price mechanism (counts 40% profit) and dynamic price mechanism 

(60% profit) which open for negotiation for the price mainly for business customers. Air 

store selected the revenue models that are the most fit to its current context to ensure their 

financial success and it is constantly finding out where more future revenue streams could 

come from. 

 

Key resources  

The key resource building block describes the most important assets required to make a 

business a business model work (Osterwalder et al. 2010). Key resources can be physical, 

financial, intellectual, or human and it also can be owned or leased by the company or 

acquired from key partners (Osterwalder et al. 2010). Depending on the way the company 

choose to answering the question of: ‘What key resources do our value propositions 

specifically require?’ Physical assets includes manufacturing facilities, buildings, 

vehicles, machines, systems, point of sale systems, and distribution networks, and every 

company requires human resources, but people are crucial in business models in 

knowledge-intensive and creative industries, furthermore some business mode call for 

financial resource (Osterwalder et al. 2010). But essentially, these resources are needed 

in order to support the business and to create value for the customer.  

 

As to Air store, the Operational manager Ms. Gu answered in the interview: “the all key 

resource required for us, are related to three main stage of the whole business process: 1. 

the before sales include: the customer service employees, our three on-line webpage 

which is the platform new customers could find us; 2. The resource required for 
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processing and delivering the sales included: the warehouses both in Denmark and in 

China, the logistic team for packaging and delivering products the way the customers 

asked, the office building for them to work; 3. After sales: the stuff for communicating 

with customers and help them solve the problems. As our business is growing which is 

rely heavily on physical resources, and are often capital-intensive. It requires an extensive 

IT, warehouse, and logistics infrastructure.” Overall，the key resource to Air store would 

be the company’s physical assets: online platforms, employees’ working place, 

warehouse and also the customer service team without those resource that, they have no 

service to provide.  

 

Summary: Key resources can be physical, financial, intellectual, or human and it also 

can be owned or leased by the company or acquired from key partners. Specifically, as to 

Air Store’s value propositions which are high quality, low cost and convenient service. 

This includes: the effective networking with the key partners, the online platforms 

connect with the segment customers, physical and also the human resource for delivering 

the service.   

 

Key activities  

The key activities building block describes the most important things a company must do 

to make its business model work (Osterwalder et al. 2010) and to execute value 

proposition which is the value within your product or service which the customer buys. 

When defining key activities, it is important to assess company’s business in terms of: 

distribution channels, customer relationships and revenue streams. In this thesis, it started 

by asking the listed questions for the managers of the case company –Air store:  What 

key activities do our value propositions require? Our distribution channels? Customer 

relationships? Revenue streams? 

 

Ms. Gu answered that: “as same as the key resources required for running our business, 

the key activities are very much relevant, which are the activities happened during the 

process in order to deliver the products and service what the customer want. To ensure 
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the value propositions we insist to provide, which are low cost, convenient and 

professional service, both before and after sales.” As a result, the key activities for Air 

store are firstly to continuous training an experienced customer service team to provide a 

professional and trustworthy communication help customers solve the problems both 

before and after sales, and secondly to creating an efficient supply chain drive down costs 

and ensure that deliveries were made on time to meet deadlines and demand and to 

include tracking numbers with the order confirmations. 

 

Air store serves as both online retailer and also wholesaler by selling the products through 

other retailers. A key activity for Air store would be merchandising which refers to the 

variety of products available for sale and the display of those products in such a way that 

it stimulates interest and entices customers to make a purchase. As an owner of three well 

recognized online platforms, another key activity relate to platform management service 

provisioning and platform promotion and this kind of business model requires that the 

company continually develop and maintain its platforms (Osterwalder et al. 2010).  

 

Summary: The key activities of business model also based on the value proposition a 

company offer to its target customers. For case company, like key resources, its business 

model designed with a platform as a bridge of the Danish high quality products to the 

target customer of Chinese online consumers. For developing and maintaining its 

platform it requires to manage an efficient distribution channel.  

 

Key partnerships  

“If you don’t collaborate better with everyone in the supply chain you can guarantee you 

will never meet customer expectations,” said Scott Welty, Vice President of Industry 

Strategy for JDA software. In order to identify Air store’s key partners, in this thesis, it 

did ask the following questions in the interview with its Operational manager and Logistic 

manager in relation to its business (Osterwalder et al. 2010): Who are your key partners? 

Who are your suppliers? Which resources are you getting from your partners? And which 

activity do your partners perform? In order to reduce the risk of a business and increase 
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the operations, creating key partner relationships can be an important step. By strengthen 

relationship with key partners, it is more likely that customers will repeatedly buy from 

you and giving you a better reputation. The retailer-supplier relationship has long 

struggled with distrust stemming from both parties acting in self-interest (Fiorletta 2014). 

For example, you may have found a supplier that offered a good price, but later realized 

that its quality standards were low, or that its communication was unacceptably poor. 

Furthermore, without the proper collaboration between the key partners, it cannot create 

a proper and effective flow of inventory to meet customer demands to make sure receive 

the products on time. Mismatches between your needs and a supplier's offerings can add 

costs, cause delays, and even damage your organization's reputation. The later of the 

section, it will introduce the key partners of Air Store’s business as Ms. Gu mentioned in 

the interview.  

 

Post Denmark 

Overall, the figures speak also for themselves. A few years ago PostNord sent about 30 

tons of goods out of Copenhagen Airport a month from Sweden and Denmark to China, 

however, at not less than 50 tons per week by the end of 2015 (PostNord, 2016). In 2015, 

Post Denmark ferried 32000 packages from Air Store bound for China. The year before, 

the number of packages were just 3000. In one year, Air Store increased tenfold its sales, 

and the company has a good impression of the Chinese increasing desire to buy Danish 

quality goods online. Casten Osmund, Account Manager of Post Denmark “China has 

five customers in its portfolio, I think that there is much more to come in the Chinese 

market. We have not seen the top yet. Denmark has a very good reputation and special 

luxury goods is the new market” he says. Bureaucracy and cumbersome customs rules 

still characterizes trade with China, but the Air Store’s Director sees great potential 

(PostNord, 2016). “It's all about the wide distribution channel throughout China as a result 

of cooperation with China Post. Without a partnership of transport company, it would 

only reach customers in major cities”, said Wen Jia the director. And with well-

functioning distribution channel the vast majority of his customers receives their Danish 

goods within ten days after the order (PostNord, 2016). 
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Orkla Group 

Orkla Group, as one of Northern Europe's largest listed company, founded in 1654, owns 

thousands of products, but also shows the extraordinary strength in terms of nutrition and 

health products. Denmark Orkla Group on November 25, 2014, an official with the e 

Pharmaceutical Co., Ltd. (China Denmark Air Store ApS Partner) signed the China 

market development agreement. Denmark Orkla Group officially authorized in the e 

Pharmaceutical Co., Ltd. for its Möller's Tran, Pikasol, Livol, Unikalk, Maxim, Futura 

brands such as China market development partner. Chen in medical technology with a 

strong domestic distribution network and has extensive experience in the field of 

registration of new drugs and health care products for the Orkla Group's products quickly 

to enter the Chinese market has provided a guarantee. Meanwhile, Chen medicine valued 

Orkla Group's reputation, product research and development and quality control system, 

the cooperation will achieve a win-win. This means that more Chinese consumers to buy 

health care products to the original high-quality Nordic (Air Store.dk). 

 

Arla Foods AMBA  

Arla Foods is a farmer-owned cooperative, with 12,650 owners in seven countries, 

formed through the merger between Sweden’s Arla and Denmark’s MD Foods in 2000 

(Cohen 2012). Arla is a leading dairy producer in both Denmark and Sweden.The 

structure of cooperative is based on farmers being both suppliers and owners of Arla 

Foods. According to its mission, Arla is committed to secure the highest value for farmers’ 

milk while creating opportunities for their growth (Arla 2015). Arla is 7th biggest dairy 

company in the world in 2015 based on revenue and the world’s largest producers of 

organic dairy products (Arla 2015) 

 

Summary: Air Store as an online supplier in order to make the business model work, one 

of the motivations for creating current partnership is to assure reliable supply so called 

buyer-supplier relationships (eg: Arla, Semper, and Orkla). This is designed to optimize 

the allocation of resources and activities. As a cross border e-commerce company in order 
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to reduce of risk and uncertainty of the products delivering, the partnership of both 

countries choosing cooperate transport companies is also crucial for Air Store.   

 

Cost structure  

This building block describes the most important costs incurred while operating under a 

particular business model. Creating and delivering value, maintaining customer 

relationships , and generating revenue all incur costs (Osterwalder et al. 2010). In order 

to understand the cost structure of Air Store the listed questions have been asked in the 

interview with the Air Store’s Operational manager: What are the most important costs 

inherent in your business model? Which key resources are most expensive? Which key 

activities are most expensive? Why? 

 

“As an online retail company, the large proportion of the costs are remaining the same 

based on the contract we signed with our key partners once a year or once a quarter, the 

price is very much depending on the volume of the goods the larger the cheaper. However, 

the most expensive cost for us at this moment is the increasing salaries for our keep 

growing customer service team, as, it is very difficult for us to maintaining a personalize 

customer relationship and high standard service when the quantities of customers and 

orders is growing rapidly, this is very time consuming and hare to manage” said Ms. Gu. 

According to what she mentioned in the interview, it could be noticed that due to the 

economies of scale of Air Store currently owned that the main factors cause average cost 

per unit to fall as output rises.  

 

Summary: Creating and delivering value, maintaining customer relationships, and 

generating revenue all incur cost. For Air Store buying the reliable and inventories of 

what the segment customers need from its key suppliers is the most important cost of the 

company. Human resource of maintaining customer relationship is the most expensive 

for Air Store at this moment.  
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The Value proposition  

Definition: a value proposition is a positioning statement that explains what benefit you 

provide for who and how you do it uniquely well (Osterwalder et al. 2010). The value 

proposition usually creates value in three main areas: first, attracting user groups; second 

matchmaking between customer segments; third, reducing costs by channeling 

transactions through the platform (Osterwalder et al. 2010). Empirical data provided in 

this chapter was collected through the information of the in-depth interview with Air 

Store’s Operation Manager Ms. Gu and Logistic Manager Mr. Han provided answer of 

the questions asked in the interview listed below: 

 

•   What value do they deliver to the customer? 

•   Which one of their customer’s problems are they helping to solve?  

•   Which customer needs are they satisfying? 

•   What bundles of products and services are they offering to each customer segment? 

 

As the Logistic manager Mr. Han and Operational manager Ms. Gu both emphasized in 

the interview that the Air store key value propositions are the ‘directly purchase overseas 

and convenience on-stop online service’ factors that allowing them to expand into larger 

markets and deepen customer relationships. In just 2 years the company has grown online 

as both retailer and supplier (mainly selling children’s food and health care products) with 

a standard business model in order to dominate the online marketplace of importing high 

quality products from Nordic countries (currently: Denmark and Sweden) to China by 

powering its strength of fast growing numbers of buying power and financial resources. 

Notable in the above is that, its value proposition are‘low price and convenience service\ 

no matter the product or service is, it keeps these two things consistent. By doing this, 

Air store in one year increased tenfold its sales, and the company has a good impression 
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on Chinese market which leads to the increasing desire of Chinese consumers to buy 

Danish quality goods with a competitive price online (Postnord, 2016). In 2016, the 

company to continued its expansion into new market with the same type of business 

model in Denmark, as a results, in this new branch the value proposition remains the same 

(airstore.com). In order to understand Air store ‘s value proposition in details, later in this 

chapter, it will apply the value proposition canvas as an analysis framework: 

 

The value proposition canvas: 

The value proposition canvas has two sides: the side of customer profile helps clarifying 

your customer understanding; the side of value map describes how you intend to create 

value for that customer. In between of these two sides achieve fit when one meets the 

other (Osterwalder et al. 2014). 

 

 

Figure7: The value map proposition 

 

1.   What is current customer profile of Air store?  

Based on the suggestion of Osterwalder et al. (2014), in order to answer the question, this 

could be done by observing the target customers of Air Store. It consists of set of customer 

characteristics that you assume, observe, and verify in the market and it breaks the 

customer down into its jobs, pains, and gains (Osterwalder et al. 2014).  

 

Jobs are the things your customer are trying to get done in their life, the problems they  

trying to solve, and the needs they are trying to satisfy (Osterwalder et al. 2014), in the 

Value map 
Fit   

Customers 

profile 
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case of Air Store, jobs are that Chinese consumers showing strong demand for imported 

goods (I. Euromonitor 2016b); and also food safety concerns are all-time high 

considerations for Chinese consumers (Liu et al. 2013), there is the need for them to solve 

this problem. The customer pains describe anything that annoys them to get their jobs 

done, in the case of Air Store’s current business model focus are the customers pains 

obstacles of getting the products they needs the directly from origin conutries, without 

additional touch of all other channel in china, in order to avoid and eliminate the 

counterfeiting in China. Firstly, helping customer solving the food security problems 

(especially the food for babies) by providing and delivering healthy and high quality 

foods directly from Danish post company to the customers final address in China. 

Secondly, it also helps solving the problem of the difficulty process of buying by offering 

expert advice and guidance for its target customers and providing the one-stop shopping 

online. By mapping out all your potential customers’ important jobs extreme pains, and 

essential gains, it can go beyond the jobs, pains, and gains to address even better practice 

with its value proposition (Osterwalder et al. 2014). To provide additional value to your 

customers that compels them to purchase from you which is the best way to differentiate 

yourself in the market (e.g. shopify.inc).  

 

2.   Value map  

The value map describes the features of a specific value proposition in your business 

model in a more structured and detailed way. It breaks your value proposition down into 

products and service (Osterwalder et al. 2014). The value map includes the product and 

service the company offer, how to relives the pains that matter to customers, and how the 

products and service to create gains to target customers. As Air Store has two different 

customer segments end users and business clients. Osterwalder et al. (2014) suggest that 

best practice is make a value proposition canvas for every different customer segment. It 
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is crucial to acknowledge that products and service don’t create value alone only in 

relationship to a specific customer segment and their jobs, pains, and gains (Osterwalder 

et al. 2014). However, based on the answer they provide in the interview, they did not 

distinguish their value proposition according to the different customer segments yet. As 

a results, the products and service they provide are all the same for both segments 

customers.  

Product and service  

Product rang is mainly from baby foods (eg. Arla and Semper) and health care products 

(e.g. New Nordic and Orkla) and the service related steps are listed below: 

1.   Delivery your parcels to China 

2.   Sell your products directly to us and reach millions of customers 

3.   Keep synchronization strategically 

4.   Committed to care  

5.   Sharing 

 

Pain relievers and gain creator: 

They are both creating value for the customer in different ways (Osterwalder et al. 2014). 

The main goal of this section is to explicit Air Store’s way of value creation for target 

customers: 

•   Help customers solving the food security problems and build trust in long term  

Food safety concerns are all-time high considerations for Chinese consumers, studies 

show that safety concerns, health and quality consciousness are the top considerations for 

Chinese while choosing safe food (Liu et al. 2013). Unlike domestic purchases, cross-

border ones are assumed to take a while to deliver, so competing on price and 

merchandise are more important (I. Euromonitor 2016c). In China where counterfeiting 

is rife, the quality of the merchandise is even more important for Air Store that is 

considering selling. Chinese consumers are becoming more sophisticated and showing 
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strong demand for imported goods, which have perceived better quality control (I. 

Euromonitor 2016b).  

 

•   Solve the distance and delivering problems by one-stop shopping online 

“Our service allows our customers to complement their drop shipped items without 

having to deal with packing, shipping or warehousing and the same time with much 

cheaper price”, said Ms. Gu. The kind of service is very convenient and saving a lots of 

costs to its target customers. Save time, save money and save effort are the main values 

of Air store’ service to its customers.  

 

•   Get advises and support from customer service for 24 hours 

Offering expert advice and guidance for its target customers is the best way to 

differentiate yourself in the market is to provide additional value to your customers that 

compels them to purchase from you. Online businesses that communicate with their 

customers on a more personal level(I. Euromonitor 2016c). For example, content in the 

form of really great product descriptions, wed shop setup guidance etc. The customer 

service team of Air Store is setting out to solve customer's problems. Being able to offer 

specific guidance on what types of products are best suited for specific environments and 

customers is a great way to add value. The company should firstly train your customer 

service to know their products very well and as the same time to understand their 

customers’ needs quickly. Cross-border demand indicates that the future will see many 

companies attempting to build on this trust internationally (I. Euromonitor 2016c). 

 

The fit 

Searching for fit is the process of designing value propositions around products and 

service that meet jobs, pains, and gains that customers really care about (Osterwalder et 

al. 2014). Having the evidence that the Air Store’s business model is doing really well, 

that in the beginning, the company had two employees apart, today, it has 14 employees 

in Denmark and 74 in China (Kjar 2016). Air Store is selling Danish goods to the Chinese 
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market, by one-stop shopping which the aim of this service is insisting of having anything 

customer want delivered right to their door, it started specialize in product categories like 

baby foods, health care etc. According to Mr. Han the Logistic manager of Air Store, this 

company has built its business model on this types of value proposition which is similar 

to Amazon by lowering prices of products, minimal delivery costs and favorable tax laws 

to pass on as much value to the consumer as possible (I. Euromonitor 2016c). Business 

is doing so well that its director Mr. Jia is expecting a turnover of DKK 100 million in 

China in 2016 (Kjar 2016). The fit of company’s supply and demand side factors has been 

synergistic. These evidence could be support that Air Store’s current value proposition 

did achieve a business model fit (Osterwalder et al. 2014) which means its value 

proposition creates value for customers and its business model create value for itself.   

 

 
Figure: Source from: I. Euromonitor (2016b) 

Summary: The value proposition of Air Store which it is similar to Amazon by lowering 

prices of products, minimal delivery costs and favorable tax laws to pass on as much 

value to the consumer as possible. Companies that are willing to provide more are finding 

that there are customers who are willing to pay more as well (I. Euromonitor 2016c). Base 

on the financial evidence provide by Air Store, its current value proposition that allowing 

it achieve a business model fit and which also helps expand its business model into larger 

markets (e.g. Sweden) 
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6.  Business model dynamics  

Understanding changes in the environment helps you adapt your business model more 

effectively to shifting external forces. Furthermore, business models are designed and 

executed in specific environments (Osterwalder et al. 2010). Developing a good 

understanding of your company’s specific environment helps you developing a more 

competitive business models. In former chapter, it is focus on describing, discussing and 

analyzing Air Store current business models, and it explained the nine building blocks 

specifically which facilitate the overview of business model. This chapter, the authors 

have taken a step toward the external trends through the business model perspective.  This 

will help company constructively question established business models and strategically 

examine the environment in which its business model functions (Osterwalder et al. 2010). 

It will focus on two main areas: the business model environment and business model 

dynamics, at the end, we will try to answer the question of: “how should your Air Store 

‘s business model evolves in light of a changing environment?” 

 

Business model environment:  

Continuous environmental scanning is more important than ever because of the growing 

complexity of the economic landscape, greater uncertainty and severe market disruptions 

(Osterwalder et al. 2010). Osterwalder et al. (2010) suggest four main areas for mapping 

companies business model environment and reflecting on what trends mean for the future 

of your company, these are: 1. Market force; 2. Industry forces; 3. Key trends; 4. 

Macroeconomic forces. In the following pages, we describe the key external forces that 

influence business models and categorize them using the four areas just mentioned. The 

evolution of internet retailing often follows a similar path, regardless of the country (I. 

Euromonitor 2016c). A good understanding of the environment will allow you to better 

evaluate the different directions in which your business model might evolve (Osterwalder 

et al. 2010).  
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Market force 

Market issues: It is about identifies key issues driving and transforming your market 

from customer perspective (Osterwalder et al. 2010). It consists of the answers of 

questions listed below: What are the crucial issues affecting the customer landscape? 

Which shifts are underway? Where is the market heading?  

 

Air Store by starting as a small e-commerce company in Copenhagen in 2013, which is 

selling Danish products on the Chinese e-commerce market. It has expanded to offer both 

business to business (B2B) and business to consumer (B2C). China’s e-commerce space 

has already become crowded, but there are still opportunities for start-ups which are able 

to create an innovative model or segment the market to carve out a niche (I. Euromonitor 

2016b). As Chinese internet users have also grown sharply over the period, averaging a 

compound annual growth rate of 17.9% (Marketline 2013). Despite concern over the 

Chinese economy’s performance, this number is likely to continue expanding in the long-

term (Marketline, 2013). McKinsey Global Institute predicts that 10-15% of Chinese 

retail will be through the e-commerce channel by 2020 and the report also praises the 

Chinese consumer are embracing modern trends.  

 

In China, on-line shoppers begin making purchases with discretion that will look where 

delivery is relatively simple, and where products are standardized and easily comparable 

(I. Euromonitor 2016c). The Economist believes in the Chinese market for e-commerce 

company to become success should have the understanding of two key elements of the 

Chinese consumer psyche; frugality and caution (Marketline 2013). For example, 

Alibaba.com-by making its services free and providing an independent verification 

system, has attracted impressive success in the domestic market. On the opposite, eBay 

was forced to exit in 2006 after failing to comprehend the Chinese consumer’s psyche in 

the same manner as Alibaba did (Marketline 2013). Furthermore, with the strong push of 

Alibaba and JD.com etc., the key e-commerce players in the Chinese market, many issues, 

such as international payments, long shipping times, the issues of high shipping costs and 
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language barriers have been resolved, making it possible to shop online globally (I. 

Euromonitor 2016b). Their trust in the channel and the mature of process, encouraging 

them to purchase more goods across more categories (I. Euromonitor 2016c).  

 

 

Figure: Source from: I. Euromonitor (2016b) 

 

By catching these opportunities in the Chinese market it helps making Air Store’s 

business model successful by enabling Chinese consumers to buy high quality products 

(e.g. baby food, health care products) directly from European countries, now it is 

considered as one of the biggest, fastest growing e-commerce players from Denmark to 

China (airstore.dk). 

 

Market segments 

In this part, it identifies the major market segments, describing their attractiveness, at the 

same time try to answering the questions below: What are the most important customer 

segment? Where is the biggest growth potential? (Osterwalder et al. 2010)? 

 

As Air Store’s customer segments are the digital consumers from China. According to 

the research Alizila, a survey of Chinese consumers identified price competitiveness as 

the main reason for shopping online, with 52% of respondents saying it is a significant 
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factor for them (Marketline 2013). However, Chinese consumers have perceived better 

quality control for imported goods are becoming more sophisticated and showing strong 

demand and this applies particularly to middle class consumers, who enjoying with rising 

disposable incomes (I. Euromonitor 2016b), which are also the most important customer 

segment for Air Store.  Furthermore, the demanding for the increasing transparency 

regarding information and commerce as well as growing concerns about product safety 

and quality are both the crucial factors for online consumers (I. Euromonitor 2016b).   

 

Over 44% of online shoppers in the survey check social media before making a purchase, 

which means consumer online reviews are carefully checked before a purchase is made 

and 12% of online payments were made by mobile according to research done for Alizila 

(Marketline 2013). The social shopping phenomenon of the Chinese market is one of the 

key reasons for companies seeking to further itself by taking interests in social media and 

mobile paymen (Marketline 2013). For example, Alibaba took an 18% stake in Weibo, 

and is also committing to gain an advantage in mobile payment via smartphones and this 

indicate that It is acutely aware of the tendencies of the Chinese consumer (Marketline 

2013). 

 

Needs and demands  

As to this part, it outlines market needs and analyzes how well they are served 

(Osterwalder et al. 2014). Firstly the need for third party’s verification and the needto 

fight counterfeiting: The profligacy of counterfeit goods and fraud makes Chinese 

consumers very wary, so the company has provided instruments to help build trust 

between the parties (Marketline 2013). The demand of an independent verification 

service that sellers are vetted by an independent third party is increasing (Marketline 

2013). International expansion may also be affected by Chinese counterfeiting tendencies; 

until recently the US government had Taobao on its “notorious markets” list due to an 

abundance of vendors selling counterfeit goods (Marketline 2013), consequently 

increased cross-border e-commerce significantly in 2015(I. Euromonitor 2016b). 
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In this part, it discusses about the elements related to customers switching business to 

competitors: What binds customers to a company and its offer? What switching costs 

prevents customers from defecting to competitors? Is it easy for customers to find and 

purchase similar offers? How important is brand (Osterwalder et al. 2014)? 

 

Just like Air Store, many brands also do sell similar products through Tmall, JD.com 

directly from other developed countries. Although many of	 them still serves a sizeable 

host from of pirating vendors (Marketline 2013). It is not hard to find similar products 

from other online store like Air Store, however the will be a risk for receiving 

counterfeiting products which have been made in China, it remains a clear problem for 

on line consumer (Marketline 2013). To leverage and manage the distribution plans of 

large quantity of products, in order to directly export from overseas countries to Chinese 

consumers as cheaply and quickly as same as Air Store, the enter economical scale, 

required skills and resources are still high.  

 

Key trends  

In order to describes regulations and regulatory trends that influence Air Store’s business 

model, Osterwalder et al. (2014) suggest that to looking for the main factors of answering 

the questions below namely: Which regulatory trends influence your market? What rules 

may affect your business model? Which regulations and taxes affect customer trends? 

 

The 2008’s “milk scandal” forced the government to take decisive steps regarding 

improvement of dairy industry’s legislation issues as well as food safety and quality 

issues in order to rebuild trust in the dairy industry (Euromonitor 2015). This will help 

improve the domestic food qualities in the long-term, however it the food safety issue 

will still be a big wary for Chinese consumer currently.  
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The Chinese government launched the “Internet Plus” action plan in March 2015, and is 

committed to accelerating the construction and development of 4G networks and Wi-Fi 

coverage aiming to integrate the internet with traditional industries and fuel economic 

growth (I. Euromonitor 2016b). Backed by government reforms, the Chinese ICT 

environment is growing rapidly (I. Euromonitor 2016a). As a result, both online purchase 

and mobile payments are likely to be driven by the mobile trend, owing to rapid expansion 

to more merchants and industries.  

 

The second child policy was passed 2015 October under which married Chinese 

couples can have two children (Feng 2016). The National Health and Family Planning 

Commission announced it expected the two-child policy to boost birth rates by three 

million additional births a year, however, these numbers are not based on specific 

calculations but are rough estimates (Feng 2016). As to Air Store, it is mainly focusing 

on selling high quality and save baby foods from Denmark to China, the company would 

benefit a lot from this policy, as the all the children related products will have huge 

potential for growth in the near future. 

 

In this part, it describes key societal trends and identifies major societal trends that may 

influence Air Store business mode. Which shifts in cultural or societal values affect your 

business model? Which trends might influence buyer behavior? In China, people are 

changing their consumption and lifestyle habits that consumers are increasingly 

comfortable using their mobile devices to help manage all aspects of their lives (I. 

Euromonitor 2016b). Many Chinese consumers, even the older generation and those from 

rural areas, have been gradually adopting remote purchases, due to competitive prices, 

the wide range of products offered and convenient delivery (I. Euromonitor 2016b). 

Hence, Air Store as an e-commerce company, this social trends will bring more 

opportunities for scale its business.  Thanks to heavy promotions into rural areas and 

more efficient distribution networks, this also led to more consumers becoming 

accustomed to conducting digital purchases which benefits e-commerce company overall  

(I. Euromonitor 2016b). 
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The second key trend is to access the new social media trend- consumers are becoming 

more willing to actively search and research products through information channels, such 

as recommendations on social media (I. Euromonitor 2016b). Air Store can approach and 

target potential customers more precisely by observing consumers’ activities as well as 

purchasing habits and interests on social media (I. Euromonitor 2016b). The customer 

data capture capabilities have become a powerful means for it to analyze consumer 

characteristics and behavior, including demographics and geographical locations, content 

and product preferences, researching and shopping peak time periods (I. Euromonitor 

2016b).  

 

In this part, it outlines major socioeconomic trends relevant to Air Store’s business model 

includes namely: key demographic trends; characterize income; spending patterns and 

wealth distribution in target market, the level of disposable incomes; the population lives 

urban areas as opposed to rural setting (Osterwalder et al. 2010). With rising disposable 

incomes. Consequently, cross-border e-commerce increased significantly in 2015, and 

this applies particularly to middle class consumers (I. Euromonitor 2016b). The online 

cross-border shopping which also the main business focus area of Air Store which is 

expected to continue to drive dynamic growth in China (I. Euromonitor 2016b).  

 

Macroeconomic forces 

At this part, it outlines the Air store’s current overall conditions and the economic 

infrastructure of the market from a macroeconomic perspective in which its business 

operates. The Asian market is also expected to strong growth in online retail sales, in the 

first half of 2015, the online retail market in China surpassed $260 billion, representing a 

year-on-year increase of 40% (Marketline 2015). The number of businesses using the 

internet has increased since 2010, in 2015 was amongst the highest. Furthermore, 

according to International Euromonitor (2016a) in the 13th Five Year Plan, the Chinese 

government plans to further focus on developing ICT related technologies in order to 
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support small and medium enterprise industries by 2020. This will bring more potential 

growth for Air Store.  

 

Summary: In this chapter, on the business model environment we evaluated how market 

forces, industry forces, key trends, and macroeconomic forces dive us the design space to 

develop potential business model for the future. However, a competitive business model 

that makes sense in today’s environment might be outdated tomorrow (Osterwalder et al. 

2010). As a result, it is crucial for us to improve our understanding of company’s business 

model environment. With the strong push of the key e-commerce players in the Chinese 

market, making it possible to shop online globally Chinese consumer are most adaptable 

for embracing modern trends. The online consumers in China have become more 

accustomed to buying, their willingness to pay more has increased, but they demand a 

better service has increased as well. Pricing can be thought of as a store of trust for e-

commerce today. Following the successful selection of a product, payment and delivery 

will be counted upon the customer’s specific preferences. On-line shoppers begin making 

purchases with discretion. As to e-commerce companies that cannot offer the appropriate 

options for engagement risk losing their customers to competitor.  

 

Those with a more comprehensive strategy will have taken the time to build up their 

business model in addressing the requirements for continued success in a dynamic 

environment. While the market opens up from across the globe, as the environment is 

keep changing, there still plenty of problems to try to solve for company’s development 

in the future. 

 

 

 

 

 

 



                                                                            

         75 

7.  Conclusion 

Conclusion:  

The main question that this thesis set out to answer was this: 

How does SMEs business model influence the development of companies? 

 

As a result of the critical literature review, the authors have decided to choose a holistic 

approach of the business model canvas and follow this theoretical framework, it identifies 

the nine building blocks as the main components of business model. A business model is 

an important management activity that allows an organization to evaluate the health of its 

market position and adapt accordingly. The authors used a case study methodology to 

identify the business model main components and test empirically on the e-commerce 

company- Air Store. This framework allowed us to make a link between the theory and 

the real world case company, which proved that the key components of business model 

had a definite impact on company’s development, and further shown the needs and 

expectation of a competitive business model. This was done by firstly evaluating each of 

key components in detail. In the following, we described in further detail about how the 

discussion and analyzing the case study lead us to the main conclusion as just stated above: 

 

Customer segments: Based on the definition of business model canvas theory, we could 

find out that Air Store is facing a segmented style of customer segment. This is the “heart” 

of the one company’s business. For Air Store they are Chinese online shopper (B2C) and 

online owner (B2B). The managers are clear about that the customers are coming from 

different group however did not distinguish their market strategy from them yet. 

 

Channels: For reaching and raising the awareness of the customer, the channel phases 

are completing by combination of the contacting with customer services through QQ, 

Wechat, and Email (the most popular social network channels in China) and the 

cooperation of Post Denmark and the China Post for delivering the products. Finding the 
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right mix of the channel to satisfy how customers want to be reached is crucial to create 

a great customer experience, and to maximize revenues. 

 

Customer relationship: Air Store currently applies the type of personal assistance for 

all the customer segments both B2B and B2C which means the current established 

relationship is based on the human interaction with a random employee from customer 

service team. As the reason of the rapid growth of the Air Store’s orders, the waiting time 

of getting the service is becoming very long. For some of the important business 

customers, they started to expecting the company to form a key account manager who 

could maintain personal relationship with them specifically make the whole process much 

more efficient.  

 

Revenue Stream: Air Store are doing business with two different group of customer 

segments, online shopper and online business owner. It has adapted a flexible style of the 

revenue streams by both fixed price mechanism (counts 40% profit) and dynamic price 

mechanism (60% profit), which open for negotiation for the price mainly for business 

customers. Air store selected the revenue models that are the most suitable to its current 

context to ensure their financial success.  

 

Key resources: Specifically, as to Air Store’s value propositions which are high quality, 

low cost and convenient service. It requires an efficient distribution channel. This 

includes: the effective collaboration of its key partners, physical and financial resources 

(warehouse, showrooms); and also the human resource of the customer services who can 

communicate with Chinese online consumers. 

  

Key activities: The key activities of business model also based on the value proposition 

a company offer to its target customers. For case company, like key resources, its business 

model is designed with a platform as a bridge of the Danish high quality products to the 

target customer of Chinese online consumers. For developing and maintaining its 
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platform it requires to keep an eye on the entire path to purchase, from browsing to 

payment to post purchase.  

 

Key partnership: Air Store as an online supplier in order to make the business model 

work, one of the motivations for creating current partnership is to assure reliable supply 

(eg: Arla, Semper, and Orkla). This is designed to optimize the allocation of resources 

and activities. As a cross border e-commerce company the partnership of both countries 

choosing cooperate transport companies is also crucial for Air Store.  

 

Cost structure: Creating and delivering value, maintaining customer relationships, and 

generating revenue all incur cost. For Air Store, buying the reliable products and 

managing inventories of what the customer needs are the most important costs of the 

company. Human resource of maintaining trustworthy and quality customer service is the 

most expensive for Air Store at this moment.  

 

The value proposition: The value proposition of Air Store by ensuing the high quality, 

lowering prices of products, minimal delivery costs and favorable tax laws to pass on as 

much value to the consumer as possible. It provides the most trend products catering with 

more competitive prices and the guaranteed Danish quality due to direct partnerships with 

key suppliers and business model. Base on the financial evidence provide from Air 

Store’s, its current value proposition achieves a business model fit and which also helps 

expand its business model into larger markets (e.g. Sweden).  

 

The case study gave strong indications that components included in our business model 

are key to the case company’s business structure to keep competitive growth. Answering 

the main research question and sub-questions from this thesis will provide you with a 

good start to putting together major components of your e commerce business model. 

However, as stated in our methodology a single case study is not enough to generalize. It 

is also important to acknowledge that without the concerns of the dynamic environment, 

a competitive business model that makes sense in today’s environment might be outdated 
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even obsolete tomorrow. A competitive business model that makes sense in today’s 

environment might be outdated tomorrow. The business model literature offers insights 

which accommodate for these limitations, as it is recognized that a dynamic attitude is 

important. The entirety of the study conducted in this thesis leads us to conclude that the 

development of SMEs companies would be influenced by the key components of business 

model and also the external environment includes: market forces, industry forces, key 

trends, and macroeconomic forces by taking views from the existing literature and 

applying a single case study writing in the thesis. One can actively adjust its business 

model by environment dynamics, leaving it well prepared for the future, and actively 

setting out to influence the way business will be developed. This will not only increase 

your chances of success but also the amount of enjoyment you get from 

building, launching and growing your online business. 

 

Outlook:  

It is difficult to predict the future, since the business environment is full of dynamics. 

Those with a more comprehensive strategy will have taken the time to build up the key 

components of their business model in addressing the requirements for continued success 

in a dynamic environment. It's important to keep in mind that some business model 

combinations will require a lot more work than others, you have to be cautious about the 

time investment required based on your particular business model. As the failing to 

conduct regular checkups of the companies’ business model may prevent early detection 

of business model problems and may even lead to a company’s demise. Continuous 

environmental scanning is more important than ever because of the growing complexity. 

A good understanding of the business model will allow you to better evaluate the different 

directions in which your business might develop. While the market opens up from across 

the globe, as the environment is keep changing, there still plenty of problems to try to 

solve for company’s development in the future. 
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Appendix 1: 

Air Store online platforms: 
 

1.   Jd.com 

 
 

2.   Tmall.com 
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3.   24-time.com 
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Appendix 2: 

PostNord 2016: Danish article about Air store: 
 

Pakker til Kina i eksplosiv vækst 2016 

Symbolikken er til få øje på I det tidligere posthus I LYONGADE på Amager. Efter at 

Posten forlod bygningen I 2013, er der siden hen blevet plads til Air Store’ en kinesisk 

ejet net virksomhed, der med succes afsætter store mængder pakker til Kina. Det være sig 

mælkepulver, bleer, vitaminpiller, fiskeolie, grød, småkager or meget andet, somme er 

efterspurgt af købedygtige kinesere, hovedsaligt i den østlige del af det store land. 

 

Varerne bestiller de kinesiske forbrugere via Alibabas hjemmeside, Tmall Global, eller 

Air stores egen 24-time.com Omkring 26000 kunder besøger dagligt net butikken, og 

ca.300 af dem ender med at foretage et køb. Af dem vender 83 pct. Senere tilbage og 

køber mere. Markedsføringen i Kina sker desuden gennem 11 såkaldte showrooms, hvor 

varerne fra Air Store præsenteres. På det ca. 400 kvadratmeter store lager pakkes varerne 

og fyldes i bure, som Air Store flere gange dagligt i egen varevogn indleverer til Post 

Danmark. I gennemsnit bliver det til ca. 300 pakker om dagen. 

 

I 2015 fragtede Post Danmark 32000 pakker fra Air store med kurs mod Kina. Året 

forinden var antallet af pakker blot 3000. Casten Osmund, Account Manager, har fem 

Kina-kunder i sin portefølje of tror, at der er meget mere at komme efter på det kinesiske 

marked. Vi har slet ikke set toppen endnu. Danmark har et rigtig godt renomme og speciet 

luksusvarer er det nye sort, fortæller han. 

 

Generelt taler tallene da også deres tydelige sprog. For få siden sendte PostNord omkring 

30 tons vare ud af København Lufthavn om måneden fra Sverige og Danmark til Kina 

mod ikke mindre end 50 tons om ugen i slutningen af 2015. Wen Jia, direktør i Air store, 

kom til Danmark for seks år siden. Inden da var bl.a. ansat hos en distributionspartner for 

Nova Nordisk i Beijing, og der i gennem fik han indsigt i danske forhold. Den nu 32-
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årige direktør startede selv Air Store i 2013 i en lejlighed på 1. Sal på Amagerbrogade. I 

dag har han 13 medarbejdere og vokseværket er ifølge ham kun lige begyndt. 

 

Mit mål er at nå 100 mio. Kr. I omsætning i 2016, hvor vi sidste år lå på 30 mio.kr. Wen 

Jia synes ikke, valget af logistik-samarbejdspartner har varet svært. Det handler om den 

brede distributionskanal i hele Kina som følge af samarbejdet med China Post. Med et 

konkurrerende transportfirma ville vi kun nå ud til kunder i de større byer, siger han. 

Bureaukrati og besværlige toldregler præger stadig handlen med Kina, men Air Store- 

direktøren ser store muligheder. Og med velfungerende distributions-set up modtager 

langt hovedparten af hans kunder deres danske vare inden for ti dage efter bestillingen. 

 


