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Abstract 

Customer needs are changing continuously and companies try to fulfill these needs by introducing new 

offerings. In order to succeed companies merge, new companies are acquired, complete new business units 

are introduced, or existing business units are divested. During these times of change it is necessary to 

preserve the synergies that exist among the business units of a company, because they might result in 

competitive advantage (Davis et al. 1992; Chang and Singh, 2000), increased innovativeness (Tsai, 2001), 

reduced costs (Davis et al. 1992), and enhanced profitability (Davis et al. 1992; Chang and Singh, 2000). 

Along with the structure of the company and the underlying business units, the business models of these 

business units might also change. However, it is unknown whether these business models contain synergies 

that should be preserved as well. Results of this master thesis indicate that business model synergies might 

be present if the business models: 

 Focus on value propositions with a similar component that fits into a common value chain. 

 Serve similar customer segments. 

 Start long-term (business-to-business) relationships with its customer segments. 

 Combine similar key activities or share the lessons learned of executing these activities. 

 Share similar key resources (especially those that comprise a large part of the cost structure). 

 Work together with key partners, and select them from the inside out (i.e. internal business units 

before external companies). 

 Focus on the same value driver(s). 

 Focus on a combination of two value drivers (e.g. efficiency and lock-in). 
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Management Summary 

This document is written to finalize my master thesis, which took place at Shore, a department of PostNL. 

Shore’s main proposition is the real-time video coding platform, which can be used for optimizing mail 

sorting processes. However, competitive mail companies (especially small- and medium-sized mail 

companies) are not really interested in this solution. Based on the business model theory, Shore is unable 

to create and deliver value for these companies (Osterwalder and Pigneur, 2010). This resulted in the first 

research question: “How to change Shore’s current business model, in order to serve small- and medium-

sized mail companies with its real-time video coding platform?” 

 

A key proposition of the strategic management literature is that synergies should be present among the 

business units of an organization (Davis and Thomas, 1993; Tanriverdi and Venkatraman, 2005). Vassolo et 

al. (2004) identified two sources of synergy: 1) super-additive synergies, when the value of a collection of 

items is greater than the value if these items were independent; and 2) sub-additive synergies, when the 

value of a collection of items is smaller than the value if these items were independent. Synergies are 

desirable, because it can result in competitive advantage (Davis et al. 1992; Chang and Singh, 2000), 

increased innovativeness (Tsai, 2001), reduced costs (Davis et al. 1992), and enhanced profitability (Davis et 

al. 1992; Chang and Singh, 2000). Because each business unit exploits a business model (i.e. the rationale of 

how an organization creates, delivers, and captures value; Osterwalder and Pigneur, 2010), these models 

may contain synergies as well. This resulted in the second research question: “How to create or strengthen 

the synergistic relations among the business models of a single organizational department?” 

Methodology 

In close consultation with all supervisors the department Data & Document Management is selected as the 

unit of analysis for this master thesis, for two reasons: 1) this department does not comprise the entire 

organization, though its magnitude is sufficient to get useful results from the analysis; and 2) the business 

units of Data & Document Management are rather young and their business models are perhaps not fully 

shaped yet, which makes the analysis more interesting for both the organization as well as the university. 

 

So, if Shore’s business model will be changed, the other business models of Data & Document Management 

should be kept in mind in order to preserve or strengthen the existing business model synergies. 

 

Initially desk research was performed to analyze written sources and collect data about the different 

business units. In order to collect missing data at least one employee from each department was 

interviewed. As a follow-up each interviewee received a questionnaire to identify the value drivers of the 

business model. At the same time, a checklist was generated (based on existing literature) to measure the 

synergies among a set of business units. Based on the collected data, this checklist was filled in. 
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Analyses 

Four different analyses are carried out: 1) the possible causes for Shore’s problem are indicated and 

validated; 2) all business units of the department Data & Document Management are identified and 

described; 3) the existing synergies among these business units are mapped; and 4) these business unit 

synergies are translated into business model synergies. 

Problem Validation 

Based on the first analysis three issues were identified that possibly cause Shore’s problem: 

1. Dependency: because the mail sorting process is an essential part of a mail company’s core 

business, it is not preferred to outsource this activity to an external organization. 

2. Quality: some (potential) customers already carry out video coding activities in-house, and think 

that the quality of the data entry centers is not as good as the quality that is realized internally (e.g. 

the data will be supplied too late or the data contains too many errors). 

3. Costs: large-sized mail companies are able to invest large sums of money in optimizing their sorting 

process and small quality improvements can result in high cost savings because of the large mail 

volumes that are processed. Smaller mail companies do not have these advantages. They have 

smaller mail volumes, and cannot afford the necessary investments. 

 

The analysis proved that the expected quality can be delivered by Shore and dependency cannot be 

avoided completely. In the end, the cost issue seems the most important reason why small- and medium-

sized mail companies are not using the real-time video coding platform. 

Business Model Identification 

Data & Document Management consists of the following twelve business units: 

1. Billing & Document Solutions: processes incoming and outgoing transaction mail. 

a. Billing: prints and sends outgoing transaction mail, either digital or physical. 

b. Cendris Print Management: purchases and supplies products and services concerning print. 

c. Shore: digitizes incoming information flows (e.g. transaction mail). 

d. Credit Management: collects outstanding receivables in a thoughtful way. 

2. Euro Mail: is specialized in personalized mailings (direct mail, transaction mail, and fulfillment). 

3. E-Commerce: is an online retailer and facilitates retailers during the (partial) integration of the e-

commerce value chain. 

4. Cendris: provides customer contact strategies for companies in order to help them realizing their 

sales and marketing objectives. 

a. Customer Information: collects information from both consumers and companies. 

b. Customer Contact: offers inbound and outbound call centers. 
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c. Online: do online marketing campaigns for companies (e.g. e-mail marketing, affiliate 

marketing, and search engine marketing). 

d. Insights: creates and manages customer contact strategies for its customers to attract new 

customers, retain existing customers, win-back lost customers, and develop customer’s 

spending. 

Business Unit Synergies 

According to Vizjak (1994) the business units that might contain synergies are most likely visible as clusters 

within the organizational structure. Based on the organizational structure of PostNL three clusters of 

business units are identified. For these business unit clusters the synergies are identified. 

 

The cluster Mail Enablers (consisting of the business units Billing & Document Solutions, Euro Mail, E-

Commerce, and Cendris) scored the lowest of the three clusters, namely a 4. This is not really surprising 

because this cluster consists of different initiatives that complement the parent company PostNL. Three 

different value chains and three different brands resulted in little synergy among the different business 

units of the cluster Mail Enablers. 

 

The cluster Transaction Mail (consisting of Billing, Cendris Print Management, Shore, and Credit 

Management) scored a 6.5. Based on the synergy checklist it becomes clear that the business units within 

this cluster do have a lot of product and market affinities. However, every business unit is operating on an 

individual level, resulting in many similar activities that are executed multiple times and similar resources 

that are purchased by each business unit separately. 

 

With a score of 7.5 the cluster Contact Strategies (consisting of Customer Information, Customer Contact, 

Online, and Insights) has the most synergies among its business units. Each business unit of this cluster 

serves similar customer segments with quite different offerings. However, the combined offerings create 

an attractive customer value proposition. 

Business Model Synergies 

Because it is not yet possible to calculate synergies among business models, the business unit synergy score 

is assumed to be the same as the business model synergy score. By comparing the business models (and 

their value drivers) of the business unit cluster Mail Enablers, with the business models (and their value 

drivers) of the business unit clusters Transaction Mail and Contact Strategies, principles will be identified 

that state how business model synergies can be realized. 

 

The business model canvas revealed that the value propositions of the cluster Mail Enablers have a 

dissimilar focus, the average number of distribution channels is higher, and the customer segments are 
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more widespread. Similarities are visible in the other elements of the business model canvas (i.e. key 

activities, key resources, key partners, customer relations, cost structure, and revenue streams). 

 

If the business model value drivers of the different clusters are analyzed, it is clearly visible that all clusters 

have a similar score on the value drivers: efficiency, novelty, and complementarities, while the value driver 

lock-in is more diversified. If the sub dimensions of this value driver are analyzed in more detail it becomes 

apparent that the difference is caused by the sub dimension loyalty and safety. Furthermore, every cluster 

scores relatively high on the value drivers: efficiency and lock-in, and scores relatively low on the value 

drivers: novelty and complementarities. 

Design 

Based on the collected data (and the discussions that were held with the interviewees) solutions for Shore’s 

problem are generated, combined and narrowed down into a small number of alternatives. This resulted in 

the following alternatives, ordered from most promising to least promising: 

1. Partnerships: Shore might start relationships with competitors of current partners in order to drive 

prices down and improve quality. Another, more promising, partnership could be started with the 

sorting machine suppliers, resulting in less dependency and reduced costs. 

2. Freemium: one customer segment (the small- and medium-sized mail companies) benefits from a 

cheaper (or free-of-charge) offering, while another stakeholder (Shore, large-sized customers, the 

hardware provider, or the data entry center) of the business model is financing this customer. 

3. Service adaptation: increase or decrease the amount of service. If the service decreases, the 

(potential) customer has to execute more tasks itself or should share the service with multiple 

customers. If the service increases, the customer might benefit from additional services, for 

example, providing advice or OCR software as well. 

4. Modularization: let the customers select (and pay for) the necessary elements of the real-time 

video coding proposition only. 

Discussion & Conclusion 

The most promising solution for Shore, to start serving small- and medium-sized mail companies, is 

partnering with sorting machine suppliers. This solution can be initiated on the short term, needs little 

monetary investments, and has the potential to reduce both the cost issue as well as the dependency issue. 

To realize these partnerships Shore’s business model needs the following changes: 

 Key partners: Shore should start relationships with new key partners because a cooperation with 

sorting machine suppliers is necessary (e.g. Solystic, Siemens). 

 Key activities: Shore should manage these partnerships by means of a new key activity (i.e. partner 

management). 
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 Key resources: the cooperation with the sorting machine suppliers becomes a key element of 

Shore’s new business model, without them the new business model will not work. This makes the 

technical partners a key resource of Shore. 

 Distribution channels: these technical partnerships serve as a new distribution channel by bringing 

in new customers for Shore. 

 Revenue streams: working together with the sorting machine suppliers will reduce the initial 

investment significantly. Perhaps a small portion of the additional revenues (i.e. the price per 

keystroke) have to be shared with these partners as well for bringing in new customers. 

 

When Shore starts to innovate its business model by implementing the above recommendations it is 

important to preserve or strengthen the business model synergies that are present within its cluster of 

business models. In order to create synergies among a set of business models, a cluster of business models 

should: 

 Focus on value propositions with a similar component that fits into a common value chain. 

 Serve similar customer segments. 

 Start long-term (business-to-business) relationships with its customer segments. 

 Combine similar key activities or share the lessons learned of executing these activities. 

 Share similar key resources (especially those that comprise a large part of the cost structure). 

 Work together with key partners, and select them from the inside out (i.e. internal business units 

before external companies). 

 Focus on the same value driver(s). 

 Focus on a combination of two value drivers (e.g. efficiency and lock-in). 

Limitations & Future Research 

PostNL is positioned in a declining market and shows little growth, while the business units of Data & 

Document Management are growing fast. According to Chandler et al. (2011) there might be differences 

between the business models of high and low growth companies in declining markets. More specifically, 

chances exist that different results are found if this research covered the entire organization.  

 

Also there might be additional literature concerning business unit synergy, which make the current 

checklist incomplete. The possible synergy score ranges from zero to eleven, but an optimal score is not 

defined. It is assumed that the business unit synergy score is equal to the business model synergy score, but 

this might be a false conclusion. 

 

Finally, both the business models of external partners and the competitiveness of the environment of 

PostNL are not taken into account. 
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1 Introduction 

This document is written to finalize my master thesis, which took place at Shore, a department of PostNL 

the leading postal company of Europe (former TNT Post). In the early years of the 21st century, two 

combining trends created a challenging environment in the postal industry. The increasing digitization 

causes the mail volume to decline rapidly, and the liberalization of the postal market forced PostNL to 

share its market with new entrants. This resulted in less mail being delivered by more postal companies 

(PostNL, 2011a). In order to stay competitive PostNL introduced the real-time video coding platform to 

optimize a part of its mail sorting process. This resulted in marginally cost savings, improved quality, and 

increased flexibility. Because this outcome was so successful, Shore was established to offer this solution to 

other PostNL locations and other mail companies across Europe. Nowadays Shore is specialized in 

accelerating, digitizing, and processing information flows of any kind, with the real-time video coding 

platform as its main proposition. 

 

Today, the video coding proposition is used by multiple PostNL locations, but competitive mail companies 

are not yet using the platform. Although large-sized mail companies are interested in the solution, small- 

and medium-sized mail companies seems not that interested. According to Shore these smaller mail 

companies cannot afford the necessary investments or are afraid to lose too much flexibility. Based on the 

notion of business models, Shore seems unable to create and deliver value for these small- and medium-

sized companies (i.e. their business model does not address the customer needs; Osterwalder and Pigneur, 

2010). Though, it might be interesting to serve this customer segment, because together they have a 

sufficient mail volume. In order to serve the small- and medium-sized mail companies it is necessary to 

change Shore’s current business model and provide an answer to the following research question: 

 

 

How to change Shore’s current business model, in order to serve small- and medium- 

sized mail companies with its real-time video coding platform? 

 

 

A key proposition of the strategic management literature is that synergies should be present among the 

business units of an organization (Davis and Thomas, 1993; Tanriverdi and Venkatraman, 2005). When 

synergies are present, the combined performance of an organization may be greater than the simple 

aggregate of its parts (Ansoff, 1965). Every business unit must create, deliver, and capture value to stay in 

existence, by exploiting a business model (Osterwalder and Pigneur, 2010). If one business model is 

changed, the business models of the other business units should be kept in mind as well. However, the 

current body of literature has not yet researched the business model concept at a disaggregated business 

‘‘ ’’ 
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unit level, and also has not investigated the possibilities of synergy realization among business models. 

Therefore, this master thesis will answer the following research question: 

 

 

How to create or strengthen the synergistic relations among the business models of 

a single organizational department? 

 

 

In order to answer this question, the different business units of Data & Document Management (the 

organizational department in which Shore is also positioned) are investigated. Based on the current 

literature concerning business models interviews are composed and conducted to collect data from the 

different business units and identify the corresponding business models. The body of knowledge 

concerning business unit synergy is used to analyze the available synergistic relations between the business 

units. Finally, the combination of these two literature streams resulted in propositions that define how 

synergy between business models can be realized. 

 

These findings, together with the lessons learned from the interviews and the business model analyses, will 

be used to provide recommendations to Shore on how to serve the small- and medium sized mail 

companies. Finally, these recommendations will be combined into a business model design that could 

replace Shore’s current business model. 

 

The remainder of this document is structured as follows: in chapter two the theoretical background 

concerning synergy and business models will be described and combined into a single framework that 

creates the basis of this master thesis. Chapter three depicts the research design, more specifically the 

different phases of this master thesis. The next chapter will describe the different analyses. Firstly, the 

problem as introduced by Shore and its possible causes are analyzed and validated. Secondly, the individual 

business units are analyzed. Thirdly, the synergies among these business units are identified. Finally, these 

business unit synergies are translated into business model synergies. In chapter five, recommendations for 

Shore’s current business model will be proposed and based on these improvements a new business model 

will be designed in order to solve Shore’s problem. The next chapter reflects on both the case as well as the 

process and describes the resulting design principles formed by the CIMO-logic (i.e. the context C, in which 

intervention I can be used, through the generative mechanism M, to achieve outcome O; Denyer et al. 

2008). These general design principles should facilitate future research on business model synergy. The last 

chapter provides recommendations for future research and delineates conclusions and limitations of this 

master thesis. 

‘‘ ’’ 

 



 

 Page | 3 

2 Theoretical Background 

This chapter describes current literature concerning synergy and business models that is necessary to 

answer the problem definition. Also, a gap within this body of literature, that needs to be filled in order to 

answer the problem definition, is introduced. 

2.1 Organizations 

Many organizations are designed as hierarchies, with each manager reporting to the manager at the next 

higher level. Within these organizational structures, there is considerable variation in the number of levels 

and in the set of activities grouped together (Harris and Raviv, 2002). The two main groupings are divisional 

and functional. In a divisional hierarchy (also called multidivisional or m-form organization), all the activities 

pertaining to a single product, set of products, or type of customer are grouped together in a business unit 

(Harris and Raviv, 2002). In a functional hierarchy (also called unitary or u-form organization), activities 

pertaining to a particular function are organized into business units (Harris and Raviv, 2002). 

 

A key proposition of the strategic management literature is that synergies should be present among the 

business units of an organization (Davis and Thomas, 1993; Tanriverdi and Venkatraman, 2005). 

2.2 Synergy 

Ansoff (1965) defined synergy as the combined effect available to a diversified organization.  This has been 

expressed as 2 + 2 = 5 to illustrate that the combined performance of an organization may be greater than 

the simple aggregate of its parts (Ansoff, 1965). 

 

Vassolo et al. (2004) used this mechanism to explain the growth potential of an organization by analyzing 

its real options in cohesion. This explanation can also be used in the case of organizational performance, 

conferred to Vassolo et al. (2004): when an organization has multiple [business units] that interact with one 

another, the total value of [the organization] might be different than the sum of the individual [business 

units’] value. The implication is that the [performance of a single business unit] may be influenced by the 

presence of correlated [business units in the same organizational department]. Thus [the performance of a 

business unit] should not be evaluated in isolation (cf. Vassolo et al. 2004; modified text between brackets). 

 

Because of this synergistic effect, it is very important to generate fit among the business units of an 

organization. Venkatraman and Camillus (1984) defined six schools of thought concerning fit: 

1. Strategy formulation school: aligning strategy with the environmental conditions; 

2. Strategy implementation school: tailoring administrative and organizational mechanisms in line 

with strategy; 

3. Integrated formulation-implementation school: strategic management involving both formulation 

and implementation and covering both organizational and environmental decisions; 
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4. Inter-organizational strategy networks school: strategy analysis at the collective level, emphasizing 

interdependence among strategies of various organizations vying for resource allocation; 

5. Strategic choice school: managerial discretion moderating the deterministic view regarding 

decisions on organizational mechanisms; 

6. Overarching gestalt school: broadly configuring organization and environment, emphasizing 

interdependence but not causation. 

 

When the term fit is used within the context of business unit synergy, the fourth school of thought (with a 

little twist) is meant, namely strategy analysis at the collective level, emphasizing interdependence among 

strategies of various business units within one organization vying for resource allocation. So, not the inter-

organizational relationship among various organizations, but the intra-organizational relationship between 

business units is aimed for within this context. 

 

This intra-organizational fit (i.e. synergy) increases not only the performance of an organization, but also 

the efficiency and the effectiveness with which business units produce and provide offerings to the market 

(Davis et al. 1992). This constitutes a major potential source of competitive advantage resulting in improved 

sales growth (Davis et al. 1992), higher market shares and higher levels of profitability (Chang and Singh, 

2000). Furthermore, Tsai (2001) argues that synergistic business units can learn from each other and 

benefit from newly developed knowledge. This transfer of knowledge among business units provides 

opportunities for mutual learning and cooperation that stimulate the creation of new knowledge, and 

contribute to the ability to innovate (Tsai, 2001). In addition, this cooperation might also reduce costs and 

enhance profitability (Davis et al. 1992). Thus creating synergies between business units is beneficial. 

 

According to Larsson and Finkelstein (1999), synergies can be achieved through both “economies of 

sameness” (from accumulating similar operations) and “economies of fitness” (from combining different, 

but complementary, operations). Tanriverdi and Venkatraman (2005) adopted this view and stated that the 

value of an organization is a function of both sub-additive cost synergies and super-additive value synergies 

of the underlying business units. 

2.2.1 Super-Additivity 

According to Vassolo et al. (2004) super-additivity means that the value of a collection of items is greater 

than the value if the items were independent (i.e. positivity). In terms of business units, super-additive 

value synergies (i.e. economies of fitness) between business units A and B make their joint value greater 

than the sum of their standalone values (Tanriverdi and Venkatraman, 2005), for the simple reason that 

these complementary business units might fit and enhance one another (Larsson and Finkelstein, 1999), i.e. 

Value(A,B) > Value(A) + Value(B). 
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The economic theory of complementarities can be used to explain super-additivity in organizations 

(Tanriverdi and Venkatraman, 2005). Complementary elements are not identical; rather they are 

interdependent and mutually supportive. The returns obtained from the joint adoption of complementary 

resources are greater than the sum of returns obtained from the adoption of individual elements in 

isolation (Milgrom and Roberts, 1990, 1995). 

2.2.2 Sub-Additivity 

In the case of sub-additivity, the value of a collection of items is smaller than the value if the items were 

independent (i.e. negativity; Vassolo et al. 2004). In some circumstances this is undesirable. However, 

Tanriverdi and Venkatraman (2005) transformed this negativity into positivity by showing that the presence 

of similarities indicate that business units are using common factors and thereby achieving economies of 

scope. Thus sub-additive cost synergies (i.e. economies of sameness) can be achieved when business units 

A and B share common factors, because their joint costs are less than the sum of their standalone costs, i.e. 

Cost(A, B) < Cost(A) + Cost(B; Tanriverdi and Venkatraman, 2005). 

 

The most widely studied source of sub-additivity within organizations is resource relatedness (Tanriverdi 

and Venkatraman, 2005), which refers to the presence of similar activities and shared resources across 

business units of the firm (Davis and Thomas, 1993). Especially the similarities between customer 

knowledge, product knowledge, and managerial knowledge realize sub-additive cost synergies between 

business units (Tanriverdi and Venkatraman, 2005). 

2.3 Business Unit Synergy 

In essence, the similarities between business units might generate sub-additive synergies, while the 

complementarities between these business units might generate super-additive synergies. Vizjak (1994) 

created a five-step approach to manage the available synergies among business units: 

1. Defining affinity groups: affinity groups are groups of business units with common or similar 

products and markets. Based on these affinities, the business units are positioned in the 

product/market matrix where they are clustered into affinity groups. Although there are strategic 

reasons for organizing these units as separate business units, they must be examined as a group to 

evaluate their synergy potential. 

2. Determining interrelationships: interrelationships can be both tangible and intangible. The sources 

of tangible interrelationships are high product or market affinities. They enable the sharing of 

activities between related business units. Intangible interrelationships can also be achieved if there 

are only low affinities among business units. They enable the transfer of know-how between the 

related business units. 
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3. Evaluating synergy potential: one of the basic principles of successful synergy management is to 

quantify synergy potential up front. Here the benefits of interrelationships have to be balanced 

against diseconomies. 

4. Developing horizontal strategy: horizontal strategies are dedicated to realizing synergy potential 

which can be a crucial source of competitive advantage. They are formulated on affinity group level 

and have to be coordinated with business unit and corporate strategies. 

5. Implementing horizontal strategy: this final step of synergy management is dedicated to ensuring 

the exploitation of synergy potential. 

 

Later, Kaplan and Norton (2005, 2006) identified a spectrum of synergies that can be used to add value to a 

collection of business units, so the whole will be greater than the sum of its parts: 

1. Financial synergies: increase the shareholder value of the business units. 

a. Internal capital management: create synergy through effective management of internal 

capital; 

b. Corporate brand management: integrate a diverse set of businesses around a single brand, 

promoting common values or themes; 

2. Customer synergies: share the customer interface to increase total customer value. 

a. Cross-selling: create value by cross-selling a broad range of products/services from the 

different business units; 

b. Common customer value proposition: create a consistent buying experience, conforming to 

corporate standards at multiple outlets; 

3. Internal process synergies: coordinate the processes in the business units to achieve economies of 

scale or value chain integration. 

a. Shared services: create economies of scale by sharing the systems, facilities, and personnel 

of critical support processes; 

b. Value chain integration: create value by integrating contiguous processes in the industry 

value chain; 

4. Learning & growth synergies: develop and share intangible assets. 

a. Leveraging intangible assets: share competencies involving the development of human, 

information, and organizational capital (i.e. manage the internal labor market). 

2.4 Business Models 

As stated before, the creation of synergy between different business units of an organization is beneficial 

for both the organization as a whole, as well as the single business units (Tanriverdi and Venkatraman, 

2005; Kathuria et al. 2007). However, each business unit must create, deliver, and capture value to stay in 
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existence (Osterwalder and Pigneur, 2010), i.e. they should exploit a business model, and because business 

units should have synergistic relations, their business models should have such relations as well. 

 

Current business model literature states that every organization, whether conscious or not, deploys a 

business model (Chesbrough, 2009; Teece, 2009; Seelos, 2010). However, within this field of research 

nobody explicitly observed the business model at a more disaggregated level of the organization (i.e. the 

business unit level). Though, I believe every business unit exploits its own business model, and this is also 

implicitly confirmed by some scholars. They do not state a business model is present at the organizational 

level, but instead is a general architecture or a set of activities (e.g. Timmers, 1998; Amit and Zott, 2010). 

Because synergy among business units might be beneficial for companies, their different business models 

should be analyzed in coherence as well.  

2.4.1 Business Model Definition 

The business model concept became prevalent with the advent of the internet in the mid-1990s, and it has 

been gathering momentum since then. However, many idiosyncratic definitions are adopted and are 

difficult to reconcile with each other (Zott et al. 2010). For example, many authors described the business 

model as a way to make money, e.g. Stewart and Zhao (2000) approach the business model as a “statement 

of how a firm will make money and sustain its profit stream over time” and Hamermesh et al. (2002) 

defined a business model as “a summation of the core business decisions and trade-offs employed by a 

company to earn profit”. But how a profit can be generated is only one piece of the puzzle (Johnson et al. 

2008). 

 

The early definition of Timmers (1998) showed that a business model is more than just a revenue model 

(i.e. “the specific modes in which a business model enables revenue generation”; Amit and Zott, 2001), and 

therefore is better than many later definitions. Timmers (1998) defined the business model as “the 

architecture for products, services and information flows, including a description of various business actors 

and their roles, the potential benefits for the various business actors, and the sources of revenues.” This 

definition is very similar to the more recent business model definition of Osterwalder and Pigneur (2010) 

and Amit and Zott (2010). Osterwalder and Pigneur (2010) described the business model as “the rationale 

of how an organization creates, delivers, and captures value”, and Amit and Zott (2010) state that a 

business model is “the bundle of activities that are conducted to satisfy the perceived needs of the market, 

including the specification of the parties that conduct these activities, and how these activities are linked to 

each other”. The essential part of a business model that is missing in the definition of Amit and Zott (2010) 

is that companies should capture a part of the value they create in order to stay in existence. Therefore, the 

business model definition of Osterwalder and Pigneur (2010) is more complete and will be used as the 

working definition in this master thesis. 
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2.4.2 Business Model Taxonomy 

The many definitions of the business model concept imply that there are many different business model 

taxonomies as well (Magretta, 2002; Morris et al. 2005; Johnson et al. 2008; Teece 2009). In essence, a 

business model consists of different building blocks that together define the way a company executes and 

governs its business processes, creates a value proposition for specific customer segments, and yields a 

profit in the end. Perhaps, the most extensive business model taxonomy is provided by Osterwalder and 

Pigneur (2010). These authors split the business model into a business model canvas (appendix 1) 

consisting of nine different building blocks: 

1. Value proposition: the bundle of products and services that create value for customer segments. 

2. Customer segments: the different people or organizations an enterprise aims to reach and serve. 

3. Distribution channels: the way to communicate with and reach the customer segments. 

4. Customer relationships: the relationships an enterprise establishes with customer segments. 

5. Revenue streams: the cash an enterprise generates from each customer segment. 

6. Key resources: the most important assets required to make a business model work. 

7. Key activities: the most important things an enterprise must do to make its business model work. 

8. Key partners: the network of suppliers and partners that make the business model work. 

9. Cost structure: all costs incurred to operate the business model. 

2.4.3 Business Model Classification 

Because multiple business models cannot be aligned perfectly across all its elements, and in order to 

simplify the comparison between them, it is possible to classify business models onto an aggregated level. 

Three different classifications (Treacy and Wiersema, 1993; Hagel and Singer, 1999; Amit and Zott, 2001) 

can be used to order a business model (figure 2.1). 

 

Authors Cost driven Customer driven Product driven Activity driven 

Treacy and 
Wiersema (1993) 

Operational 
excellence 

Customer intimacy Product leadership  

Hagel and Singer 
(1999) 

Infrastructure Customer 
relationship 

Product innovation  

Zott and Amit (2001) Efficiency Lock-in Novelty Complementarities 

Figure 2.1: Business model classifications 

 

Treacy and Wiersema (1993) identified three dimensions of customer value in which an organization can 

excel, namely: 

1. Operational excellence: providing customers with reliable products or services at competitive 

prices and delivered with minimal difficulty or inconvenience. Therefore, organizations are always 

seeking ways to minimize overhead costs, to eliminate intermediate production steps, to reduce 
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transaction, and other “friction” costs, and to optimize business processes across functional and 

organizational boundaries. 

2. Customer intimacy: segmenting and targeting markets precisely and then tailoring and shaping 

offerings to match exactly the demands of those niches. Companies that excel in customer intimacy 

combine detailed customer knowledge with operational flexibility so they can respond quickly to 

almost any need, from customizing a product to fulfilling special requests. As a consequence, these 

companies engender tremendous customer loyalty. 

3. Product leadership: offering customers leading-edge products and services that consistently 

enhance the customer’s use or application of the product, thereby making rivals’ goods obsolete. 

This indicates that organizations must be creative, must commercialize their ideas quickly, and 

must relentlessly pursue new solutions to the problems that their own latest offering solved. 

 

These value disciplines are quite similar to the three business types of Hagel and Singer (1999): 

1. Infrastructure: building and managing facilities for high-volume, repetitive operational tasks such as 

logistics and storage, manufacturing, and communications. 

2. Customer relationship: finding and acquiring customers and building relationships with them. 

3. Product innovation: developing new and attractive offerings and figuring out how to bring them to 

market quickly. 

 

Finally, Amit and Zott (2001) indicated a slightly elaborated model with four interdependent value drivers 

that have the potential to create value for all shareholders within a business model by enabling 

transactions (figure 2.2). Brettel et al. (2008) decomposed these value drivers into eleven mechanisms that 

explain how this value is realized. 

 

 

Figure 2.2: Value drivers (Amit and Zott, 2001) 

Novelty 

Lock-in 

Complementarities 

Efficiency 
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1. Efficiency: refers to firms aiming at achieving greater efficiency through reducing transaction costs. 

By, for example, integrating activities vertically, standardization or outsourcing activities. The main 

point is to cut down transaction costs (Zott and Amit, 2010). According to Brettel et al. (2008) 

transaction costs can be decreased by the following methods: 

a. Reduce the costs and complexity of transactions; 

b. Reduce the uncertainty or the information asymmetry between participants through 

increased transparency; 

c. Provide more flexibility resulting in reduced coordination costs and transaction risks. 

2. Lock-in: refers to the power of a company to keep third parties attracted as business model 

participants. Lock-in can be manifested as switching costs, or as network externalities that derive 

from the structure, content and/or governance of the business model (Zott and Amit, 2010). The 

central aspects behind lock-in are (Brettel et al. 2008): 

a. Increasing switching costs (the costs it takes to switch) and network externalities (the 

increasing value of a product when the number of users increases); 

b. Creating specific and trustful relationships; 

c. Personalizing the offerings for the customer; 

d. Establishing safety and loyalty programs. 

3. Novelty: the adoption of new activities (content), new ways to link activities (structure), and/or 

new ways to govern activities (Zott and Amit, 2010). More specific, a company should innovate the 

way of doing business, by connecting previously unconnected parties, adopting innovative 

transaction methods and/or creating entirely new markets (Amit and Zott, 2001). The core of a 

novelty-centered business model consists of two elements (Brettel et al. 2008): 

a. The introduction of new ways to conduct economic exchange; 

b. The degree of novelty and uniqueness of the business model itself. 

4. Complementarities: are present whenever combined activities within a process provides more 

value than running each activity separately (Zott and Amit, 2010). According to Brettel et al. (2008) 

complementarities might increase the attractiveness of the offering by: 

a. Cross-selling (i.e. bundling) multiple offerings; 

b. Integrating multiple offerings into a single offering. 

2.5 Business Model Synergy 

Although business model synergy is not yet mentioned in the current body of literature, some scholars 

already identified interactions between different business model classifications. 

 

Treacy and Wiersema (1993) are convinced that organizations with leadership positions in their industry 

have done so by narrowing their business focus and deliver superior customer value in line with one of the 
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three value disciplines. Organizations that push the boundaries of one value discipline, while meeting 

industry standards in the other two, gain such a lead that it is hard for competitors to catch up. Mastering 

one discipline will eventually become the minimum requirement for being a market leader; chances are 

that the big winners of the future master two disciplines. 

 

Hagel and Singer (1999) believe that within most companies three business types are present. Because 

each type has different imperatives companies should separate these businesses and focus on only one of 

the three business types internally. Otherwise conflicts might arise or undesirable trade-offs have to be 

made. This notion is also adopted by Osterwalder and Pigneur (2010) who state that the different business 

types of Hagel and Singer (1999) may coexist within a single corporation, but ideally are unbundled into 

separate entities in order to avoid conflicts and undesirable trade-offs. 

 

Amit and Zott (2001) stated that the four value drivers are interdependent, and that the presence of each 

value driver can enhance the effectiveness of any other driver. Later, Zott and Amit (2007, 2008) examined 

the efficiency and novelty value driver empirically, and found out that both these value drivers matters to 

the performance of an organization, but the more an organization focuses on the novelty driver and at the 

same time on the efficiency driver, the lower the performance of the organization. Thus incorporating both 

these value drivers might be counterproductive. Because Zott and Amit (2007, 2008) only investigated two 

of the four value drivers, Brettel et al. (2008) elaborated on these studies and found out that the lock-in 

value driver also has a positive impact on the performance of organizations. Also the complementarities 

value driver increases the performance of an organization but only in special circumstances. However, a 

future study should examine interaction effects between business model designs and derive combinations 

of value drivers which especially increase performance of the organization (Brettel et al. 2008). 

 

In conclusion, all authors should agree that multiple classifications can be present within a single 

organization, but so far the most promising combinations are not yet identified. 

2.6 Conceptual Framework 

By logically linking the above concepts, a conceptual framework can be composed (figure 2.3). Every 

organization has its own organizational structure, consisting of different business units (Harris and Raviv, 

2002). Between these business units synergies might be present, in the form of sub-additive cost synergies 

(i.e. economies of sameness) and/or in the form of super-additive value synergies (i.e. economies of fitness; 

Larsson and Finkelstein, 1999; Tanriverdi and Venkatraman, 2005). In the case of sub-additivity, synergy is 

realized through similarities, i.e. the presence of related activities and shared resources across business 

units (Davis and Thomas, 1993), while super-additivity can be explained by the economic theory of 

complementarities, i.e. elements that are not identical, but are interdependent and mutually supportive 
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(Milgrom and Roberts, 1995). Such synergies between business units are desirable, because it can result in 

competitive advantage (Davis et al. 1992; Chang and Singh, 2000), increased innovativeness (Tsai, 2001), 

reduced costs (Davis et al. 1992), and enhanced profitability (Davis et al. 1992; Chang and Singh, 2000). 

 

In essence, the similarities between business units might generate sub-additive cost synergies, while the 

combination of these relations (i.e. complements) might generate super-additive value synergies. 

 

 

Figure 2.3: Conceptual Framework 

 

Because each business unit is driven by its own business model (i.e. the rationale of how an organization 

creates, delivers, and captures value; Osterwalder and Pigneur, 2010), not only the business units have to 

be aligned, but also their business models should be supportive to each other. Since every business model 

can consist of many interrelated elements (for example, Osterwalder and Pigneur (2010) defined nine 

different building blocks), it is easier to classify these business models to a more aggregated level (for 

example, by the four value drivers; Amit and Zott, 2001), before synergies among these business models 

can be identified easily. 

 

In conclusion, synergies amongst business models are beneficial for both the organization as a whole as 

well as the independent business units, because it might result in increased performance (Ansoff, 1965). 

Though this topic is not yet addressed in the current body of literature. 
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3 Methodology 

In order to fill the gap, as identified in the theoretical background, the reflective science-based design cycle 

will be used (figure 3.1). This cycle served as the leading thread during this master thesis and consists of 

two parts, the regulative cycle and the reflective cycle. The regulative cycle is a problem solving cycle that 

starts with a problem definition. Next an analysis and diagnosis of the current situation will take place, 

followed by the design phase in which solutions for the problem will be identified. The chosen solution will 

be implemented and evaluated to indicate whether it has the expected impact, if this is not the case a 

follow-up should be arranged (Van Aken et al. 2007). 

 

The reflective cycle consists of choosing a type of business problem. Based on the current body of 

knowledge a direction towards the solution will be selected. The next step is to solve the problem by 

completing the regulative cycle. Once a solution is found, a reflection on the results will take place, to learn 

from this project. Finally, case specific elements will be removed and design principles will be derived. 

These design principles will serve as new input for future research (Van Aken et al. 2007). 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Figure 3.1: Science-Based Design Process (Van Aken et al. 2007) 
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3.1 Research Design 

To complete the regulative cycle it is necessary to use a specific business problem. Therefore, the single 

case from Shore (paragraph 3.2) will be studied. According to Yin (2002) a case study is “an empirical 

inquiry that investigates a contemporary phenomenon within its real‐life context; when the boundaries 

between phenomenon and context are not clearly evident; and in which multiple sources of evidence are 

used” (Blumberg et al. 2008). 

 

Not all the steps of the reflective cycle are performed during this master thesis. First, the problem of Shore 

will be defined based on current literature. After validating this problem definition, data will be collected in 

order to analyze the existing business models and their synergies. The findings from these analyses will be 

used to redesign Shore’s current business model, and will be reflected upon to derive design principles that 

contribute to the current body of knowledge. These steps are summarized in figure 3.2. 

 

 

Figure 3.2: Combined Science-Based Design Process 

 

The main focus of this master thesis will be on the design phase, more specifically solving Shore’s problem. 

Also an academic level should be achieved, which makes deriving design principles important as well. In 

order to generate useful results good underpinnings are required, therefore the analyses will be conducted 

thoroughly and are of great importance for this graduation project. 

3.2 Case Description 

“We live in a world where we are constantly on the road, always online, and were we would like to have 

the flexibility to do our work any time, any place. In this world, we expect all our important data to be 

accessible, findable, and always up-to-date. Most business processes are rapidly moving into the digital age 

but, some of the most important information is still available in physical form only” (e.g. mail pieces and 

archives; Shore, 2010c). 

 

PostNL is the leading postal company in Europe and processes over 16 million physical mail pieces each day 

(PostNL, 2011c). Already since 1799 the company collects, sorts, and delivers mail. In the early years of the 

21st century, two combining trends created a challenging environment. The increasing digitization causes 

the volume of mail to decline rapidly, and the liberalization of the postal market forced PostNL to share its 

market with new entrants. This resulted in less mail being delivered by more postal companies (PostNL, 
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2011a). Therefore, they currently focus not only on mail, but also on parcels, and e-commerce in the 

Netherlands, as well as in Germany, Italy, and the United Kingdom. 

 

PostNL in Numbers 

Number of employees (at 31 December 2010) 77,155 

Customer satisfaction 89% 

Employee engagement 54% 

  

Financial results 2010 € million 

Revenues 4,293 

Operating income 480 

  

Operating statistics 2010 in millions 

Number of addressed mail items delivered in the Netherlands 4,070 

Number of addressed mail items delivered in the United 
Kingdom, Germany, and Italy 

4,600 

Number of parcels delivered in the Netherlands and Belgium 96 

Figure 3.3: Key Figures PostNL (PostNL, 2011b) 

 

Today the number of goods ordered online (i.e. e-commerce) is growing very fast, resulting in more and 

more parcels being delivered by PostNL, in both the domestic as well as the international market. However, 

mail stays important in the postal industry, because direct marketing or printed advertising serves as a 

catalyst for e-commerce. By offering ready-made web shops, and the possibility to manage the complete 

logistics process for online retailers, PostNL is increasingly providing support for e-commerce, and already 

built the biggest retail network in the Netherlands (PostNL, 2011b). Essentially, PostNL provides the missing 

link between the physical world of mail and parcels and the online world of e-commerce (PostNL, 2011b). 

 

In order to handle competition PostNL introduced the real-time video coding platform. From each incoming 

mail piece an image is made. This image is analyzed by Optical Character Recognition (OCR) software to 

retrieve the address information, which is necessary to sort the mail automatically. The clock starts to tick 

after the sorting machine is unable to automatically read the address information. Previously, the mail 

piece was rejected and had to be sorted manually. With the introduction of the real-time video coding 

platform, the scanned image of the address information is send through a dedicated, fast and fully 

redundant data connection to multiple sides in Southeast Asia. Up to 14.000 people are ready to deliver the 

correct address information back in real-time (Shore, 2010a). This helped PostNL to optimize its sorting 

process, sort 95% of all mail during the first iteration, and deliver these mail pieces to the right addressee 

within 24 hours (PostNL, 2011c). 
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3.2.1 Shore 

Because this solution increased flexibility, reduced costs, and improved quality, PostNL would like to offer 

this so called real-time video coding platform to other PostNL locations and other competitive mail 

companies across Europe. Therefore, Shore was officially established in January 2011 as an independent 

start-up firm. Shore also created additional solutions for accelerating and digitizing information flows that 

are available in physical form only. Examples of such information flows are incoming invoices, library books, 

archives, and incoming responses. However, the real-time video coding platform is still Shore’s most 

promising value proposition. 

 

Because the real-time video coding platform has proved to be very successful, commercialization seems not 

so much of a problem. But today only TNT Post United Kingdom is using the real-time video coding 

platform, while none of the competitive mail companies is using the platform. Though large-sized mail 

companies seems interested in the solution, but small- and medium-sized mail companies are not 

interested at all. According to Shore these small- and medium-sized companies cannot afford the necessary 

investments or will lose too much flexibility. In chapter four this problem is validated, while chapter five 

provides recommendations on how to solve this problem. 

3.2.2 Company Size 

To make a distinction between large-sized mail companies and small- and medium-sized mail companies 

Shore uses criteria based on a company’s mail volume and/or its data entry volume (figure 3.4; Manolo de 

la Fuente, interview April 2011). A further distinction between small-sized mail companies and medium-

sized mail companies is not necessary, because the focus of this master thesis is on differences between 

large-sized mail companies and the smaller mail companies only. 

 

Enterprise Category Mail Volume (per year) Data Entry Volume (± 5% of Mail Volume) 

Small and Medium < 1 billion < 50 million 

Large ≥ 1 billion ≥ 50 million 

Figure 3.4: Company Size Criteria 
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Figure 3.5: Organizational Structure PostNL (PostNL, 2011b) 
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3.2.3 Unit of Analysis 

Based on the notions of business models, Shore seems unable to create and deliver value for the small- and 

medium-sized mail companies. In order to solve this problem, it is necessary to change Shore’s current 

business model. As stated in the theoretical background, a key proposition of the strategic management 

literature is that synergies should be present among the business units of an organization (Davis and 

Thomas, 1993; Tanriverdi and Venkatraman, 2005). While changing the business model of Shore, the other 

business units within the same cluster should be kept in mind as well in order to preserve or strengthen the 

existing synergies. 

 

In close consultation with the supervisors, from both Eindhoven University of Technology as well as Shore, 

the department Data & Document Management is selected as the unit of analysis for this master thesis, for 

two reasons. First, Data & Document Management seems the most appropriate department, because the 

chosen department also defines the scope of this master thesis. On the one hand, Data & Document 

Management does not comprise the entire organization, though its magnitude is sufficient in order to get 

useful results from the analysis. Second, the business units of Data & Document Management are rather 

young and have introduced new offerings recently or will introduce new offerings in the near future. 

Perhaps, the business models of these business units are not fully shaped yet, which makes the analysis 

more interesting for both the organization as well as the university. 

3.3 Data Collection 

Initially desk research was performed to analyze the written sources and collect data on the different 

business units. The corporate website and the intranet, from PostNL and Cendris, were used to identify the 

organizational structure of PostNL and clarified the core business of each business unit (figure 3.5). Based 

on the organizational structure three different business unit clusters were identified: 1) Mail Enablers; 2) 

Transaction Mail; and 3) Contact Strategies. An introductory presentation from Data & Document 

Management elaborated on the core businesses of each business unit and described their key activities. 

Finally, TNT Post’s Annual Report of 2010 gave an insight in the financial structure of some of the business 

units. 

 

Semi-structured interviews (appendix 2) are used to collect missing data and complete the business model 

canvas (appendix 1) for each business unit. From each department at least one employee (preferably the 

director) was interviewed, and whenever possible two or more employees were interviewed. From the 

twelve business units, a total of twenty-two employees (of which six directors) were interviewed during this 

master thesis (appendix 3 gives an overview of these employees and their function). All interviews were 

recorded, transcribed, and coded in NVIVO. As a follow-up each interviewee received a questionnaire 

consisting of fifty questions on a five point Likert scale (strongly agree, agree, neutral, disagree, and 
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strongly disagree). This questionnaire of Amit and Zott (2001; appendix 4) was used to identify the business 

model’s value drivers and its sub dimensions. 

 

At the same time, current literature was used to generate a checklist that could measure synergies among a 

set of business units (appendix 7). In total, eleven statements were extracted from the five-step approach 

of Vizjak (1994) and the synergy spectrum of Kaplan and Norton (2005, 2006). Every statement can be 

answered with true, partly true, or false and is scored a 1, 0.5, or 0 respectively.  The synergy score was 

easily calculated by summing the scores for each individual statement. 

3.4 Data Analysis 

Based on the interviews, the different business units were described and mapped into the business model 

canvas (appendix 6). After completion, the description and the canvas were reviewed by the interviewee(s) 

in order to correct misunderstandings and to identify potentially confidential information.  

 

This data was also used to complete the synergy checklists for the three clusters of business units (appendix 

7.1, appendix 7.2, and appendix 7.3). This was possible because a business model clearly describes how a 

company (or business unit) positions itself, with whom it works together, in which value chain it is active 

etc. After filling in the business unit synergy checklists it became clear how much synergies were present 

among each cluster of business units. 

 

In order to check whether business units with a high synergy score do perform better (i.e. are more 

profitable; Davis et al. 1992; Chang and Singh, 2000) the financial results of the business units were 

analyzed. Return on sales (ROS) is an indicator of profitability that is often used to compare companies of 

different sizes. In order to compare the different sized business units and check whether synergies do result 

in increased profitability not a single measure of ROS is compared, but the expected change in ROS 

between 2010 and 2011 is compared. 

 

The business unit synergy score, identified with the synergy checklist (appendix 7), is assumed to be the 

same as the business model synergy score (since it is not yet possible to indicate business model synergies). 

If a cluster of business units has many (little) business unit synergies, it is assumed it also has many (little) 

business model synergies. 

 

In order to identify business model synergy, both the business model canvases (appendix 1) as well as the 

business model value drivers (appendix 4) were analyzed. The business model canvases were analyzed by 

identifying both similarities as well as differences between the business models (appendix 8) and scoring 

the similarities a one. The answers given to the questionnaire of Amit and Zott (2001; appendix 4) were 
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scored a four for strongly agree, a three for agree, a two for neutral, a one for disagree, and a zero for 

strongly disagree. For each value driver the corresponding scores were summed, and based on the factor 

analysis of Brettel et al. (2008; appendix 9) the scores for each sub dimension could be summed as well. 

 

The scores from the business model canvas analysis and the business model value driver analysis are 

plotted onto a graph (appendix 8.1 and appendix 8.2), which were used to identify similarities (differences) 

between the business units that have a similar (different) business unit synergy score. Finally, these findings 

are translated into general design principles that state how business model synergies can be generated. 

3.5 Design 

According to Shore small- and medium-sized customers are not interested in the real-time video coding 

proposition because they cannot afford the necessary investments or are afraid to lose too much flexibility. 

During the problem validation it is tested whether this is the actual problem, and whether there are other 

potential problems that withhold customers from doing business with Shore. Based on the outcome of this 

analysis the requirements for the new business model design are acknowledged. 

 

Throughout the design phase solutions for Shore’s problem are generated and synthesized. Most of these 

ideas are identified during the interviews that were hold. While the necessary information of a specific 

business model building block was collected to identify the business unit’s business model, the interviewee 

was continuously asked for (possible) differences between large-sized customers and small- and medium-

sized customers within this block. In this way discussions were started with the interviewee(s) new 

solutions were generated. Finally, these solutions were synthesized into different alternatives that could 

possibly solve Shore’s problem. 

 

Finally, the best alternative (i.e. the alternative that best meets the requirements) is recommended to 

Shore and implemented into a new business model design. These lessons learned should make it possible 

for Shore to serve small- and medium sized mail companies in the future. 
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4 Analyses 

During the analytical phase four different analyses were carried out. Firstly, the problem as introduced by 

Shore and its possible causes are indicated and validated. Secondly, the individual business units of Data & 

Document Management are analyzed. Thirdly, the synergies among these business units are identified. 

Finally, these business unit synergies are translated into business model synergies. 

4.1 Problem Validation 

Shore identified two reasons that withhold small- and medium-sized mail companies from doing business 

with them: 1) the initial investment might be too high; 2) mail companies might lose too much flexibility 

when a long-term relationship is initiated. However, there might be many more causes that create such an 

effect. These causes are combined into three clusters (figure 4.1). 

 

 

Figure 4.1: Cause and Effect Diagram 
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Because (potential) customers are spread throughout Europe, it was not possible to interview these 

customers and validate the identified causes. Nonetheless, customer data (appendix 5) was present and 

could be used to review the causes. 

4.1.1 Dependency issue 

Before a mail company is able to off shore its video coding activities, approval from the trade unions and 

the works council might be necessary, because people might lose their job when activities are taken over 

by low-wage countries. Once these parties are convinced that it is necessary to off shore the video coding 

activities (e.g. mail volumes are decreasing very fast and cost savings are needed to avoid bankruptcy) a 

solution must be created and implemented. 

 

Because the mail sorting process is an essential part of a mail company’s core business, it is not preferred 

to outsource this activity to external organizations. However, if a mail company is not able to create a 

solution itself an external party is necessary. In order to minimize the dependency on external parties, mail 

companies prefer their sorting machine supplier over an external company like Shore, because these 

suppliers already deliver the sorting machine, and can also deliver the video coding solution. 

 

If the sorting machine supplier does not have a video coding solution, opportunities arise for Shore. 

Because Shore has the expertise and the resources to off shore the video coding activities of a mail 

company, they are able to realize the customers’ objective. Not only in the role of consultant but also in the 

role of resource provider. However, it might be questioned whether mail companies would like to start a 

long-term relationship with a competitive mail company. 

4.1.2 Quality issue 

Some of the (potential) customers already carry out video coding activities in-house, and think that the 

quality of the data entry centers is not as good as the quality that is realized internally (e.g. the data will be 

supplied too late or the data contains too many errors). These concerns are mainly due to the distance 

between the mail company and the data entry center at the other side of the world, but also the barriers in 

culture and language makes it harder to communicate effectively. 

 

  

Figure 4.2: Key Performance Indicators (Shore, 2010b) 
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The key performance indicators from Shore show that quality is not a problem (figure 4.2). All data is 

supplied on time, and 92.5% of the data is supplied correctly the first time. Sometimes Shore compares the 

quality that is realized by a mail company internally with the quality that is delivered by the external data 

entry center during a pilot. Initially the external quality might be lower than the internal quality. However, 

lean six sigma trajectories and professional guidance makes it possible to increase the external quality fast 

and make it superior to internal quality within weeks. 

4.1.3 Cost issue 

Today, only large-sized mail companies (appendix 5) are connected to the real-time video coding platform. 

These companies are able to invest large sums of money in optimizing their sorting process and small 

quality improvements can result in high cost savings because of the large mail volumes that are processed. 

 

Smaller mail companies do not have these advantages. They have smaller mail volumes, and cannot afford 

the necessary investments. However, business cases for these small- and medium-sized mail companies 

revealed that they might have OCR software that is not very accurate, and the number of keystrokes in 

order to determine a sorting result might be higher (dependent on the country). These facts make the 

disadvantages of the smaller mail volumes less severe, because more images must be processed and more 

keystrokes are needed to process a single image. This might decrease costs and increase quality. 

 

Finally, the wages and the unemployment in the country of the potential customer are noteworthy. If the 

wages are low, the mail company only benefits from quality improvements and not from cost savings. Also, 

jobs are kept away from the population if activities are outsourced, especially if the unemployment of a 

country is very high, this might damage the company’s reputation. Although this effect is outside the 

control of Shore, it should be kept in mind. 

 

Based on this analysis some effects can be refuted. For example, it is proved that the expected quality can 

be delivered by Shore and dependency cannot be avoided completely. The cost issue seems the most 

important reason why small- and medium-sized mail companies are not using the real-time video coding 

platform. Especially, if the wages are low and the unemployment is high. 

4.2 Business Model Identification 

In order to analyze the synergistic relations among the business models of the department Data & 

Document Management, both the business models of the underlying business units as well as the synergies 

among these business units should be identified. This paragraph introduces each business unit with a short 

description (a completed business model canvas and a detailed description can be found in appendix 6). An 

example of a completed business model canvas can be found in figure 4.3, representing the real-time video 

coding proposition of Shore. 
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Figure 4.3: Business Model Canvas Shore 

 

4.2.1 Billing & Document Solutions (BDS) 

Billing & Document Solutions exploits the value chain (figure 4.4) for sending and receiving digital and 

physical transaction mail, i.e. personalized mailings containing financial data (Sipke Spoelstra, interview 

May 2011): 

1. Processing customer data, into a (digital or physical) document. 

2. Selecting a channel through which the document will be distributed. 

3. Distributing the document. 

4. Digitizing incoming transaction mail that is delivered physically. 

5. Collecting money from the debtor. 

 

 

Figure 4.4: Transaction Mail Value Chain 

 

This is especially interesting for corporate companies that send high volumes of transaction mail (e.g. 
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The activities of the above value chain are divided among the four business units of Billing & Document 

Solutions: 1) Billing; 2) Cendris Print Management; 3) Shore; and 4) Credit Management. Billing processes 

the information and selects the channel through which the documents will be distributed. If the document 

will be distributed physically Cendris Print Management will facilitate the print supplies, and PostNL will do 

the actual distribution. When the document will be distributed digitally Billing will do the distribution 

through the World Wide Web. When a company would like to receive its incoming transaction mail 

digitally, Shore will digitize this information flow. Finally, the outstanding receivables might be collected by 

Credit Management (Sipke Spoelstra, interview May 2011). More information concerning Billing & 

Document Solutions can be found in appendix 6.1. 

4.2.2 Billing 

Billing is responsible for processing and sending hybrid (physical and digital) transaction mail, and also 

provides payment methods along with these mailings. Each year approximately one billion physical and 400 

million digital mail pieces are sent. In order to process these mailings Billing has 550 employees spread over 

three different print locations (Sandra Costa, interview April 2011). This makes personnel and machinery 

the most important, as well as the most expensive, resources. 

 

Often Billing’s customers have multiple invoicing processes, resulting in many different transaction mail 

streams. Billing combines these different information streams and processes every mail piece uniformly. 

During these activities Billing is strictly guided by market standards (e.g. ISO and NEN; Sandra Costa, 

interview April 2011). More information about Billing can be found in appendix 6.2. 

4.2.3 Cendris Print Management (CPM) 

Cendris Print Management helps companies with purchasing and supplying products and services 

concerning print. They take over the entire print management supply chain, from desktop publishing (DTP), 

purchasing, guidance, and production to logistics, administration, and (online) reporting. This gives 

customers a clear insight in their print management process, and based on these insights cost savings might 

be realized by proposing and implementing process improvements (Tom Maessen, interview April 2011). 

 

The vast network, consisting of two logistic providers and 98 preferred suppliers, and the huge 

knowledgebase, concerning print and logistics, makes Cendris Print Management a very good partner in 

print management (Tom Maessen, interview April 2011). More information concerning Cendris Print 

Management can be found in appendix 6.3. 

4.2.4 Shore 

In January 2011 Shore was established as an independent start-up to commercialize the real-time video 

coding proposition that was originally initiated by PostNL. Today, Shore offers different solutions to 
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accelerate and digitize (physical) information flows. In essence, digitizing information consists of two steps: 

1) creating an image of the information (if this image is not yet available); and 2) processing this image into 

textual data (Manolo de la Fuente, interview March 2011). 

 

By off shoring these activities to the other side of the world Shore is able to realize cost savings, and in 

order to guarantee the right quality a lean six sigma trajectory is initiated and data typists are trained 

continuously to improve their skills. Because information flows consist of peaks and troughs, especially the 

video coding proposition, the data entry center is able to upscale its capacity to 500% within half an hour 

(Manolo de la Fuente, interview March 2011). More information concerning Shore can be found in 

appendix 6.4. 

4.2.5 Credit Management 

Credit Management facilitates the order-to-cash value chain by collecting outstanding receivables in a 

thoughtful manner. By knowing who the debtor is and by approaching this debtor in the right way, Credit 

Management tries to minimize the resistance to pay outstanding debts. This approach should result in a 

shorter DSO (Days of Sales Outstanding), give the client more control on his money, and give the client the 

possibility to focus on its core business again (Gerco Steenbergen, interview April 2011). 

 

During this process Credit Management tries to involve other business units of Billing & Document 

Solutions. If Credit Management starts collecting money for its customers, reminders for the debtors have 

to be print. Billing is perfectly suited for this task, and Cendris Print Management can deliver the print 

supplies. Furthermore, if Credit Management’s customers are receiving transaction mail physically, Shore 

could digitize these items and import the results into the same system that Credit Management uses for 

collecting outstanding debts. In this way, one system provides all the information for both outstanding 

payables, as well as outstanding receivables (Gerco Steenbergen, interview April 2011). In essence, Credit 

Management consolidates all business units of Billing & Document Solutions. More information about 

Credit Management can be found in appendix 6.5. 

4.2.6 Euro Mail 

Euro Mail is specialized in three different personal mailings: 

1. Direct mail: a personalized advertisement that serves as a call for action. 

2. Transaction mail: a personalized mailing containing a financial component. 

3. Fulfillment: picking, packing, and sending personalized orders. 

 

Euro Mail, together with 240 employees spread over ten locations, prepares, processes, and sends these 

mailings to help customers extend their reach, increase their response, or reduce their costs. These 

customers are mainly small- and medium-sized enterprises (SMEs). However, a number of corporate 
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companies can be found in their customer portfolio as well. Thinking along with these companies and 

creating an optimal solution ensures that customers keep returning to Euro Mail (Ernst-Jan Tak, interview 

April 2011). More information on Euro Mail can be found in appendix 6.6. 

4.2.7 E-Commerce 

Basically, E-Commerce consists of two parts. On the one hand, E-Commerce is an integrator that facilitates 

retailers during the (partial) integration of the e-commerce value chain (figure 4.5). This should help 

customers to focus on retailing only, generate flexible growth, and create a transparent cost structure 

(Simon de Rijke, interview May 2011). 

 

 

Figure 4.5: E-Commerce Value Chain 

 

On the other hand, E-Commerce is an online retailer itself, with many web shops and traffic generators in 

its portfolio (e.g. KadoWereld, Sjopze, Twish, Fotoservice, and TryNow; Simon de Rijke, interview May 

2011). 

 

The integrator part of E-Commerce is able to combine the business units of Data & Document 

Management. E-Commerce is an online retailer itself and manages shop and website content for customers 

(a part of web shop services). Customer Information, Online and Insights can facilitate the marketing 

activities. Payments can be handled by Billing, while Credit Management might be useful in the future to 

collect outstanding receivables. Fulfillment is an expertise of Euro Mail, while distribution is the core-

business of the parent company PostNL. Finally, Customer Contact is able to handle customer service. In 

conclusion, E-Commerce is able to connect many business units of Data & Document Management (Simon 

the Rijke, interview May 2011). More information on E-Commerce can be found in appendix 6.7. 

4.2.8 Cendris 

Today, it is the consumer who decides when relevant information will be delivered and through which 

channel it will be delivered. Consumers are getting more and more options to control the information 

overload, examples are the “Nee-Nee / Nee-Ja Sticker” and the “Bel-me-niet register”. This makes it is 

extremely important to know what kind of information is relevant for which consumer and through which 

channel this message is conveyed most effective (Jeroen Veldstra, interview June 2011). 

 

Cendris is one of the few companies in the Netherlands that collects and supplies information concerning 

consumers as well as businesses, and uses this information to create customer contact strategies for 
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companies to help them realize their sales and marketing objectives. Cendris not only creates these 

strategies but also executes them, because some of the marketing channels (e.g. telemarketing, online 

marketing, and direct marketing) are exploited in-house (Jeroen Veldstra, interview June 2011). 

 

 

Figure 4.6: Direct Marketing Value Chain 

 

With the four business units (Customer Information, Customer Contact, Online and Insights) Cendris 

facilitates a large part of the direct marketing value chain (figure 4.6), which helps customers to choose its 

target market and marketing channel correctly. More information concerning Cendris can be found in 

appendix 6.8. 

4.2.9 Customer Information (CI) 

Customer Information is started because PostNL would like to deliver as much mail as possible to the 

correct addressee the first time. If mail is not delivered correctly and is sent back to PostNL, the entire 

costly sorting process has to be executed over again. Therefore, Customer Information started to collect 

address information from both consumers and business, and kept this information up-to-date (Bjørn de 

Boer, interview April 2011). 

 

This information seemed very valuable for other companies as well, and Customer Information started to 

sell this data. Nowadays, Customer Information collects, analyzes, and maintains all kinds of information 

concerning consumers and businesses. Within the direct marketing value chain this information is used to 

make the first two choices (target group selection and channel/media choice). Based on this kind of 

information customers are able to create marketing campaigns for specific target groups that are less costly 

and more effective at the same time (Jeroen Willems, interview April 2011). More information about 

Customer Information can be found in appendix 6.9. 

4.2.10 Customer Contact (CC) 

Customer Contact arranges and exploits customer contact centers for inbound and outbound calls. This 

gives them two positions on the direct marketing value chain. On the one hand, Customer Contact is a 

telemarketing agency that sells offerings by calling potential customers (i.e. distribution). On the other 

hand, Customer Contact is a contact center that troubleshoots problems of customers by providing 

information and assistance (i.e. customer service; Gábor Flór, interview May 2011). More information 

about Customer Contact can be found appendix 6.10. 
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4.2.11 Online 

Online is a marketing channel that is exploited by Cendris, more specifically online marketing. Online is 

specialized in (Eric van Westbroek, interview May 2011): 

 Affiliate marketing: placing banners on websites to redirect potential customers to a website. 

 E-mail marketing: sending newsletters to potential customers and call for action. 

 Search engine optimization: optimization of websites in such a way that it will appear high in the 

organic search results of search engines. 

 Search engine advertising: pay a search engine to promote a website when visitors search for 

offerings provided by this website. 

 

These online marketing tools are used by Online to position its customers on the internet. Online designs 

the banners, the newsletters, or the advertisements for the customer, purchases advertising space, e-mails, 

and keywords, and manages the online campaigns for the customer. In this way all the online marketing 

activities are executed by just one single organization (Eric van Westbroek, interview May 2011). More 

information concerning Online can be found in appendix 6.11. 

4.2.12 Insights 

Insights is the newest business unit of Cendris and tries to integrate all business units of Cendris. In this way 

they are able to exploit the entire direct marketing value chain and create value-added customer contact 

strategies for their customers. With these contact strategies Insights is able to attract new customers, 

retain existing customers, win-back lost customers, and develop customer’s spending (Hanneke Blokland, 

interview April 2011). 

 

The information of Customer Information is used to select the right target groups, and to choose the most 

promising marketing channels. If online marketing is chosen Online is the perfect partner, in the case of 

telemarketing Customer Contact will be better suited. When direct marketing is used Billing, Euro Mail, or 

an external party will process the mailings. The digital distribution is done by Online, while the physical 

distribution is preferably done by PostNL. When completed response cards are returned, BancTec digitizes 

these responses. Customer Contact will handle the incoming calls in the customer service centers. Finally, 

Insights collects the information from all parties and improves the customer contact strategies if this might 

be necessary (Hanneke Blokland, interview April 2011). More information on Insights can be found in 

appendix 6.12. 

4.3 Business Unit Synergy 

If the big picture is taken in mind (figure 4.7), potential synergies become apparent between the business 

units of Data & Document Management. By managing all the steps of this combined value chain the 

business units might strengthen each other. 
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Figure 4.7: Combined Value Chain 

 

Cendris collects information about consumers and businesses, and uses this information to develop and 

execute customer contact strategies. Telemarketing and online marketing are two marketing channels that 

Cendris masters and in the case of direct marketing, Euro Mail can process the mailings. These marketing 

channels, along with the traffic generators of E-Commerce, can be used to generate more traffic and 

indirectly generate higher revenues for (potential) customers. All orders for the customers’ clients can be 

picked, packed and sent by Euro Mail. At the same time, Billing & Document Solutions can process the 

invoices and handle the payments. After the parent company PostNL has distributed the order, Billing & 

Document Solutions might digitize the incoming invoice for the customers’ clients, and collect the 

outstanding receivables for the customer. Finally, Cendris is able to establish the customer contact centers 

in order to support the potential clients of the customers with their purchases, or handle complaints that 

are proposed by the customers’ clients. 

 

To measure the actual synergies among the three clusters of business units, notions concerning synergy 

realization are extracted from the five-step process of Vizjak (1994) and from the synergy spectrum of 

Kaplan and Norton (2005, 2006). These statements are combined into a checklist for measuring synergies 

(figure 4.8). All statements can be answered with true, partly true, or false, and the synergy score for a 

cluster of business units can be calculated by scoring each statement a 1 for true, a 0.5 for partly true, or a 

0 for false, and then summing these scores. 

 
 

Statement True Partly True False 

Product affinities are present among the clustered business units.    

Market affinities are present among the clustered business units.    

The clustered business units are positioned in the same value chain to offer a 
more attractive customer value proposition (i.e. one-stop-shopping). 

   

Collecting Consumer & Business Data (Cendris) 

Generating Traffic (Cendris, Euro Mail, E-Commerce) 

Processing invoices & Handling Payments (BDS) 

Picking, Packing, and Sending Orders (Euro Mail) 

Distributing Packages (PostNL) 

Digitizing Incoming Transaction Mail (BDS) 

Collecting Outstanding Receivables (BDS) 

Supporting (Potential) Customers (Cendris) 
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The clustered business units enhance the customer relationship by offering 
complementary products and services. 

   

The clustered business units bundle or cross sell their offerings.    

Tangible interrelationships (e.g. sharing activities) are present among the 
clustered business units. 

   

Intangible interrelationships (e.g. transferring know-how) are present among 
the clustered business units. 

   

Employees (with similar functions) of the clustered business units are meeting 
regularly. 

   

Common activities of the clustered business units (e.g. R&D or marketing) are 
centralized into separate business units. 

   

The clustered business units are using the same management information 
systems. 

   

The branding strategy of the clustered business units promotes cohesion.    

Figure 4.8: Synergy Checklist 

 

According to Vizjak (1994) the business units that might contain many synergies are most likely visible as 

clusters within the organizational structure. Based on the organizational structure of PostNL (figure 3.5) 

three clusters of business units are identified within Data & Document Management. For these business 

unit clusters the synergy checklist is completed and a score is calculated (appendix 7). 

1. Cluster 1: Mail Enablers, consisting of the business units: 

a. Billing & Document Solutions; 

b. Euro Mail; 

c. E-Commerce; 

d. Cendris. 

2. Cluster 2: Transaction Mail, consisting of the business units: 

a. Billing; 

b. Cendris Print Management; 

c. Shore; 

d. Credit Management. 

3. Cluster 3: Contact Strategies, consisting of the business units: 

a. Customer Information; 

b. Customer Contact; 

c. Online; 

d. Insights. 

4.3.1 Cluster 1: Mail Enablers 

The cluster Mail Enablers scored the lowest of the three clusters (figure 4.9), namely a 4. This is not really 

surprising because this cluster consists of different initiatives that complement the parent company PostNL. 
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For example, Euro Mail creates direct mail that is (preferably) delivered by PostNL, the video coding 

proposition of Billing & Document Solutions (i.e. Shore) resulted in marginal savings for PostNL, and the 

information that is provided by Cendris makes sure 95% of the mail pieces are delivered correctly the first 

time. Three different value chains and three different brands resulted in little synergy among the different 

business units of the cluster Mail Enablers (appendix 7.1). 

 

 

Figure 4.9: Business Unit Synergy Scores 

 

 

4.3.2 Cluster 2: Transaction Mail 

The cluster Transaction Mail scored a 6.5 (figure 4.9). Based on the synergy checklist it becomes clear that 

the business units within this cluster do have a lot of product and market affinities, which is very important 

to create synergies among a set of business units. However, every business unit is operating on an 

individual level, resulting in many similar activities that are executed multiple times and similar resources 

that are purchased by each business unit separately (appendix 7.2). 

4.3.3 Cluster 3: Contact Strategies 

With a score of 7.5 the cluster Contact Strategies has the most synergies among its business units (figure 

4.9). Each business unit of this cluster serves similar customer segments with quite different offerings. Both 

the technology as well as the medium (e.g. telephone or internet) of each offering differs, though the 

combined offerings create an attractive customer value proposition. Furthermore, the cluster Contact 

Strategies creates synergies by combining account management in order to bundle and cross sell the 

offerings (appendix 7.3). 

0

1

2

3

4

5

6

7

8

0 1 2 3 4 5 6 7 8 9 10 11

Mail Enablers Transaction Mail Contact Strategies



 

 Page | 33 

4.3.4 Performance 

According to Davis et al. (1992) and Chang and Singh (2000) synergies might result in enhanced 

profitability. This effect is visible in the measure return on sales (ROS); an indicator of profitability used to 

compare companies of different sizes. This is the ratio of earnings before interest and tax (EBIT) divided by 

sales revenue (ROS = EBIT / Revenue). In order to compare the different sized business units and check 

whether synergies result in increased profitability overtime, not a single measure of ROS is compared, but 

the expected change in ROS between 2010 and 2011 is compared. 

 

Because the confidentiality of this information the actual numbers are not presented within this document, 

instead the growth/decline rates are indicated (figure 4.10). It is assumed that the increase in ROS is higher 

for the business unit Billing & Document Solutions and Cendris, compared to the business units E-

Commerce and Euro Mail, because their underlying business units contain more synergistic relations. For E-

Commerce it is impossible to calculate a growth rate, because this business unit is recently started and no 

details from 2010 are available. 

 

 Low single-digit High single-digit Double-digit Triple-digit 

Growth 0% to 5% 5% to 10% 10% to 100% 100% to 1000% 

Decline 0% to -5% -5% to -10% -10% to -100% -100% to -1000% 

Figure 4.10: Possible Growth Rates 

 

Based on the expected ROS growth rates (figure 4.11) it is clear that the business units Cendris and Billing & 

Document Solutions have an increase in profitability during the year 2011, while Euro Mail’s profitability is 

decreasing during this same year. Also the estimation for the business unit E-Commerce resulted in a 

negative ROS at the end of 2011. Based on these measures it is clear that business unit synergy results in 

increased profitability overtime. 

 

Business Unit Growth in ROS between 2010 and 2011 

E-Commerce N/A (negative ROS at the end of 2011) 

Euro Mail High single-digit decline 

Cendris Triple-digit growth 

Billing & Document Solutions Double-digit growth 

Figure 4.11: Expected ROS Growth Rates (Tessa Kok, interview July 2011) 

 

4.4 Business Model Synergy 

Because it is not yet possible to calculate synergies among business models, the business unit synergy score 

is assumed to be the same as the business model synergy score. In other words, little synergies are present 

among the business models of the cluster Mail Enablers (because the synergy score is a 4), while many 

synergies are present among the business models of the clusters Transaction Mail and Contact Strategies 
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(because their synergy scores are 6.5 and 7.5 respectively). This implies that the differences between the 

business models of the cluster Mail Enablers and the other two clusters indicate how synergies might be 

realized among a set of business models. Because these differences only indicate the discrepancy between 

the synergy scores of the different clusters, the similarities between these business models will be analyzed 

as well in order to complete the list of business model elements that might generate synergies. 

 

In order to identify differences and similarities between the business models of the different clusters the 

business model canvases (Osterwalder and Pigneur, 2010), the business model value drivers (Amit and Zott, 

2001), and their sub dimensions (Brettel et al. 2008) are analyzed (appendix 8). 

4.4.1 Business Model Canvases 

Vizjak (1994) used some business model elements to analyze business unit synergies. He stated that market 

affinities should be present among a set of business units to create business unit synergy. These market 

affinities can be indicated by “common applications, customers, channels, competitors or geographical 

regions”. In other words, business unit synergies initiated by market affinities, should also be visible in the 

value proposition, customer segments, and distribution channels of a business model. Analyses of the 

business model canvases have confirmed this perspective (figure 4.12). 

 

 

Figure 4.12: Business Model Canvas Comparison 

 

The cluster Mail Enablers scored lower on the value proposition and significantly higher on the distribution 

channels. If the elements of the business model canvas are analyzed in more detail (appendix 8.1) it 

becomes clear that the value propositions of the cluster Mail Enablers have a dissimilar focus, the average 

number of distribution channels is higher in comparison to the other two clusters, and the customer 

segments are more widespread. 
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If the value propositions are not aligned nor have a similar focus it might be hard to create additional value 

for potential customers. For example, starting an online advertising campaign (e.g. Google AdWords) is 

rather easy, so is making a call. The added-value for customers is generated by combining multiple 

marketing channels, monitoring these channels, and adjusting these channels in order to create efficient 

customer contact strategies (Hanneke Blokland, interview April 2011). In contrast to the individual value 

propositions, the combination of value propositions with a similar focus will result in super-additive 

synergies and generate more value for the customers. 

 

Furthermore, the amount of distribution channels used by the business units of the cluster Mail Enablers is 

higher, and these business units have a more diversified customer portfolio as well. Most likely these 

effects are intertwined. Because the customer base is more widespread more distribution channels are 

necessary to reach and serve these different customer segments. If similar customers are served and the 

same distribution channels can be used to serve and reach these customers, sub-additive synergies can be 

realized by saving costs. 

 

Similarities are visible in the other elements of the business model canvas (i.e. key partners, key activities, 

key resources, customer relations, cost structure, and revenue streams). Working with key partners might 

result in super-additive synergies, because sharing information is necessary to cooperate successfully. 

Many business units select its colleague business units as key partners. For example, all business units of 

the cluster Contact Strategies are key partners of Insights (Hanneke Blokland, interview April 2011), and 

Euro Mail often makes use of Cendris’ marketing channels (Ernst-Jan Tak, interview April 2011). 

Unfortunately, not all business units select their key partners from the insight out. For example, Billing has 

its own key partners for delivering print supplies, while this is an expertise of Cendris Print Management 

(Sipke Spoelstra, interview May 2011), and Shore is specialized in data entry (Manolo de la Fuente, 

interview March 2011), while Insights works together with an external party to digitize incoming response 

cards (Hanneke Blokland, interview April 2011). In the end, key partners are preferably chosen from the 

inside out, because know-how, resources, and customer segments might be shared more easily and result 

in greater super-additive synergies. 

 

Most customer relations are business-to-business and long-term (appendix 8.1), this combination might 

result in super-additive synergies. During a long-term relationship resistance to share knowledge will 

diminish, prototypes can be developed together, and customer needs might be communicated more 

clearly. This information should result in better offerings for the customers. 

 

If multiple business models have similar key activities, these activities can be supportive to each other by 

clustering them. If this is impossible, the knowledge resulting from these activities (i.e. the lessons learned) 
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can be shared among the business units. Within the department Data & Document Management little 

activities are clustered and almost no information about key activities is shared. Only the cluster Contact 

Strategies centralized one of its key activities (i.e. account management), which makes it possible to bundle 

or cross sell the value propositions of the different business units (Bjørn de Boer, interview April 2011). And 

information is shared only by the marketing managers of the clusters Transaction Mail (Manolo de la 

Fuente, interview April 2011) and Contact Strategies (Bjørn de Boer, interview April 2011). Sharing 

information and know-how might result in super-additive synergies, but Vizjak (1994) stated that tangible 

interrelationships “enable the sharing of activities between related business units” and might result in cost 

savings. In other words, if it is possible to centralize key activities of multiple business units both super-

additive as well as sub-additive synergies might be generated. 

 

Also key resources might result in sub-additive synergies. Almost all business models of Data & Document 

Management do have key resources consisting of hardware, software, and humans, which is also reflected 

by the cost structure. If different business units use the same resources, costs might be saved by sharing 

these resources (e.g. ordering resources together might result in economies of scale). The cluster Contact 

Strategies is the only cluster that shares some of its key resources among different business units. More 

specifically, the business unit Customer Information and the business unit Online share the same director 

and business controller (Jeroen Willems, interview April 2011). It is questionable whether sharing human 

resources is desirable, because boundaries might fade away and business units might vanish. However, it 

might be beneficial to share the costs for information and communication technologies among clustered 

business units, in order to realize sub-additive synergies by means of cost savings. 

 

The revenue streams are the least suited for synergy generation. Because every business unit has its unique 

value proposition, its revenue streams are unique as well. When elements are completely distinctive it is 

very hard to create synergies by combining or complementing these elements. 

4.4.2 Business Model Value Drivers and Sub Dimensions 

If the business model value drivers of the different clusters are analyzed, it is clearly visible that all clusters 

have a similar score on the value drivers: efficiency, novelty, and complementarities, while the value driver 

lock-in is more diversified (figure 4.13). If the sub dimensions of the value drivers are analyzed in more 

detail (appendix 8.2) it becomes apparent that the difference in the lock-in value driver is caused by the sub 

dimension loyalty and safety. The high standard deviation implies that it is very important for all business 

models to score equally high on the different value drivers and its sub dimensions. Otherwise synergy 

realization might stay behind. Furthermore, the cluster Mail Enablers scores lower on flexibility (efficiency) 

and higher on new links (novelty). 
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Figure 4.13: Business Model Value Driver Comparison  

 

According to Amit and Zott (2001) efficiency lowers the transaction costs. According to Brettel et al. (2008) 

this can be realized in three ways: 1) by reducing the complexity of a transaction; 2) by reducing the 

uncertainty or the information asymmetry between participants through increased transparency; or 3) by 

providing more flexibility in order to reduce coordination costs and transaction risks. Efficiency-centered 

business models could result in sub-additive synergies because transaction costs will be lower. The cluster 

Mail Enablers score lower on the sub dimension flexibility, in other words the value driver efficiency is not 

fully exploited. This might explain the difference in synergy scores, between the cluster Mail Enablers and 

the clusters Transaction Mail and Contact Strategies, to some extent. 

 

Novelty refers to new ways of doing business (Amit and Zott, 2001). At the core of a novelty-centered 

business model two elements are present: 1) the introduction of new links to conduct economic exchange; 

and 2) the degree of novelty and uniqueness of the business model itself (Brettel et al. 2008). A novelty-

centered business model might result in super-additive synergies because the innovativeness of the 

business model, more specifically the new links that are initiated between different business model 

participants, might be more valuable than the individual instances. The cluster Mail Enablers has been 

initiated to create additional mail volume and revenue streams for the parent company PostNL by 

introducing new and innovative offerings (Jeroen Veldstra, interview June 2011). Therefore it is not 

surprising this cluster scores higher on the sub dimension new links, in comparison with the clusters 

Transaction Mail and Contact Strategies. 

 

Amit and Zott (2001) state that lock-in refers to the extent to which customers are motivated to engage in 

repeat transactions and the extent to which strategic partners have incentives to maintain and improve 

their associations. The central aspects behind lock-in are switching costs and network externalities (Brettel 

et al. 2008). In order to exploit these aspects, relationships should be made more specific and trustful, 
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which can be achieved through personalization or by generating loyalty and safety (Brettel et al. 2008). In 

this perspective a lock-in centered business model might generate sub-additive synergies, since “it is more 

expensive to attract new customers than it is to retain existing customers and the longer the association 

between the company and the customers the more profitable the relationship for the firm” (Buttle, 1996). 

The cluster Mail Enablers might increase its synergy score by generating more loyalty and safety among its 

customers. It should be noticed that the standard deviation for this score is relatively high. More 

specifically, not all business units score low on this sub dimension. This might imply that it is necessary for a 

cluster of business models to score equally high on the different value drivers and its sub dimensions. 

 

Complementarities are present whenever having a bundle of goods together provides more value than the 

total value of having each of the goods separately (Amit and Zott, 2001). According to Brettel et al. (2008) 

complementarities might increase the attractiveness of the offering by cross-selling (i.e. bundling) multiple 

offerings or by integrating numerous offerings into a single offering. In essence, a complementarities-

centered business model generates super-additive synergies, because the bundled or integrated offerings 

result in higher value, for both the customer and the company, in relation to the individual offerings. All 

three clusters score equally high on this value drivers and its sub dimensions. 

 

Finally, it is noteworthy that every cluster scores relatively high on the value drivers: efficiency and lock-in, 

and scores relatively low on the value drivers: novelty and complementarities (figure 4.13). According to 

Amit and Zott (2001) each value driver might enhance the other value drivers, Brettel et al. (2008) stated 

that “a future study should derive combinations of value drivers that increase the performance of 

organizations”, and Treacy and Wiersema (1993) are convinced that market leaders of the future should 

focus on multiple disciplines. Perhaps the value driver combination of efficiency and lock-in is such a 

combination. 

 

In chapter six the results of these analyses will be translated into design principles that generalize the 

above findings and state how synergies between business models can be realized. 

  



 

 Page | 39 

5 Design 

Small- and medium-sized mail companies are not yet interested in the video coding proposition of Shore. 

Based on the notion of business models, Shore seems unable to create and deliver value for these 

companies (Osterwalder and Pigneur, 2010). Within this chapter, solutions for this problem are generated, 

based on the input from the different interviews (and the discussions that were held with the 

interviewees). After the solutions are generated, they are combined and narrowed down (i.e. synthesized) 

into a small number of alternatives. Finally, these different alternatives are prioritized and recommended 

to Shore, and one of them will be translated into a new business model design. 

5.1 Requirements 

The problem validation resulted in three potential causes that withhold small- and medium-sized mail 

companies from doing business with Shore: 1) Dependency; 2) Quality; and 3) Costs. Shore’s key 

performance indicators revealed that customers’ concerns about quality can be taken away easily. 

However, the dependency issue and cost issue should be reduced by the proposed solution, while it should 

be feasible as well. More specifically, the solution should not require much monetary investments and it 

should be possible to integrate the solution on the short-term. After redesigning Shore’s business model 

the current synergies among the cluster Transaction Mail should be maintained. In sum, Shore’s new 

business model must meet the following requirements: 

1. Costs should be reduced by proposed alternative; 

2. Dependency should be reduced by proposed alternative; 

3. The proposed alternative should be feasible: 

a. It should not require much monetary investments; 

b. It should be possible to integrate the solution on the short term; 

4. Synergies should be maintained after redesigning the business model. 

5.2 Idea Generation 

Unfortunately a joint brainstorm session with all the interviewees could not be arranged. However, during 

the interviews interesting discussions were started with the interviewees and useful ideas to solve Shore’s 

problem could be identified: 

 

Idea Generation & Synthesis 

Freemium 

Reduce the initial investment by investing (a part of) the investment yourself (along increase variable costs, 
and create a relatively short payback period; Okke Wiersma, interview March 2011). 

Let the large-sized companies finance the smaller companies, so they can benefit from a free-of-charge 
offer (freemium business model). 

If more volume is transferred or saved, more hosting and bandwidth is necessary. The more data is used 
the cheaper the price per megabyte becomes (Joleen Breij, interview March 2011). 
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Only process images of smaller customers when the buffer is lowering, this levels the image stream and 
reduces the necessity to up- or downscale the data entry capacity which saves costs (i.e. load balancing; 
Tessa Kok, interview March 2011). 

Partnerships 

Partner with competitors of current key partners to create a more competitive environment. This might 
result in cheaper offerings and better quality (e.g. multiple data entry centers; Eric van Westbroek, 
interview May 2011). 

Work together with machine suppliers to consolidate their offering and become a preferred supplier that 
provides a combination of data entry, data lines, and/or video coding (Tom Maessen, interview April 2011). 

Service Adaptation 

Increase the amount of self-service (e.g. customers provide the images themselves; Ernst-Jan Tak, interview 
April 2011). 

Try to bundle requests from customers with a similar starting point in order to create one large customer 
and split the investment (e.g. long-tail). 

Not only providing a solution for the video coding activities, but also providing additional services (e.g. OCR) 
to grasp additional information streams and generate additional revenue streams (Mario Suykerbuyk, 
interview March 2011). 

Change from supplier to consultant. Do not sell the real-time video coding platform as a product, but 
instead advise customers on how to outsource its video coding activities (Hiltjo Bekkering, interview March 
2011). 

Modularization 

Use standardization and modularization to minimize the necessary amount of customization (Isabelle 
Reymen, supervisor Eindhoven University of Technology). 

Change from consolidator to problem solver. Do not sell the real-time video coding platform as a complete 
solution, but only sell what is necessary to solve the problem of the customer (Manolo de la Fuente, 
interview March 2011). 

In order to reduce the initial investment, remove functionality/security from the offering that is 
unnecessary for smaller customers (e.g. quality checks; Joleen Breij, interview April 2011). 

Generate different propositions in various price ranges (e.g. an offline service that is cheaper than a real-
time service; Joleen Breij, interview April 2011). 

Figure 5.1: Idea Generation & Synthesis 
 

5.3 Synthesis 

The above ideas are combined and narrowed down (i.e. synthesized) into four alternatives that possibly 

solve Shore’s problem: 1) Freemium; 2) Partnerships; 3) Service Adaptation; and 4) Modularization. 

5.3.1 Freemium 

If a company has a freemium business model, at least one customer segment benefits from a cheaper (or 

free-of-charge offer), while another stakeholder of the business model is financing this customer segment 

(Osterwalder and Pigneur, 2010). 

Based on the generated ideas there are four potential stakeholders identified that could finance the small- 

and medium-sized mail companies: 1) Shore; 2) large-sized customers; 3) the hosting/bandwidth supplier 

(i.e. GroupIT); or 4) the data entry center. 
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Because Shore is recently started, its working capital is insufficient to do the investments for all small- and 

medium-sized customers. Furthermore, the risks of doing these investments are very high, especially for a 

startup in the postal industry. In this declining market customers might resign in the near future and the 

invested money might be lost. 

The current customer base of Shore is rather small, which makes it is impossible for large-sized customers 

to fully cover the costs necessary to connect the smaller customers. Another implication for this small 

customer base is the little amount of data that is transferred over the data lines and saved onto the servers. 

If the amount of data increases over time, economies of scale (i.e. cost savings) can be realized because 

both the bandwidth and the hosting can be purchased in higher quantities (from GroupIT). 

Finally, cost savings can be realized by the data entry centers. The image streams of the video coding 

proposition are very wavy. If these image streams can be flattened the data entry centers are able to 

standardize their occupation and reduce scalability. This might result in cost savings because less people 

have to be standby. The image streams of the smaller customers can be used to flatten the video coding 

image streams (figure 5.2) and the resulting cost savings might be shared with them.  

 

 

Figure 5.2: Load balancing 

 

At this moment the freemium business model is not suited because the customer base is too small and the 

company is not yet stable. However, if the customer base is large and the company stabilizes it might be an 

interesting alternative to generate marginal cost savings for the (potential) customers. 

5.3.2 Partnerships 

In order to reduce both the cost issue as well as dependency issue Shore could possibly start new 

partnerships. In order to drive prices down Shore could cooperate with competitors of their current key 

partners. Shore is completely dependent on their software developer (PrimeVision), hardware supplier 

(GroupIT), and data entry provider (SPi Global). By spreading these activities over multiple suppliers the 

prices might become negotiable, resulting in cost savings, and quality might increase. 

 

Another, more promising, partnership could be started with the sorting machine suppliers. This will 

probably diminish the dependency issue to a minimum, because every mail company has a sorting machine 

and is already dependent on the sorting machine supplier. If Shore is preferred supplier and delivers OCR 
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software, the video coding platform and/or a data entry center in the name of the customer’s sorting 

machine supplier, the customer is only dependent on its current supplier. This sorting machine supplier, 

together with Shore, is able to deliver a complete solution for sorting the entire mail volume of the 

customer. This partnership not only reduces the dependency issue, but might also reduce the cost issue. 

Normally the machine suppliers are very reluctant to explain how images can be extracted from the sorting 

machine and the costs for this information might be up to one third of the initial investment (Joleen Breij, 

interview March 2011). If a partnership is established with the sorting machine supplier, it is beneficial for 

both parties to extract the images from the sorting machine and provide a complete solution to the 

customer. 

 

The establishment of partnerships is perhaps a good alternative for the short term, requires little monetary 

investments, and has high potential for reducing both the cost- and the dependency issue. 

5.3.3 Service Adaptation 

Based on the generated ideas, the amount of service could be either increased or decreased. If the service 

decreases, the (potential) customer has to execute more tasks itself, or should share the service with 

multiple customers. If the service increases, the customer might benefit from backwards integration, for 

example, providing consultancy or OCR software. 

 

Because potential customers would like to have little dependency, they prefer to generate their own video 

coding platform (like PostNL did). Instead of selling the video coding platform, customers could consult 

Shore to collect information on the necessities to create such a platform. Based on this information the 

customers can decide what activities are executed internally, and what activities should be executed 

externally. If Shore is already the advisor, and is also able to execute these necessary activities, it might 

reduce the feeling of dependency to work with Shore. 

Another example of backwards integration is providing OCR software. Because small- and medium-sized 

mail companies have little money to invest, their OCR software is probably not very accurate. If Shore 

provides both video coding solutions and OCR solutions, it becomes possible to digitize 100% of the mail 

volume instead of the data entry volume only (e.g. 5% in the case of PostNL; Menno Worst, interview 

March 2011). Customers save maintenance costs for their OCR software and Shore might charge lower 

prices because more volume is digitized. 

 

If customers are able to increase the amount of self-service both the cost issue and the dependency issue 

might be reduced. For example, if customers are able to extract the images from its sorting machines 

themselves (or together with the sorting machine supplier) the initial investment might be reduced by one 

third (Joleen Breij, interview March 2011) and the customers are less dependent on Shore. If the service 
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can be shared among customers, cost savings might be generated. If multiple customers have a similar 

starting point (i.e. the same sorting machine, similar video coding task etc.) it might be possible to bundle 

these customers into one single project and spread the initial investment among the customers. 

 

While consultancy is a good solution, the question arises whether the other elements of this solution are 

possible. In order to deliver both OCR solutions and video coding solutions the video coding platform 

should be revised completely. Extracting images from a sorting machine is costly and difficult for Shore; 

most likely this is also the case for customers. Because the diversity in sorting machine suppliers and video 

coding tasks is relatively high, it might be very hard to find customers with the same starting point. Initially, 

it seems difficult to realize the service adaptation alternative. 

5.3.4 Modularization 

Most of the ideas were focused on providing the customer with necessities only. If the customer needs less 

redundancy, provide less redundancy. If it is unnecessary to video code the images within seconds, 

schedule it on a later date (if this is cheaper). If quality checks are not important for a customer, omit these 

quality checks, etc. These ideas are grouped into modularization, meaning that customers should be able to 

select (and pay for) the necessary elements of an offering only. In this way costs can be saved by removing 

unnecessary elements of the system, but also dependency might be reduced because customers feel free 

to compose their own offering. 

 

In order to operationalize this alternative, the real-time video coding platform should be rebuilt into 

separate modules that can be switched on and off fairly easy. This makes it possible to reduce the initial 

investment, though the variable price might change significantly because the customer should pay for each 

operation that is executed by a module on the image (e.g. extracting the image, OCR the image, and 

retyping the image). Perhaps it is too early to realize this alternative, because large investments and many 

changes are needed in both the platform as well as the pricing strategy.  

5.4 Redesign 

Based on the above analysis the partnership alternative seems the most promising solution. It can be 

initiated on the short term, needs little monetary investments, and has the potential to reduce both the 

cost issue as well as the dependency issue. The freemium alternative becomes interesting as soon as the 

partnership alternative is successful and the customer base is increasing. This might further decrease the 

cost issue by mixing and matching the revenue streams and the cost structure. After these two steps, the 

service adaptation alternative might be next. Because the customer base is growing it should be clear 

whether bundling customers is possible and which machines and video coding tasks are most common, 

whether self-service is a good option, and whether consultancy might be a valuable addition to the 

provided service. Only if the real-time video coding proposition is successful, the customer base is 
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increasing rapidly, and both the cost issue and the dependency issue are already reduced significantly, 

rebuilding the video coding platform might be necessary to stay competitive in the future. 

 

Alternative Reducing costs Reducing dependency Feasible 

1 Partnership Yes Yes Yes 

2 Freemium Yes No Not yet 

3 Service Adaptation Yes Yes Not yet 

4 Modularization Yes Yes No 

Figure 5.3: Prioritized Alternatives 

 

5.4.1 Major Changes 

Figure 5.4 shows the redesigned business model of Shore when the partnerships alternative is 

implemented (changes are colored blue). One of the most important changes is the activity partner 

management. This activity consists of three tasks: 1) indicating and selecting potential technical partners 

(i.e. sorting machine suppliers); 2) establishing a relationship with these potential partners; and 3) 

maintaining a mutual relationship with both the technical partners as well as other partners. 

 

Once a relationship is established with a sorting machine supplier, Shore becomes able to process the 

entire video coding value chain. Previously, Shore’s core business was transferring the image, keying the 

data, and returning the result. Together with a technical partner it becomes much easier to generate the 

image, extract the image, and read the image using OCR as well. 

 

These technical partners also serve as distribution channels, because they bring in new customers for the 

real-time video coding platform. However, these customers should be distinguished from Shore’s own 

customers, because the relationship with them might differ. For Shore it is important to maintain the 

relationship with its own customers, in order to enjoy a long-term relationship. If a technical partner 

acquired a customer, Shore works on behalf of this partner. In this case the partner is responsible for 

maintaining the relationship with the customer, while Shore maintains the relationship with the sorting 

machine suppliers through the activity partner management. Newly acquired customers no longer need to 

have a large mail volume, also mail companies with smaller mail volumes can be connected now. 

 

Because Shore is able to work with the sorting machine suppliers, the initial investment will be diminished 

by approximately one third (Joleen, interview March 2011). Normally the sorting machine suppliers are 

reluctant to provide the information that is necessary to extract the images from the sorting machine and 

charge a lot of money for this information. The relationship with the technical partners should minimize 

these costs to a minimum. 
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Figure 5.4: Redesigned Business Model Shore 
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Cost structure 
 

Hosting; 
Bandwidth; 
Data-Entry (keystrokes); 
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Value Proposition 
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 Generating images; 

 Extracting images; 

 Reading images (OCR); 

 Transferring images; 

 Data entry images; 
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Processing images (physical 
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Customer Relations 
 

Business-to-business; 
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(Internal) direct contacts; 
Call for bids. 
 

Customer Segments 
 

Corporate companies 
with large volumes; 
Mail companies with small, 
medium, or large mail 
volumes. 
 
Clustered by complexity vs. 
processing time: 

 Offline & complex 
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A reduction in the initial investment and new customers are necessary for Shore to keep its video coding 

proposition into existence. However, the technical partners also need some benefits in order to start a 

relationship. On the one hand, Shore is able to provide the missing links in the video coding value chain (i.e. 

data lines, a scalable data entry center, and in some cases the platform itself), but most likely the technical 

partners are willing to receive money in return for the customers they are providing to Shore. This might 

result in a lower price per keystroke because these revenues have to be shared with the sorting machine 

suppliers. Based on these changes the relationship with sorting machine suppliers seems very important, 

which makes them a key resource for Shore as well. 

5.4.2 Maintaining Synergies 

Because this redesign might affect the current synergies that are present among the business models of the 

cluster Transaction Mail, both the business model canvas analysis and the business model value driver 

analysis are redone with the new business model of Shore. Based on the results of these analyses (appendix 

10) no significant changes could be identified, and it might be concluded that the current synergies are 

maintained. 
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6 Reflection 

During this master thesis business model synergies are identified between three different clusters of 

business units within the department Data & Document Management of PostNL. Because these findings are 

rather specific for its environment, they will be translated into general design principles. These propositions 

will be structured by the CIMO-logic, and describes the context C, in which intervention I can be used, 

through the generative mechanism M, to achieve outcome O (Denyer et al. 2008). 

 

If the business model canvas is taken into account, coordinating almost any building block might result in 

business model synergies. Only the cost structure and the revenue streams are hard to translate into 

business model synergies. This is not very surprising because every business unit has its own profit and loss 

statement. If the cash flows of a set of business units are combined, the boundaries between them might 

vanish. Also the value drivers of a business model can result in super-additive or sub-additive synergies. 

Combinations of these value drivers might generate even higher synergies among a set of business models. 

Based on the findings of this master thesis a total of thirteen design principles are defined (figure 6.1). 

 

Context Intervention Mechanism Outcome 

The business models of a 
business unit cluster in a 
hierarchical 
organization. 

Should focus on value 
propositions with a 
similar component that 
fits into a common value 
chain. 

Because this makes it 
possible to align and 
combine the different 
value propositions into a 
single offering. 

Resulting in increased 
value (in comparison to 
the individual offerings) 
and super-additive 
synergies. 

The business models of a 
business unit cluster in a 
hierarchical 
organization. 

Should serve similar 
customer segments. 

Because this requires 
less distribution 
channels to reach and 
serve these customer 
segments. 

Resulting in cost savings 
and sub-additive 
synergies. 

The business models of a 
business unit cluster in a 
hierarchical 
organization. 

Should start long-term 
(business-to-business) 
relationships with its 
customer segments. 

Because resistance to 
share knowledge will 
diminish over time (e.g. 
communicate customer 
needs clearly and 
develop prototypes 
together). 

Resulting in more 
valuable offerings for 
the customer and super-
additive synergies. 

The business models of a 
business unit cluster in a 
hierarchical 
organization. 

Should combine similar 
key activities or share 
the lessons learned of 
executing these 
activities. 

Because this support 
might protect one 
another for making 
similar mistakes. 

Resulting in reinforced 
business units, cost 
savings, and both sub-
additive as well as super-
additive synergies. 

The business models of a 
business unit cluster in a 
hierarchical 
organization. 

 

Should share similar key 
resources (especially 
those that comprise a 
large part of the cost 
structure). 

Because this might result 
in economies of scale 
(e.g. when key resources 
are ordered together). 

 

Resulting in cost savings 
and sub-additive 
synergies. 
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The business models of a 
business unit cluster in a 
hierarchical 
organization. 

Should work together 
with key partners. 

Because during such a 
relationship sharing 
information and 
knowledge is necessary. 

Resulting in stronger 
cooperation and super-
additive synergies. 

The business models of a 
business unit cluster in a 
hierarchical 
organization. 

Should select its key 
partners from the inside 
out (i.e. internal 
business units before 
external companies). 

Because sharing know-
how, resources, and 
customers with internal 
business units is easier. 

Resulting in more 
efficient and effective 
cooperation and higher 
super-additive synergies. 

The business model of a 
business unit in a 
hierarchical 
organization. 

Could be focused on the 
efficiency value driver. 

Because transaction 
costs will become lower. 

Resulting in sub-additive 
synergies. 

The business model of a 
business unit in a 
hierarchical 
organization. 

Could be focused on the 
novelty value driver. 

Because the 
innovativeness 
(especially the new links) 
generates additional 
value. 

Resulting in super-
additive synergies. 

The business model of a 
business unit in a 
hierarchical 
organization. 

Could be focused on the 
lock-in value driver. 

Because acquiring new 
customers is more 
expensive, compared to 
retaining existing 
customers. 

Resulting in sub-additive 
synergies. 

The business model of a 
business unit in a 
hierarchical 
organization. 

Could be focused on the 
complementarities value 
driver. 

Because bundled or 
integrated offerings 
create more value. 

Resulting in super-
additive synergies. 

The business models of a 
business unit cluster in a 
hierarchical 
organization. 

Should focus on the 
same value driver(s). 

Because coherence is 
formed between the 
business units. 

Resulting in super-
additive synergies. 

The business models of a 
business unit cluster in a 
hierarchical 
organization. 

Should focus on a 
combination of two 
value drivers (e.g. 
efficiency and lock-in). 

Because two value 
drivers might enhance 
each other. 

Resulting in super-
additive synergies. 

Figure 6.1: Design Principles Structured by the CIMO-Logic 
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7 Discussion & Conclusion 

Many companies prefer to trade off synergies and give their business units greater independence (Vizjak, 

1994). However, opportunities exist to add value by identifying and realizing synergies between distinct but 

related business units (Vizjak, 1994). After all, one could ask itself what the purpose of the multi-unit 

company is, if the whole does not exceed the sum of its parts (Kaplan and Norton, 2005). Within these 

companies each business unit must create, deliver, and capture value to stay in existence (Osterwalder and 

Pigneur, 2010), i.e. they should exploit a business model. In today’s rapid changing environment, were 

technological innovation alone is not enough (Chesbrough, 2007a; Chesbrough, 2007b) but also business 

model innovation (“the design of a new activity system or the modification of an existing activity system, by 

recombining the existing resources and partners of a firm, without the necessity to make significant 

investments in research and development”; Amit and Zott, 2010) is necessary to guarantee a company’s 

chance to survive in the future, the different business models of a company should be analyzed and 

innovated in coherence, in order to create new business model synergies, preserve and strengthen existing 

business model synergies, and generate competitive advantage in the end. 

 

In conclusion, business model synergy seems important but is not yet addressed in current literature. This 

master thesis introduced the topic business model synergy by answering two research questions: 

1. How to change Shore’s current business model, in order to serve small- and medium-sized mail 

companies with its real-time video coding platform? 

2. How to create or strengthen the synergistic relations among the business models of a single 

organizational department? 

 

The most promising solution for Shore, to start serving small- and medium-sized mail companies with its 

real-time video coding proposition, is partnering with sorting machine suppliers. In this way Shore’s 

customer base will be expanded, and both the cost and dependency issue will be diminished. To realize 

these partnerships Shore’s business model needs the following changes: 

 Key partners: Shore should start relationships with new key partners because a cooperation with 

sorting machine suppliers is necessary (e.g. Solystic, Siemens). 

 Key activities: Shore should manage these partnerships by means of a new key activity (i.e. partner 

management). 

 Key resources: the cooperation with the sorting machine suppliers becomes a key element of 

Shore’s new business model, without them the new business model will not work. This makes the 

technical partners a key resource of Shore. 

 Distribution channels: these technical partnerships serve as a new distribution channel by bringing 

in new customers for Shore. 
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 Revenue streams: working together with the sorting machine suppliers will reduce the initial 

investment significantly. Perhaps a small portion of the additional revenues (i.e. the price per 

keystroke) have to be shared with these partners as well for bringing in new customers. 

 

When Shore starts to innovate its business model by implementing the above recommendations it is 

important to preserve or strengthen the business model synergies that are present within its cluster of 

business models, or create additional synergistic relations. In order to create synergies among a set of 

business models, this cluster of business models should: 

 Focus on value propositions with a similar component that fits into a common value chain. 

 Serve similar customer segments. 

 Start long-term (business-to-business) relationships with its customer segments. 

 Combine similar key activities or share the lessons learned of executing these activities. 

 Share similar key resources (especially those that comprise a large part of the cost structure). 

 Work together with key partners, and select them from the inside out (i.e. internal business units 

before external companies). 

 Focus on the same value driver(s). 

 Focus on a combination of two value drivers (e.g. efficiency and lock-in). 

 

While answering the above research questions both practical as well as theoretical contributions were 

made. 

7.1 Practical Contributions 

First the possible causes for Shore’s problem are identified and analyzed. Based on these findings it became 

apparent that potential small- and medium-sized mail companies are not doing business with Shore for 

three reasons: 1) they may become too dependent on external parties; 2) they cannot cover the necessary 

costs for the solution; and/or 3) they believe the delivered quality will be poor. The key performance 

indicators of Shore showed that quality is not the major issue. The other two causes were translated into 

the business model theory and indicated that Shore seems unable to create and deliver value for small- and 

medium-sized customers. 

 

Because Shore is a part of the larger organization PostNL, there might be synergies present among the 

business model of Shore and the business models of other business units of PostNL. After mapping the 

organizational structure of PostNL, the department Data & Document Management was selected as the 

unit of analysis. By visiting all twelve business units and interviewing one or more persons from each 

business unit, the business models that were present within Data & Document Management could be 

mapped and existing synergies could be analyzed. 
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During these interviews not only the business models were identified but also discussions were started to 

come up with solutions for Shore’s problem. The collected solutions were bundled into four alternatives 

that could possibly solve the dependency issue and/or the cost issue. The most promising alternative seems 

starting partnerships with sorting machine suppliers. Based on this alternative, a new business model 

design is created for Shore. 

 

In sum, the practical relevance of this master thesis is fourfold: 1) possible causes for Shore’s problem 

based on the business model theory are identified; 2) the organizational structure of PostNL is mapped; 3) 

different alternatives to solve Shore’s problem are indicated; and 4) Shore’s current business model is 

redesigned in order to serve small- and medium-sized mail companies in the near future. 

7.2 Theoretical Contributions 

When a business unit starts innovating its business model it is important to maintain or strengthen the 

existing business model synergies, and/or create new business model synergies. Because current literature 

has not yet described this kind of synergy, the literature concerning business unit synergy realization served 

as a starting point. 

 

Based on the five-step process of Vizjak (1994) and the synergy spectrum of Kaplan and Norton (2005, 

2006) a checklist with eleven statements could be generated. This checklist made it possible to actually 

measure the amount of synergies that are present among a set of business units. Based on the 

organizational structure of Data & Document Management three different business unit clusters could be 

identified. Completing the checklist for each business unit cluster, revealed how much synergies were 

present within each cluster. Two business unit clusters scored rather high, while the third cluster scored 

relatively low. 

 

According to Davis et al. (1992) and Chang and Singh (2000) synergies might result in enhanced 

profitability. Based on the annual results of the year 2010 and the forecasted annual results of the year 

2011 the growth rate in profitability was calculated for each business unit cluster. Based on this calculation 

it became clear that the business units with the most synergies also generated the highest growth in 

profitability. This confirms the findings of the earlier studies of Davis et al. (1992) and Chang and Singh 

(2000). 

 

The business unit synergy scores that resulted from the synergy checklists were assumed to be the same as 

the business model synergy scores. The business model canvases (Osterwalder and Pigneur, 2010), the 

value drivers (Amit and Zott, 2001), and its sub dimensions (Brettel et al. 2008) were analyzed in order to 

identify the present business model synergies. First, the differences between the cluster that scored 
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relatively low and the other two clusters were analyzed. Second, the similarities of the clusters that scored 

equally high were analyzed. The findings of these analyses resulted in thirteen general design principles 

that states how business model synergies can be realized. 

 

Finally, it is noteworthy that every cluster of business models scored relatively high on the value drivers: 

efficiency and lock-in, and relatively low on: novelty and complementarities. Finally, it is noteworthy that 

every cluster scores relatively high on the value drivers: efficiency and lock-in, and scores relatively low on 

the value drivers: novelty and complementarities (figure 4.13). According to Amit and Zott (2001) each 

value driver might enhance the other value drivers, Brettel et al. (2008) stated that “a future study should 

derive combinations of value drivers that increase the performance of organizations”, and Treacy and 

Wiersema (1993) are convinced that market leaders of the future should focus on multiple disciplines. 

Based on the findings of this master thesis it seems possible that the combination of efficiency and lock-in 

(and most likely also the combination of novelty and complementarities) is such a combination that is 

complementary and results in higher performance. 

 

In sum, the theoretical relevance of this master thesis is fourfold: 1) a checklist is generated that makes it 

possible to measure business unit synergies; 2) it is confirmed that business units with more synergies also 

become more profitable; 3) thirteen design principles that might generate business model synergies are 

composed; and 4) two possible combinations of value drivers that might complement each other are 

identified. 

7.3 Limitations & Future Research 

Although this research project has found some interesting insights that are not yet addressed in existing 

literature, some limitations should be noticed. The first limitation concerns the context of this research, 

which took place at the department Data & Document Management of PostNL. While the corporate 

organization itself is positioned in a declining market and shows little growth, the business units of Data & 

Document Management are growing fast by focusing on new initiatives (e.g. e-commerce and online 

marketing) that might stimulate the core business of the parent company. 

According to Chandler et al. (2011) there might be differences between the business models (i.e. the value 

propositions) of high and low growth companies in declining markets. More specifically, there might be 

significant differences between the business models of the department Data & Document Management 

and the business models of other departments of PostNL, and chances exist that different results are found 

if this research had covered the entire organization. Therefore, the results of this research should be used 

with caution and future research should determine whether similar results can be obtained within other 

(corporate) organizations by replicating this research. 
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Another important limitation is contained in the checklist to measure existing business unit synergies. 

Vizjak (1994) described a five-step process that explains how synergies among business units might be 

increased and the synergy spectrum of Kaplan and Norton (2005, 2006) is used to cultivate synergies 

between organizations’ business units. First, it is noteworthy that there might be additional sources that 

addressed business unit synergy, which make the current checklist incomplete. Second, the possible 

synergy score ranges from zero to eleven, but an optimal score is not yet defined. The question arises 

whether it is necessary to break-up a cluster of business units, into multiple clusters that might be more 

synergistic, if the synergy score is low, or whether the synergy potential should be increased by means of 

the five-step approach or the synergy spectrum. Furthermore, if business units are perfectly synergistic (i.e. 

they score a ten or eleven), is it necessary to combine these different business units into a single business 

unit because they are practically the same? Future research should provide an answer to these questions 

by means of multiple longitudinal case studies. Third, it should be noticed that during this research it is 

assumed that the business unit synergies are equal to the business model synergies. If the synergy checklist 

indicated there were many (little) synergies among a set of business units it is assumed that there were 

many (little) synergies among their business models as well. The question arises whether this is true for all 

cases. After translating the general design principles into a second checklist, future research could indicate 

differences between business unit synergies and business model synergies by completing both checklists 

for other companies and comparing the (weighted) scores. 

 

Furthermore, this research could be extended by taking the business models of external key partners into 

account as well. Today, almost every business unit is part of an organizational network (i.e. a cluster of 

firms; Miles and Snow, 1992) that serves customer segments together. Because each company within this 

network needs to create, deliver, and capture value (Osterwalder and Pigneur, 2010) it might be beneficial 

to optimize the possible synergies among all business models of this organizational network. 

 

Finally, the environment in which the company is operating is not taken into account during this master 

thesis. However, it might be important to generate an understanding of the environment’s influence on 

business model synergies. For example, Miller (1992) stated that environmental fit demands that 

organizations match their structures and processes to their external settings, which might hinder the 

generation of synergies. Furthermore, Davis et al. (1992) stated that different companies have different 

interests depending on their environment. More specifically, a company in a highly competitive industry 

should concentrate on developing or modifying offerings (Davis et al. 1992). This makes it rather easy to 

share product and market affinities. Future research might indicate the possible influence of the 

environment by comparing clusters of business models within a highly competitive environment with those 

of a low competitive environment. 
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Appendix 1: Business Model Canvas (Osterwalder and Pigneur, 2010) 

 

Figure 1: Business Model Canvas (Osterwalder and Pigneur, 2010) 
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Appendix 2: Business Model Interview (Osterwalder and Pigneur, 2010) 

 

Bedrijfsonderdeel: Contactpersoon: 

 

Gedurende dit interview zal de focus vooral liggen op de verschillen tussen groot-, midden- en klein bedrijf. 

Waarom dit verschil er is, en hoe dit verschil is ontstaan. 

Daarnaast wordt Credit Management als een apart organisatie onderdeel gezien, terwijl dit op het moment 

van interviewen nog een project organisatie was. 

 

Introductie 

Wie ben jij? 

Algemene omschrijving van …? 

Waarom is/wordt … een aparte BV binnen Data & Document Management? 

Wat zijn de toekomstplannen / vooruitzichten van …? 

Waarop ligt de focus bij deze toekomstplannen? 

 

Wie ben ik? 

Wat ben ik aan het onderzoeken? 

Wat is een bedrijfsmodel? (Bedieningsmodel, verdienmodel, en technisch model / ondersteuning) 

 

Waarde Propositie: de bundel van producten en diensten die klanten voorzien in een behoefte  

Welk probleem lost … op voor haar klanten? 

Welke toegevoegde waarde levert … aan haar klanten? 

Welke bundels van producten en diensten biedt … om deze waarde te realiseren? 

Wat is het Unique Selling Point van …? 

In één zin, wat biedt … haar klanten? 

 

Klantsegmenten: de verschillende groepen mensen die worden bediend door middel van het business 

model 

Hoeveel klanten heeft …? 

Hoe zijn deze klanten geclusterd? 

Welke klanten vallen binnen elk van deze clusters? 

Welke waarde creëert … apart voor ieder van deze clusters/klanten? 

Welke van deze clusters/klanten zijn het belangrijkst voor …? 

Wordt er onderscheid gemaakt tussen groot zakelijk, midden en klein bedrijf? 

 Op basis van wat wordt dit onderscheid gemaakt? (Omzet, Diensten & Producten, …) 
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 Zijn de bundels van producten en diensten verschillend voor de klein en groot zakelijke markt? 

 Wat zijn de verschillen? 

 Waarom zijn deze verschillen er? 

 Is dit onderscheid er al vanaf het begin? 

 Hoe is dit vanaf het begin gegroeid? 

 

Klantrelaties: de aard van de relaties die een bedrijf aangaat met haar klanten 

Wat voor relatie verwacht ieder segment met … aan te gaan? 

Welke activiteiten zijn benodigd om deze relaties te onderhouden? 

Zijn de relaties met klanten voor de verschillende segmenten hetzelfde? 

Wat zijn de verschillen tussen de segmenten? 

Hoe kostenintensief is het om deze relaties met klanten te onderhouden? 

 Is dit verschillend per cluster? 

 Zie je dit ook terug in de prijsstelling die berekend wordt naar de klant? 

 Zo ja, wat zijn hierin de verschillen per klant(segment). 

 Is dit ook verschillende per bedrijfsgrootte (klein, midden, groot)? 

 Zie je dit ook terug in de prijsstelling die berekend wordt naar de klant? 

 Zo ja, wat zijn hierin de verschillen per bedrijfsgrootte? 

 

Distributiekanalen: de manier waarop een bedrijf communiceert met haar klantsegmenten en de 

klantsegmenten bereikt om de waarde propositie te leveren 

Via welke kanalen worden de verschillende segmenten van … bereikt? 

Welke kanalen zijn het efficiëntst om potentiële klanten te benaderen? 

Welke activiteiten zijn nodig om de verschillende kanalen te bewerkstelligen? 

Hoe kostenintensief zijn deze activiteiten? 

Van welke kanalen maken klanten het meest gebruik? 

Zitten hierin verschillen per segment/per bedrijfsgrootte? 

Zo ja, wat zijn deze verschillen? 

Kunnen kanalen geïntegreerd worden met routines van de klant? 

(Bijv. krant kopen in de supermarkt) 

Hoe worden de kanalen geïntegreerd met routines die klanten hebben? 

 

Partners: het netwerk van leveranciers en partners die het business model ondersteunen 

Wie zijn de belangrijkste partners van …? 

Wie zijn de belangrijkste leveranciers van …? 
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Activiteiten: de belangrijkste activiteiten die nodig zijn om het business model te laten functioneren 

Wat zijn de (belangrijkste) activiteiten die nodig zijn om de waarde propositie van … aan haar klanten te 

leveren en te laten functioneren over de lange termijn? 

Welk van deze activiteiten worden door … zelf uitgevoerd? 

Welk van deze activiteiten worden door externe partners uitgevoerd? Door welke partij? 

 Heeft … ook interne partners die activiteiten uitvoeren? 

 Zijn deze partners ook te vinden binnen DDM? 

 Is zonder deze interne partners het huidige Business Model nog uit te voeren? 

 Wordt het hierdoor moeilijker/makkelijker? 

 Wat maakt dit wel/niet mogelijk? 

 

Middelen: de belangrijkste middelen die nodig zijn om het business model te laten functioneren 

Wat zijn de (belangrijkste) middelen die nodig zijn om de waarde propositie van … aan haar klanten te 

leveren en te laten functioneren over de lange termijn? 

Welke middelen worden door … zelf gefaciliteerd? 

Welke middelen worden door externe partners gefaciliteerd? Door welke partij? 

 Heeft … ook interne partners die middelen faciliteren? 

 Zijn deze partners ook te vinden binnen DDM? 

 Is zonder deze interne partners het huidige Business Model nog uit te voeren? 

 Wordt het hierdoor moeilijker/makkelijker? 

 Wat maakt dit wel/niet mogelijk? 

 

Inkomsten: het geld dat geïnd wordt van de verschillende klantsegmenten 

Wat beschouwen klanten van … als normaal en verwachten ze gratis te ontvangen? 

Waar willen klanten van … wel hun geld aan uit geven? 

Betalen klanten ook daadwerkelijk voor datgene waar ze voor willen betalen? 

Is dit verschillend per segment of per bedrijfsgrootte? 

Welke inkomstenstromen zijn er bij …? 

Hoeveel draagt elke inkomstenstroom bij aan de totale inkomsten (in percentages)? 

 

Kosten: alle kosten die nodig zijn om het business model te exploiteren 

Wat zijn de belangrijkste kosten die gemaakt worden door …? 

 

Welke activiteiten kosten het meeste geld? 

Welk van deze activiteiten wordt door partners uitgevoerd? 

Welk deel van de totale kosten dient betaald te worden aan deze partner? 
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Welke middelen kosten het meeste geld? 

Welk van deze middelen wordt door partners gefaciliteerd? 

Welk deel van deze totale kosten dient betaald te worden aan deze partner? 

 

Afsluiting 

Zijn er momenteel bedrijfsonderdelen die vergelijkbaar zijn met …? 

Maken deze bedrijfsonderdelen gebruik van elkaar, of rivaliseren ze elkaar? 

Zijn er in het verleden bedrijfsonderdelen geweest die vergelijkbaar waren met …? 

Waarom bestaat dit bedrijfsonderdeel niet meer? 

Hoe is dit bedrijfsonderdeel ten einde gekomen (faillissement, verkocht, …)? 

Wie, binnen PostNL, weet nog het meeste van dit bedrijfsonderdeel af? 

 

Wil je op de hoogte blijven van de vorderingen betreffende dit onderzoek? 

Is er tijdens dit interview bepaalde informatie voorbijgekomen die vertrouwelijk is? 
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Appendix 3: Data Sources 

Data Source Function BDS1 Billing Shore Credit Mngt CPM2 Cendris CI3 CC4 Online Insights Euro Mail E-Commerce 

Sipke 
Spoelstra 

Director 
X X X X X        

Sandra Costa Marketing 
Manager 

 X           

Renaud 
Merkelbagh 

Account 
manager 

  X          

Okke 
Wiersma 

Implementation 
manager 

  X          

Tessa Kok Business 
Controller 

  X          

Menno Worst Implementation 
Manager 

  X          

Joleen Breij Manager 
Solutions and 
Supply 

  X          

Manolo de la 
Fuente 

Marketing 
Manager 

  X          

Mario 
Suykerbuyk 

Director 
  X          

Hiltjo 
Bekkering 

Manager Sales 
and Marketing 

  X          

Gerco 
Steenbergen 

Product 
Manager 

   X         

Tom Maessen Director     X        

Jeroen 
Veldstra 

Director 
     X X X X X   
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Data Source Function BDS1 Billing Shore Credit Mngt CPM2 Cendris CI3 CC4 Online Insights Euro Mail E-Commerce 

Bjørn de Boer Marketing 
Manager 

      X      

Jeroen 
Willems 

Business 
Controller 

      X      

Eric van 
Westbroek 

Director 
      X  X    

Gábor Flór Business 
Controller 

       X     

Hanneke 
Blokland 

Managing 
Consultant 

         X   

Ernst-Jan Tak Director           X  

Dimitra 
Keramidas 

Marketing 
Manager 

          X  

Simon de 
Rijke 

Client Service 
Manager 

           X 

Gijs Vlaander Sales Manager            X 

Introductory presentation Data 
& Document Management 

X X X X X X X X X X X X 

Intranet PostNL (IntranetMail) X X X X X      X X 

Intranet Cendris      X X X X X   

Annual Report 2010 (TNT) X X X X X X X X X X X X 
 

1 Billing & Document Solutions; 2 Cendris Print Management; 3 Customer Information; 4 Customer Contact. 
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Appendix 4: Business Model Classification Questionnaire (Zott and Amit, 2007) 

Categorie: Efficiëntie Helemaal 
Eens 

Eens Noch eens, 
Noch oneens 

Oneens Helemaal 
Oneens 

Ons bedrijfsmodel verlaagt de opslagkosten van alle deelnemers en betrokkenen.           

Het is voor klanten en gebruikers eenvoudig om transacties met ons tot stand te brengen.           

Ons bedrijfsmodel zorgt voor een laag foutenpercentage bij het tot stand brengen van transacties.           

Ons bedrijfsmodel verlaagt kosten voor ons en/of onze zakenpartners (bijv. marketing- en 
saleskosten, administratiekosten, communicatie). 

          

Ons bedrijfsmodel kan zowel kleine als grote volumes op dezelfde wijze verwerken.            

Ons bedrijfsmodel zorgt ervoor dat deelnemers goed geïnformeerd hun beslissingen kunnen 
nemen. 

          

Onze transacties zijn transparant, ofwel informatie- en/of goederenstromen kunnen worden 
gevolgd en geverifieerd. 

          

Wij bieden onze zakenpartners een transparant inzicht in de aard en de kwaliteit van onze 
goederen (bijv. door monsters, proefbestellingen, referenties). 

          

Onze transacties omvatten het wederzijds uitwisselen van informatie met de zakenpartner.            

Wij leveren toegang tot een breed scala van producten, diensten en andere zakenpartners.           

Ons bedrijfsmodel maakt voordelen mogelijk door aanvragen te bundelen (bijv. door van kleine 
bestelhoeveelheden groepsbestellingen te maken).  

          

Ons bedrijfsmodel maakt het mogelijk transacties snel af te wikkelen.            

Ons bedrijfsmodel zorgt in zijn geheel voor een hoge graad van efficiëntie bij de afwikkeling van 
transacties. 

          

 

Categorie: Vernieuwing Helemaal 
Eens 

Eens Noch eens, 
Noch oneens 

Oneens Helemaal 
Oneens 

Ons bedrijfsmodel biedt nieuwe combinaties van producten, diensten en informatie.           

Ons bedrijfsmodel brengt nieuwe zakenpartners samen.            
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Ons bedrijfsmodel geeft klanten en zakenpartners nieuwe impulsen.            

Ons bedrijfsmodel geeft toegang tot een grote verscheidenheid aan zakenpartners en/of producten 
en diensten.  

          

Ons bedrijfsmodel brengt transactiepartners en transacties op een geheel nieuwe wijze samen.            

De kracht (kwaliteit en duur) van reeds gerealiseerde zakenrelaties is innovatief.            

Wij hebben een groot aantal octrooien voor aspecten van ons bedrijfsmodel verkregen.            

Ons bedrijfsmodel is sterk op copyrights en/of geheime kennis gebaseerd.            

Met ons bedrijfsmodel zijn wij pioniers in onze branche.            

Wij innoveren ons bedrijfsmodel constant.           

Er is in onze branche geen enkel ander model dat een gevaar voor ons bedrijfsmodel zou kunnen 
vormen. 

          

Er zijn andere belangrijke aspecten die ons bedrijfsmodel innovatief maken.           

Ons bedrijfsmodel is in zijn geheel innovatief.           

 

Categorie: Insluiting Helemaal 
Eens 

Eens Noch eens, 
Noch oneens 

Oneens Helemaal 
Oneens 

Onze klanten en zakenpartners worden door loyaliteitsprogramma’s gestimuleerd om regelmatig 
zaken met ons te doen.  

          

Wij bieden hoge zekerheid en betrouwbaarheid bij transacties en maken daarmee reclame.            

Wij geven klanten de mogelijkheid ons te controleren op het eventuele gebruik van hun 
persoonlijke gegevens. 

          

Om het vertrouwen van onze klanten te winnen, passen wij naast het veilig omgaan met 
persoonlijke gegevens ook andere methodes toe (bijv. onafhankelijke experts, 
beoordelingssystemen etc.). 

          

Onze klanten en zakenpartners moeten eerst een inspanning doen alvorens ze zaken met ons 
kunnen doen (bijv. een bepaald accrediteringsproces doorlopen). 

          

Onze klanten en zakenpartners moeten gebruik maken van specifieke tools (bijv. speciale software) 
om zaken met ons te kunnen doen. 
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Wij hebben een standaard ontwikkeld voor onze bedrijfsprocessen, producten en/of diensten die in 
onze branche toonaangevend zijn (propriëtaire standaard). 

          

Onze zakenpartners en klanten kunnen de benodigde producten, diensten of informatie specifiek 
op hun eigen situatie afstemmen.  

          

Wij passen verschillende methodes toe om de klant persoonlijk te kunnen benaderen (bijv. analyse 
van klantgegevens, gepersonaliseerde brieven, mailings, websites, gerichte cross-selling).  

          

Het personaliseren van onze goederen en diensten draagt bij tot het winnen van nieuwe en het 
binden van bestaande klanten en zakenpartners. 

          

Het concept van de community (een virtuele gemeenschap) voor het uitwisselen van ervaringen 
tussen onze klanten en/of zakenpartners speelt een belangrijke rol in ons bedrijfsmodel.  

          

Een essentieel onderdeel van ons bedrijfsmodel is het voor klanten mogelijk maken ook transacties 
met onze zakenpartners (of met andere ondernemingen) tot stand te brengen.  

          

Iedere deelnemer in ons bedrijfsmodel kan voordeel behalen als er grotere aantallen deelnemers 
van zijn eigen groep aanwezig zijn (bijv. hoe meer mensen een fax hebben, hoe nuttiger het is om 
zelf een fax aan te schaffen). 

          

Iedere deelnemer in ons bedrijfsmodel kan voordeel behalen als er grotere aantallen deelnemers 
van een andere groep aanwezig zijn (bijv. een spelcomputer is pas interessant als er ook veel 
videospellen zijn). 

          

In zijn geheel weet ons bedrijfsmodel de klant alsook de zakenpartner met succes te binden.            

 

Categorie: Aanvulling Helemaal 
Eens 

Eens Noch eens, 
Noch oneens 

Oneens Helemaal 
Oneens 

Ons bedrijfsmodel biedt de klant een breed scala van aanvullende diensten en producten van 
uiteenlopende zakenpartners. 

          

Wij bieden door ons bedrijfsmodel de klant een breed scala van aanvullende diensten en/of 
producten van onze onderneming. 

          

Cross-selling (verkoop van verwante of aanvullende artikelen) van producten en diensten is een 
belangrijk onderdeel van ons bedrijfsmodel. 

          

Er zijn complementaire effecten tussen online- en offline-aspecten van ons bedrijfsmodel (bijv. 
ruilen of reparatie in de winkel voor online gekochte producten). 
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Er zijn sterke horizontale (noodzakelijke) complementariteiten in ons product- / dienstenpakket 
(bijv. hardware en passende software, bundeling van producten). 

          

Er zijn sterke verticale (minder noodzakelijke) complementariteiten in ons product- / 
dienstenpakket (bijv. after-sales service). 

          

Ons bedrijfsmodel maakt het gebruik van aanvullende activiteiten van verschillende zakenpartners 
mogelijk, bijvoorbeeld door integratie van de leveringsketen (supply chain). 

          

Ons bedrijfsmodel maakt het gebruik van complementaire effecten tussen onze technologie en die 
van andere ondernemingen mogelijk. 

          

In zijn geheel vormt de bundeling van aanvullende producten en diensten een belangrijk onderdeel 
van ons bedrijfsmodel. 

          

 

 



 

 Page | XVI 

Appendix 5: Confidential Customer Information Shore 

This appendix is removed because it contained confidential information. 

  



 

 Page | XVII 

Appendix 6: Business Models Data & Document Management 

The following twelve sub appendices will preview the business model canvas along with a description of the 

business units that are positioned under Data & Document Management. 

1. Billing & Document Solutions; 

2. Billing; 

3. Cendris Print Management; 

4. Shore; 

5. Credit Management; 

6. Euro Mail; 

7. E-Commerce; 

8. Cendris; 

9. Customer Information; 

10. Customer Contact; 

11. Online; 

12. Insights. 

Appendix 6.1: Billing & Document Solutions 

Billing & Document Solutions is a business-unit of Data & Document Management, and consists of four 

subunits Billing, Shore, Cendris Print Management, and Credit Management. This resulted in a business 

model that is more or less a combination of the four underlying business-units, who also serve as the key 

partners. Billing & Document Solutions is a one-stop-shop for companies that would like to outsource its 

transaction mail value chain. Where Billing prints and sends the transaction mail, Cendris Print 

Management facilitates the print supplies, Credit Management collects the outstanding receivables, and 

Shore digitizes the incoming transaction mail. The key resources to realize all this are mainly human 

resources, hardware, and software. But also the strong brand name of PostNL is an important driver for 

customers to do business with Billing & Document Solutions. Furthermore, certification by industry 

associations is required in order to show trust. 

 

To serve the customer properly it is necessary to start a long-term relationship that is both solution 

oriented as well as process oriented, because this will make it possible to optimize the process and take 

care of it entirely. Next to the type of relationship, it is also necessary that companies have high quantities 

of transaction mail, or have a sufficient marketing budget. The most promising industries with these 

characteristics are the retail, insurance, banking, utilities, payroll, and telecom industry, whereas the postal 

market is interesting for Shore and its video coding proposition. To reach these customers multiple 

channels are used both digital as well as physical channels. 
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The most important assets, human resources, hardware, and software, are also the main cost drivers for 

Billing & Document Solutions. Furthermore, additional costs are necessary for external services, housing, 

and so on. Finally, the different revenue streams are generated by each of the four business-units, since 

each of them has its own profit and loss account. 

 

The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 2: Classification Breakdown Billing & Document Solutions 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

17 April 2011 Intranet PostNL   

17 April 2011 Corporate website PostNL 

5 Mei 2011 Sipke Spoelstra Director Billing & Document Solutions 

20 May 2011 Annual Report 2010   

Figure 3: References Billing & Document Solutions 
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Figure 4: Business Model Canvas Billing & Document Solutions 

Key Partners 
 
Billing; 
 
Credit Management; 
 
Shore; 
 
Cendris Print Management. 

Key Activities 
 
Coordinating print 
management value chains. 
Printing and sending hybrid 
transaction mail; 
Collecting outstanding 
receivables; 
Processing images to 
textual data. 

Key Resources 
 
Brand name; 
Human resources; 
Software; 
Hardware: 

 Machinery; 

 Data centers / lines; 

 Data entry centers; 
Certification. 

Cost structure 
 
Hardware / machinery; 
Software; 
Personnel; 
Additional costs. 

Value Proposition 
 
One-stop-shop for 
processing documents in 
the transaction mail value 
chain. 

Customer Relations 
 
Long-term; 
Solution oriented; 
Process oriented. 

Distribution 
Channels 
 
Multi-channel: 

 Physical (Account 
Management, Internal 
Customers, Call for Bids, 
and Networks); 

 Digital (Online). 

Customer Segments 
 
Corporate companies 
with high quantities of 
transaction mail or 
marketing. 
 
Main focus: 

 Retail; 

 Insurance; 

 Banking; 

 Utilities; 

 Payroll; 

 Telecom; 

 Postal. 
 

Revenue Streams 
 
Coordinating print management value chains; 
Printing and sending transaction mail; 
Collecting outstanding receivables; 
Processing images to textual data. 
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Appendix 6.2: Billing 

Billing, a business-unit of Billing & Document Solutions, is responsible for printing and sending hybrid 

transaction mail. Transaction mail consists of personalized mail pieces with a financial component (e.g. 

invoices, reminders, payrolls etc.). The hybrid part of this term means that the transaction mail can be 

either physical or digital, or a combination of both. 

 

Billing mainly focuses on corporate companies with high quantities of outgoing transaction mail, the large-

sized and the upper part of the medium-sized enterprises, in the utilities, payroll, banking, insurance, and 

telecom industry. Billing reaches its customer through the account managers of PostNL, as well as the 

account managers of Billing & Document Solutions, via tenders (call for bids), networking on fairs and 

congresses, direct mail, and the internet (the corporate website and social media). Once the hot leads are 

listed, sales managers will call these potential customers, make an appointment, and hopefully make a sale. 

As soon as the deal is completed a long-term, business-to-business relationship is started. The next step is 

to start the implementation phase to make sure that customers can send data to Billing. Most often, this is 

a very complicated process, because most customers (especially corporate companies) have multiple 

systems for creating and sending transaction mail. All these different systems have to be integrated and 

connected to the solutions of Billing, which requires custom-made adjustments. If the necessary hard- and 

software is installed, the customer is able to send data to Billing. Once the data is received, ISIS will process 

this data to the right format, Billing will print and send the mail to the addressee (either digitally or 

physically), and finally these mailings will be posted to a control panel in which the customer can see 

whether certain items are sent. Also, after-sales service is present. 

 

The machinery, key in this business model, is delivered by Océ en Xerox (printers) and by Böwe Systec and 

Pitney Bowes (enveloping machines). The supplies for these machines (paper and envelopes) are delivered 

by Lijnco and Van der Most. When an invoice is processed and send digitally, the debtor can pay this 

invoice directly by means of online payment methods (provided by IDM). If an invoice is send physically, 

PostNL will deliver the mail piece. 

Next to the hardware, the software is also an important resource. This makes it possible for customers to 

send their data to Billing, after which Billing can process, print, and send the mail to the addressees. Of 

course human resources are necessary to operate the machines, and to generate business. The strong 

brand name of PostNL is definitely something that can help during sales activities. 

Since machinery is very expensive they generate, together with human resources, the main cost drivers for 

Billing. Other costs come from research and development, necessary to improve the software or develop 

new solutions. Also, other costs, like housing, are grouped under additional costs. Customers are most 

willing to pay for the production of transaction mail, actually printing and sending transaction mail. 
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Furthermore, ICT & Print Management is necessary to install the necessary hard- and software and support 

the customer during the implementation phase. Because Billing buys high quantities of paper and 

envelopes by their suppliers, they benefit from economies of scale. If these print supplies are resold to 

Billing’s customers additional revenues are generated. The same principal holds for reselling distribution 

costs, which are charged by PostNL. Finally, if customers would like to archive their transaction mailings 

online, they will pay for the hosting of these items. 

 

The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 5: Classification Breakdown Billing 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

17 April 2011 Intranet PostNL   

17 April 2011 Corporate website PostNL 

19 April 2011 Sandra Costa Marketing Manager Billing & Document Solutions 

5 May 2011 Sipke Spoelstra Director Billing & Document Solutions 

18 May 2011 Annual Report 2010   

14 June 2011 Sandra Costa Marketing Manager Billing & Document Solutions 

Figure 6: References Billing 
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Figure 7: Business Model Canvas Billing 

Key Partners 
 
Printer suppliers (Océ & 
Xerox); 
 
Enveloping machine 
suppliers (Böwe Systec & 
Pitney Bowes); 
 
Print supplies (Lijnco & Van 
der Most); 
 
Data processing (ISIS); 
 
Payment services (IDM); 
 
Postage / Marketing / 
Account management 
(PostNL); 
 

Key Activities 
 
Lead generation / 
Marketing; 
Contacting / Sales; 
Implementation; 
Processing; 
Printing; 
Sending; 
Product development. 

Key Resources 
 
Strong brand name; 
Human resources; 
Machinery / Hardware; 
Software. 

Cost structure 
 
Machinery / Hardware; 
Personnel; 
Research & Development (online portfolio / software); 
Additional costs. 

Value Proposition 
 
Printing and sending 
hybrid (digital and/or 
physical) transaction mail. 

Customer Relations 
 
Long-term; 
Business-to-business. 
 
Large: one-to-one; 
Small: one-to-many. 

Distribution Channels 
 

Call for bids; 
Account management 
(PostNL / BDS); 
Networking (Fairs / 
Congresses); 
Internet (Website / Social 
Media); 
Direct Mail; 
Calling hot leads. 
 

Customer Segments 
 
Corporate companies 
with high quantities of 
outgoing transaction mail. 
 
Large-sized enterprises and 
the upper part of medium-
sized enterprises. 
 
Main focus: 

 Insurance; 

 Utilities; 

 Payroll; 

 Banking; 

 Telecom. 
 

Revenue Streams 
 
Production of transaction mail; 
ICT & Print Management; 
Reselling print supplies; 
Digital archiving; 
Distribution selling (Reseller of PostNL). 
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Appendix 6.3: Cendris Print Management 

Cendris Print Management is a business-unit of Billing & Document Solutions that takes care of companies’ 

entire print management value chain, from desktop publishing (DTP), purchasing, guidance, and production 

to logistics, administration, online, and reporting. This should result in a transparent process, cost 

reductions, and process improvements for the customer. 

 

Most customers are acquired through personal selling, after leads are generated at network meetings, 

tenders (call for bids), and through word-of-mouth of current customers. Next to personal selling, Cendris 

Print Management uses account management to sell their services. Furthermore, cross-selling with PostNL, 

Billing & Document Solutions, and Netwerk VSP is frequently used to provide potential customers with 

Cendris Print Management’s services. 

 

Before Cendris Print Management is able to actually manage the entire print management value chain, the 

process needs to be mapped. Once the process map is in place, software needs to be implemented to 

support and monitor the entire value chain. As soon as the process is aligned with IT, Cendris Print 

Management can request print suppliers for quotations, select the most appropriate suppliers, check the 

quality of the delivered print, and ensure the print is distributed. During this process all steps are 

monitored to propose process improvements and generate reports to inform the customer about the 

undertaken activities. Cendris Print Management has 98 preferred suppliers for DTP, premium, and print, 

has two logistic providers for the distribution of print, and uses software from NewlineNoosh Inc. and 

Adnovate to support the print management process. 

 

This print management support software is an important asset of the company, but without its human 

resources, and the knowledge these people provide, carrying out the process is impossible either. Thus 

these two key resources are most important for Cendris Print Management, which is also visible in the cost 

structure. Over 80 percent of the costs are allocated to personnel and IT. Although personnel cost is the 

highest cost driver, they also generate the most revenue. Companies pay Cendris Print Management a 

monthly fee based on the occupation at the company. Another revenue stream comes from economies-of-

scale. Cendris Print Management has price agreements with all its preferred suppliers, and if high volumes 

are purchased and a discount is received, Cendris Print Management can decide whether it will share this 

discount with its customer. Currently, Cendris Print Management is experimenting with a new revenue 

mechanism. In this case Cendris Print Management receives a fixed percentage of the total order value of 

each order that it arranges for its customer. 
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The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 8: Classification Breakdown Cendris Print Management 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

17 April 2011 Intranet PostNL   

17 April 2011 Corporate website PostNL 

26 April 2011 Tom Maessen Director Cendris Print Management 

5 May 2011 Sipke Spoelstra Director Billing & Document Solutions 

18 May 2011 Annual Report 2010   

Figure 9: References Cendris Print Management  
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Figure 10: Business Model Canvas Cendris Print Management 

 

Cost structure 
 
Personnel; 
IT; 
Additional costs. 

Key Partners 
 
2 Logistic Providers; 
 
98 Preferred Suppliers 
(DTP, premium, print); 
 
Software Partners 
(NewlineNoosh Inc. & 
Adnovate); 

Key Activities 
 
Marketing/sales; 
Process mapping; 
Implementing software; 
Selecting suppliers; 
Quality control; 
Distributing print; 
Process improvement; 
(Proactive) reporting. 

Key Resources 
 
Human Resources 
(graphical expertise); 
Print management 
software: 

 Noosh (purchase / 
sales); 

 Adnovate (online 
portal). 

Value Proposition 
 
Coordinating companies’ 
print management supply 
chain. 
 
Results: 

 Transparent process; 

 Cost reduction; and 

 Process improvements. 
 
Print management supply 
chain: 

 Desktop publishing; 

 Purchase; 

 Guidance; 

 Production; 

 Logistics; 

 Administration; 

 (Online) Reporting. 

Customer Relations 
 
Long-term; 
Business-to-business; 
 
Large-sized enterprises: in-
house; 
Medium-sized customers: 
offside. 

Distribution Channels 
 
Personal selling (Network 
meetings, call for bids, 
word-of-mouth); 
Cross-sell (PostNL, BDS, 
Netwerk VSP); Account 
Management. 

Customer Segments 
 
Corporate companies with a 
complex print management 
process; 
 
Main focus: 

 Utilities; 

 Banking; 

 Insurance; 

 Retail; 

 Telecom. 

Revenue Streams 
 
Volume discount (price agreements with preferred suppliers); 
Monthly fee (based on occupation, including overhead, support and ICT);  
 
(In some cases fixed percentage of the order value.) 
 



 

 Page | XXVI 

Appendix 6.4: Shore 

Shore is recently started (January 2011) as an independent business-unit of Billing & Document Solutions, 

and processes information flows to textual data. If these information flows are physical, they will be 

digitized first, and then the images will be processed into text. After an information flow is digitized, the 

completed data will be delivered digitally to the customer. This so called video coding process result in 

higher quality, increased flexibility, and reduced costs. 

 

Shore currently focuses on companies that have sufficient volumes, and clusters its customers on 

complexity and the processing time. The processing time could be either offline (longer than one day), 

same day (within one day), and real-time (right-away). Whereas complexity can be either complex or non-

complex resulting in the following combinations: 

 Offline & Complex: digitization of books and archives; 

 Same day & Complex: digitization of incoming mail and distributing it to the right person; 

 Same day & Non-Complex: digitization of reply cards; 

 Real-Time & Non-Complex; digitization of mail piece addresses for sorting these mail pieces. 

 

With its customers Shore starts business-to-business relations, and based on the processing time this can 

be either transaction-based or long-term. In the case of offline the relationship is transaction-based; once 

everything is digitized the relation will stop. In the case of same day, the focus of the relationship is on long-

term; because the implementation is rather complex, sometimes pilots or small orders are executed to 

start a long-term relationship. In the case of real-time the relationship is always long-term. 

 

To create awareness among potential customers Shore makes use of mass media, international networks, 

and conferences. Experience teaches that the most effective way to acquire new customers results from 

direct (internal) contacts, and from commercial partners (e.g. Account Management PostNL, Cap Gemini, 

Accenture, Proven Partners, ConQuaestor) that cross-sell their services with the service from Shore. 

 

Next to commerce (marketing, sales, and consultancy), it is necessary to connect customers to the hard- 

and software so they can send the images, and receive the data once the images are processed. Once 

connected is it important to stay connected therefore technical (hardware) and application (software) 

management is necessary. To inform the customer on the quality of the processed images, quality checks 

are build-in and are reported to the customer. 

 

This entire platform needs a solid base, which makes the redundant data centers, the data entry centers 

(with the ability to upscale to 500% within 30 minutes), and the data lines in between, the most important 

resource for Shore. Also the brand name of PostNL is important, because it exudes confidence and trust to 
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the customers. Because Shore does not have all the technical knowledge in-house, PrimeVision developed 

and maintains the software, GroupIT is responsible for the IT infrastructure. If images should be digitized 

Shore can do it on its own, another possibility is to move this kind of work to DocCare or BancTec. The 

actual data entry is executed by SPi Global. 

 

The cost side of Shore is easy; most costs are made on hosting, bandwidth, and data entry. Furthermore, 

service fees should be paid for maintenance. Next to that, some additional costs are present. Revenues are 

generated through the implementation phase that needs to be invested by the customer. Also, the 

customer need to pay money per key stroke that is pressed by the data entry center (this can include costs 

for scanning the image and other additional handling). 

 

The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 11: Classification Breakdown Shore 

 

Date Reference Function Department 

7 February 2011 Renaud Merkelbagh Account Manager Shore 

8 February 2011 Okke Wiersma Implementation 
Manager 

Shore 

11 February 
2011 

Tessa Kok Business Controller Shore 

20 February 
2011 

Joleen Breij Manager Solutions 
and Supply 

Shore 

15 March 2011 Hiltjo Bekkering Manager Sales and 
Marketing 

Shore 

15 March 2011 Suykerbuyk Director Shore 

17 March 2011 Introductory Presentation Data 

& Document Management 

17 April 2011 Intranet PostNL   
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17 April 2011 Corporate website PostNL 

21 April 2011 Manolo de la Fuente Marketing Manager Shore 

5 May 2011 Sipke Spoelstra Director Billing & Document Solutions 

18 May 2011 Annual Report 2010   

Figure 12: References Shore 

 

 



 

 Page | XXIX 

 

Figure 13: Business Model Canvas Shore 

Key Partners 
 
Commercial Partners (KAM 
PostNL, Cap Gemini, 
Accenture, Proven 
Partners, ConQuaestor); 
 
Software Development 
(PrimeVision); 
 
Hardware Infrastructure 
(GroupIT); 
 
Document Digitization 
(DocCare, BancTec); 
 
Data-Entry Centres (SPi 
Global). 

Key Activities 
 
Commerce (Marketing, 
Sales); 
Implementation; 
Reporting/Quality check; 
Technical- & Application 
Management. 

Key Resources 
 
Strong Brand Name; 
Redundant Data Centre; 
Data lines; 
Scalable Data-Entry 
Centres (500%). 

Cost structure 
 
Hosting; 
Bandwidth; 
Data-Entry (keystrokes); 
Service fees; 
Additional costs. 

Value Proposition 
 
Processing images (either 
physical or digital) to 
textual data (video-coding). 
 
Mainly: 

 Invoices; 

 Response cards; 

 Addresses. 
 
Resulting in: 

 Improvements in 
quality; 

 Improvements in 
flexibility; 

 Strong reduction in 
costs. 

Customer Relations 
 
Business-to-business; 
 
Offline: transaction-based; 
Same day: long-term (or 
transaction with focus on 
long-term); 
Real-time: long-term. 

Distribution Channels 
 
Commercial partners; 
Mass media (internet, 
social media, e-mail); 
International networks 
(UPU, IPC, PostEurop); 
Conferences (PostExpo); 
(Internal) direct contacts; 
Call for bids. 
 

Customer Segments 
 
Companies with large 
volumes; 
 
Clustered by complexity vs. 
processing time: 

 Offline & Complex 
(Libraries / Archives); 

 Same day & Complex 
(Scan mail); 

 Same day & Non-
Complex (Reply 
Services); 

 Real-Time & Non-
Complex (Video Coding). 

Revenue Streams 
 
Initial Investment; 
Price per keystroke. 
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Appendix 6.5: Credit Management 

Credit Management, soon to be a stand-alone business-unit of Billing & Document Solutions, facilitates the 

order-to-cash value chain by collecting outstanding receivables in a thoughtful manner. By using consumer 

and/or business data Credit Management tries to create an effective approach to collect money that 

minimizes the resistance of the debtor to pay the outstanding debt. This approach should result in a shorter 

DSO (Days of Sales Outstanding), gives the client more control on his money, and gives the client the 

possibility to focus on its core business again. 

 

Although Credit Management is not yet a stand-alone business unit, they already have one client (PostNL 

Financial & People Services; the billing and credit management department of PostNL), for whom they 

collect outstanding receivables. During the first year Credit Management will focus on the simplest form of 

invoices to learn how the business actually works. Because many companies already print their invoices and 

reminders by Billing NL, Credit Management can use Billing NL’s customer-base to start acquiring 

customers. Herewith, they focus on the lower part of the large-sized enterprises, and the upper part of the 

medium-sized enterprises. After the first year they will start to focus on small- and medium-sized 

enterprises (SMEs) as well. Credit Management works closely with their clients, and focuses on a long-term, 

business-to-business relationship. 

 

Not only the customer-base of Billing NL and internal customers are interesting channels to acquire new 

customers, but also other available customer relations, tenders (call for bids), and reseller channels are 

interesting. 

 

The most important activities of Credit Management are checking whether the debtors are creditworthy. 

This is necessary to consider the claim. If Credit Management decides to accept the claim, it will actually 

handle the claim (call the debtor, send a reminder, and collect the money). During this process 

reconciliation (facilitated by software) is of utmost importance, meaning that all information, concerning 

the debtor, is exchanged between the client and Credit Management. This to make sure that the payment 

of the debtor and the reminders of Credit Management do not intersect each other. During the process the 

client is regularly updated about the status of the outstanding receivables, and receives such management 

information periodically. 

 

Credit Management does not perform all activities themselves, because they do not have the correct 

information, or they do not have the facilities to perform the activities. For example, they partner with Dun 

& Bradstreet or Graydon to check the debtor for its creditworthiness. They collect information from Cendris 

Customer Information to generate insights in the debtors. Credit Management only do amicable 
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collections, so for legal collections (GGN & Flanderijn) and for international collections (Atradius) they make 

use of specialized services providers. PostNL Financial & People Services actually handles the claims, while 

Billing NL prints the reminders in the case of physical communication, and offers electronic payment 

methods otherwise. If invoices needs to be digitalized Shore is able to scan and/or data entry the necessary 

data. Finally, the credit manager software is delivered by CreditTools, a software package that enables 

reconciliation. 

 

The most important assets of Credit Management are the software that supports the reconciliation process 

(CreditManagement), the information that will be collected by Credit Management during collecting 

outstanding receivables, and the different certificates they will obtain by industry associations like NVI and 

VVCM. 

 

One part of the revenue comes from the client, in the form of a percentage of the collected cash (if this is 

part of the deal with the client), and by the frequency of payment to the client (the longer the money is on 

the bank account, the more interest is generated). Another part of the money is derived from the debtor, 

based on a pricing table (Staffel Voorwerk II; figure 9) that indicates how much the debtor needs to pay on 

top of the outstanding debt. The costs for Credit Management come mainly from software licenses, 

services provided by partners, personnel, and additional costs. 

 

Outstanding debt Penalty (excluding VAT) Penalty (Including) VAT 

€ 250.00 € 27.00 € 44.03 

€ 500.00 € 75.00 € 89.25 

€ 1,250.00 € 150.00 € 178.50 

€ 2,500.00 € 300.00 € 357.00 

€ 3,750.00 € 450.00 € 535.50 

€ 5,000.00 € 600.00 € 714.00 

€ 10,000.00 € 700.00 € 833.00 

€ 20,000.00 € 800.00 € 952.00 

€ 40,000.00 € 1,000.00 € 1,190.00 

€ 100,000.00 € 1,500.00 € 1,785.00 

€ 200,000.00 € 2,500.00 € 2,975.00 

€ 400,000.00 € 3,500.00 € 4,165.00 

€ 1,000,000.00 € 4,500.00 € 5,355.00 

> € 1,000,000.00 € 5,500.00 € 6,545.00 

Figure 14: Staffel Voorwerk II 
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The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 15: Classification Breakdown Credit Management 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

17 April 2011 Intranet PostNL   

17 April 2011 Corporate website PostNL 

19 April 2011 Gerco Steenbergen Product- / Marketing 
Manager 

Credit Management 

5 May 2011 Sipke Spoelstra Director Billing & Document Solutions 

18 May 2011 Annual Report 2010   

Figure 16: References Credit Management 
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Figure 17: Business Model Canvas Credit Management 

Key Partners 
 
Credit checking (Dun & 
Bradstreet, Graydon); 
Consumer/business data 
(Cendris Customer 
Information); 
Legal collection 
(GGN & Flanderijn); 
International collection 
(Atradius); 
Reconciliation (CreditTools);  
Handling claims (TF&PS); 
Printing reminders (Billing 
NL); 
Payment handling (Billing 
NL); 
Scanning & Data-Entry 
(Shore). 

Key Activities 
 
Marketing/sales; 
Credit checking; 
Handling claims; 
Reconciliation; 
Reporting management 
information. 

Key Resources 
 
Payment Behaviour 
Database; 
Credit management 
software (CreditManager); 
Certification (NVI, VVCM). 

Cost structure 
 
Software (licenses); 
(Internal) services; 
Personnel; 
Additional costs. 

Value Proposition 
 
Facilitating the order-to-
cash value chain by 
collecting outstanding 
receivables in a thoughtful 
manner. 
 
Initially only amicable 
collections. Later also legal 
collections (and other steps 
of the value chain). 
 
Resulting in: 

 Better control on your 
money; 

 Possibility to focus on 
core business; 

 Shorter DSO. 

Customer Relations 
 
Long-term; 
Business-to-business; 
Close collaboration. 
 
Full-chain for SMEs; 
Part of chain for corporate 
companies. 

Distribution Channels 
 
Internal customers; 
Current customers BDS; 
Other customer relations 
(Patrick van de Graaf); 
Call for bids; 
Reseller channels. 
 
 

Customer Segments 
 
Currently: 
Internal customer (TF&PS). 
 
First year: 
Simple invoices of the 
lower-part of large-sized 
enterprises, and the upper-
part of medium-sized 
enterprises, based on 
invoice volume. 
 
After first year: 
Also small- and medium-
sized enterprises. 

Revenue Streams 
 
Percentage of collected cash; 
Frequency of payment (interest on bank account); 
Collection costs (staffel voorwerk II). 
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Appendix 6.6: Euro Mail 

Euro Mail is bought in 2005 by PostNL and is positioned under the department Data & Document 

Management. They are specialized in preparing, processing, and sending personalized mailings (direct mail, 

transaction mail, or fulfillment), which should help customers to extend their reach, increase their 

response, and reduce costs. 

 

Euro Mail prefers a full-service, long-term relationship with its customer base that is entirely mixed, both 

on the purchased service as well as on the size of the company. However, there is a distinction between the 

ways in which different sized companies are served. The large-sized enterprises are served personally, 

while the small- and medium-sized enterprises are mainly served digitally. Marketing, cold calling, 

networking, and mass media are used to generate leads and extend the current customer base. Account 

management tries to make an appointment with the hot leads, and to sell one of the propositions (direct 

mail, transaction mail, or fulfillment) personally. Once, a company is locked-in, it is tried to cross-sell the 

other propositions. 

 

Once a sale is realized, Euro Mail works closely with its customer to advise them about the possible 

solutions, and to set-up an effective process to serve its customer’s target market. Once the process is in 

place, Euro Mail will purchase print supplies, store the customer’s goods, processes the incoming data, 

makes everything ready for shipping, and executes the actual distributing. In order to perform all these 

activities human resources, software, hardware, and secure warehouses are needed. As well as partners 

that provide the print supplies, the hardware (printers, folders, and inserters), and the software (enterprise 

resource planning, quality, logistics, and warehouse). Furthermore, if the customer does know its target 

market, data can be purchased from Cendris Customer Information, when the target market has to 

respond, these incoming responses will be processed by Cendris, and off course the postage and 

distribution is fulfilled by an external partner (PostNL, Netwerk VSP, DHL, or any other). 

 

Although, the services of external partners have to be paid, the main costs are made during purchasing the 

necessary hardware, and operationalize the entire process for the customer through personnel. At the end, 

this process, resulting in an extended reach, increased response, and reduced costs, is where the customer 

is willing to pay for. 
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The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 18: Classification Breakdown Euro Mail 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

17 April 2011 Intranet PostNL   

17 April 2011 Corporate website Euro Mail 

28 April 2011 Ernst-Jan Tak Director Euro Mail 

28 April 2011 Dimitra Keramidas Marketing Manager Euro Mail 

18 May 2011 Annual Report 2010   

Figure 19: References Euro Mail 

31% 

20% 
22% 

27% 

Efficiency Novelty Lock-in Complementarities
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Figure 20: Business Model Canvas Euro Mail 

Cost structure 
 
Personnel; 
Hardware; 
Additional costs. 

Key Partners 
 
Print Supplies; 
 
Data-entry (Cendris); 
 
Customer Data (Cendris 
Customer Information); 
 
Hardware / software 
suppliers; 
 
Postage / Distribution (TNT, 
Netwerk VSP, DHL, others). 

Key Activities 
 
Marketing / Sales; 
Advising / consultancy; 
Purchasing print supplies; 
Warehousing; 
Preparing; 
Processing; 
Sending. 

Key Resources 
 
Human Resources; 
Software (ERP; Quality; 
Logistics; Warehouse); 
Hardware (Printers; 
Folders, Inserters); 
(Secure) Warehouses. 

Value Proposition 
 
Preparing, processing, and 
sending personalized 
mailings, in the form of 
direct mail, transaction 
mail, or fulfilment. 
 
Results: 

 Reducing costs; 

 Increasing response; 

 Extending reach. 

Customer Relations 
 
Long-term; 
Full-service; 
Business-to-business. 
 
Large-sized enterprises: 
personally; 
Small- and medium-sized 
enterprises: digitally. 

Distribution Channels 
 
Lead generation 
(marketing, cold calling, 
networking, mass media); 
Personal Selling; 
Cross-selling own products; 
Account Management. 

Customer Segments 
 
A mix between large-sized 
and small-sized companies, 
and a mix of purchased 
services (direct mail, 
transaction mail, and 
fulfillment). 

Revenue Streams 
 
Direct Mail (60%); 
Transaction Mail (25%); 
Fulfillment (15%). 
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Appendix 6.7: E-Commerce 

E-Commerce is a business-unit of Data & Document Management and consists of two parts. On the one 

hand, retailers are facilitated during the (partial) integration of the e-commerce value chain (retail, 

marketing, web shop services, payment handling, fulfillment, delivery, and customer service) to help them 

focus on retailing only, generate flexible growth, and create a transparent cost structure. On the other 

hand, E-Commerce is an online retailer itself, and has many web shops and traffic generators in its portfolio 

(e.g. KadoWereld, Sjopze, Twish, Fotoservice, and TryNow). This makes it very hard to summarize 

everything within this one picture. 

For online retail the customer relations can be both business-to-business and business-to-consumer and is 

of relatively short duration (mostly transaction-based), although long-term relations are preferred. In the 

case of the Integrator Service, the relationship is long-term and business-to-business; in this case it is more 

a partnership in which reviews are planned periodically to discuss the state of affairs. 

 

E-Commerce focuses on the fashion, consumer electronics, telecom, do-it-yourself, and personal health 

industry. The integrator services can serve both medium-sized and large-sized enterprises, these customers 

are segmented based on yearly revenue and initial investment. If the customer is large enough and is 

willing to invest, the extensive value chain is most appropriate. Here an umbrella system keeps track of all 

actions that are undertaken along the value chain, and the direct connections between the links of the 

value chain are reduced to a minimum. The smaller customers can use a simpler variant of the value chain. 

Online retail focuses on consumers as well as companies, and is not so much focused on size. A small order 

is treated in the same way as a large order. 

 

If the distribution channels are analyzed some differences are present as well. Online retail mainly thrives 

on direct sales, while the integrator service also benefits from indirect sales through account management 

of PostNL or a builder of web shops that sends his customer to E-Commerce for managing the entire value 

chain. Also the marketing tools are different, where the integrator service is mainly physical present on 

fairs and congresses (e.g. eFashion event), online retail is more active with online marketing (e.g. search 

engine marketing). This is also visible in the activities, where online retail, online marketing, and shop and 

content management are the main activities for online retail. The integrator service’s activities are doing 

value chain implementation and value chain management to make sure customers can retail online. Along 

the value chain many activities are outsourced, a part of online marketing is executed by Cendris Online, 

the most important partners for building web shops are Eperium and ISM, Adyen facilitates the online 

payments, fulfillment is executed by Neckermann, Toppak, or any other party, the orders are delivered by 

PostNL Parcel Services whenever possible, and Cendris Customer Contact facilitates the customer contact 

centers. Integrator service has to make sure that all companies cooperate properly, for this human 
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resources and software is necessary. The integrator, an in-house developed software package, makes it 

possible to plug-and-play customers into the value chain and facilitate only those links in the chain that 

customers would like to outsource to E-Commerce. For online retail the web shops and the articles that are 

sold through the web shops are of utmost importance. 

 

Logically, the main cost drivers for online retail are the exploitation of the web shops and the procurement 

of goods. For integrator service this is personnel and software to manage the e-commerce value chain, and 

the services that are supplied by the external partners. Furthermore, some additional costs are present. On 

the revenue side, money is generated by online retail through the actual sales of goods. Integrator service 

earns money by connecting companies to the e-commerce value chain, and once connected companies pay 

a fixed fee for each order that is processed. Another option is to pay E-Commerce a fixed percentage of the 

total order value instead of a fixed fee per order. Finally, customers have to pay a service fee when a 

change request is granted and executed. 

 

The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 21: Classification Breakdown E-Commerce 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

17 April 2011 Intranet PostNL   

17 April 2011 Corporate website PostNL 

16 May 2011 Simon de Rijke Client Service Manager E-Commerce 

18 May 2011 Annual Report 2010   

23 May 2011 Gijs Vlaander Sales Manager E-Commerce 

Figure 22: References E-Commerce 
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Figure 23: Business Model Canvas E-Commerce 

Key Partners 
 
(Online) marketing (Cendris 
Online); 
 
Webshop services 
(Eperium, ISM); 
 
Payment handling (Adyen); 
 
Fulfillment (Neckermann, 
Toppak); 
 
Delivery (mainly TNT Post 
Parcel Service); 
 
Customer service (Cendris 
Customer Contact). 

Key Activities 
 
Online retailing; 
Online marketing; 
Shop & Content 
Management; 
Value chain 
implementation; 
Value chain management. 
 

Key Resources 
 
Online Retail: 

 Webshops; 

 Goods / articles. 
 
Integrator Service: 

 Human resources; 

 (Integrator) Software. 
 

Cost structure 
 
Personnel; 
Software; 
External services; 
Exploitation of webshops; 
Procurement of goods; 
Additional costs. 

Value Proposition 
 
Online retailing. 
 
Facilitating retailers in the 
(partial) integration of the 
e-commerce value chain to: 

 Generate flexible 
growth; 

 Unburden the customer; 

 Create a transparent 
cost structure. 

 
E-commerce value chain: 

 Retail; 

 Marketing; 

 Webshop Services; 

 Payment Handling; 

 Fulfillment; 

 Delivery; 

 Customer Service. 

Customer Relations 
 
Online Retail: 

 Transaction-based; 

 B2C and B2B; 
 
Integrator Service: 

 Long-term; 

 Business-to-business; 

 Partnership. 

Distribution Channels 
 
Online Retail: 

 (Online) marketing; 

 Direct Sales. 
 
Integrator Service: 

 Direct sales; 

 Indirect sales; 

 Networking. 

Customer Segments 
 
Online Retail: 

 Customers and 
companies. 

 
Integrator Service: 

 Large- and medium-sized 
enterprises, based on 
yearly revenue and 
initial investment. 

 
Main focus: 

 Fashion; 

 Consumer Electronics. 

  Telecom; 

 Do-it-yourself; 

 Personal health. 

Revenue Streams 
 
Online retail; 
Initial investment; 
Fixed fee per order; 
Percentage of order value (revenue sharing); 
Service fee. 
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Appendix 6.8: Cendris 

Cendris is a business-unit of Data & Document Management, and consists of the four subunits Customer 

Information, Customer Contact, Online, and Insights. Cendris’ business model is more or less a combination 

of the four underlying business units; therefore these business units are the key partners as well. Cendris 

helps their customers by developing and executing customer contact strategies to attract new customers, 

retain existing customers, win-back lost customers, and develop customer’s spending. During this process 

Customer Information is able to provide the necessary data about customers (either consumers or 

businesses), Customer Contact can exploit the customer contact services, and Online will create and 

manage the online marketing activities. Because Cendris exploits these three different business lines, and 

also has a parent company that is specialized in mail, Insights is able to combine these different elements 

into effective customer contact strategies. 

 

The combination of these horizontal propositions and the vertical proposition creates added-value for 

Cendris’ customers, because has all the necessary expertise is in-house. In order to improve the customer 

contact strategies over time a long-term partnership is necessary between Cendris and its customer. Most 

of the time these customers are corporate companies that have many customers, themselves. For example, 

telecom providers, internet service providers, utilities, insurers, and to some extent travel agencies. 

Another interesting, but hard to reach, industry is the banking/financial industry. However, this is a focus 

point for the near future. 

Account management of PostNL is important, because the financial industry sent a lot of mail, thus PostNL 

is already in contact with these banks. Furthermore, telemarketing, online marketing, and direct marketing 

are used to reach customers, not only for Cendris itself, but also for Cendris’ customers within the 

developed customer contact strategies. 

 

The main resources of Cendris are humans that develop, execute, and manage the customer contact 

strategies. During these activities they are supported by the IT infrastructure, both hardware and software. 

These resources are also the main cost drivers for Cendris. Revenues are earned by supplying customers 

with data (either consumer or business data), exploiting customer contact services, managing online 

marketing campaigns, and developing and executing customer contact strategies.  
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The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 24: Classification Breakdown Cendris 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

20 April 2011 Intranet Cendris   

20 April 2011 Corporate website Cendris 

18 May 2011 Annual Report 2010   

16 June 2011 Jeroen Veldstra Director Cendris 

Figure 25: References Cendris 
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Figure 26: Business Model Canvas Cendris 

Key Partners 
 
Customer Information; 
 
Customer Contact; 
 
Online; 
 
Insights. 

Key Activities 
 
Supplying consumer and 
business data; 
Exploiting customer contact 
services; 
Managing online marketing 
campaigns; 
Developing customer contact 
strategies. 

Key Resources 
 
Human resources; 
IT infrastructure 

 Hardware; 

 Software. 

Cost structure 
 
Personnel; 
IT infrastructure (hardware/software); 
Additional costs. 

Value Proposition 
 
Develop customer contact 
strategies together with 
the customer to: 

 Attract new 
customers; 

 Retain existing 
customers; 

 Win-back lost 
customers; 

 Develop customer’s 
spending. 

 
Creating added-value by 
integrating the vertical 
propositions (customer 
information, customer 
contact, and online) into a 
single horizontal 
proposition (insights). 

Customer Relations 
 
Long-term; 
Business-to-business; 
Close collaboration / 
partnership. 
 

Distribution 
Channels 
 
Account management 
(Cendris, PostNL);  
Telemarketing; 
Online marketing; 
Direct marketing/Mail. 

Customer Segments 
 
Corporate companies with 
many customers. 
 
Main focus: 

 Telecom/Internet; 

 Utilities; 

 Insurance; 

 Travel/Leisure; 

 Banking/Financials. 
 

Revenue Streams 
 
Supplying consumer and business data; 
Exploiting customer contact services (inbound, outbound, chat etc.); 
Managing online marketing campaigns; 
Developing and executing customer contact strategies. 
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Appendix 6.9: Customer Information 

Customer Information, a business-unit of Cendris, collects, analyzes, and maintains contact information of 

consumers and businesses, supplies this data to their customers, and advises them on how to use this data 

within direct communications. Because the collected data that is intended for marketing purposes, 

Customer Information focuses on companies (both small and large) in the charities, telecom, energy, 

finance, insurance, or banking industry that use telemarketing, e-mail marketing, and / or direct marketing. 

With both the small and the large companies it is intended to start a long-term relationship, however, the 

relationship with large-sized enterprises is mainly one-to-one, solutions can be tailor-made, and advise is 

given on how to use the data, while for small- and medium-sized enterprises the solutions are standardized 

and a sufficient amount of self-service is necessary to obtain and use the data. 

Cendris has its own account management team; so the account managers are motivated to bring in new 

customers. Since, large amounts of contact information of businesses are available; Customer Information 

will use direct marketing and telemarketing itself to acquire new customers. Furthermore, the internet is 

used in the form of a website and e-mail marketing. Another important distribution channel is the cross-sell 

possibility with customer relationship management (CRM) software suppliers that would like to provide 

consumer and / or business data along with their software packages. 

 

Furthermore, Customer Information develops concepts in which they create hot leads for their customers. 

So, they actually perform the marketing activities themselves. An example is “Kijk mijn huis”, a concept that 

provides people, that recently bought a new home, with adequate advertising (e.g. a discount on removals, 

or the fast delivery of a new kitchen).  Another important activity is partner management, managing the 

relationships with CRM suppliers to cross-sell either ones products. So in the end, data providers are 

necessary to collect the data, CRM suppliers are necessary to cross-sell the data, concept development 

partners are necessary to co-develop marketing concepts, because Customer Information does not have all 

the necessary knowledge in-house. 

 

The NCB is the national consumer file with all available contact information about consumers. The NZB is a 

similar file that holds all address details about businesses. And the Postal code table contains all 

information concerning postal codes in the Netherlands, which address (street, house number, and city) is 

on which postal code. Furthermore, the human resources are very important, because they possess the 

knowledge to produce the products and services. 

 

The IT infrastructure is one of the main cost drivers of Customer Information, along with personnel and the 

purchase of data. Furthermore, there are some additional costs. On the other hand, money is earned by 

analyzing, supplying, and maintaining data. 
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The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 27: Classification Breakdown Customer Information 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

20 April 2011 Intranet Cendris   

20 April 2011 Corporate website Cendris 

26 April 2011 Bjørn de Boer Marketing Manager Customer Information 

26 April 2011 Jeroen Willems Business Controller Customer Information 

10 May 2011 Eric van Westbroek Director Customer Information & 
Online 

18 May 2011 Annual Report 2010   

16 June 2011 Jeroen Veldstra Director Cendris 

Figure 28: References Customer Information 

  

31% 

17% 26% 

26% 

Efficiency Novelty Lock-in Complementarities
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Figure 29: Business Model Canvas Customer Information 

Key Partners 
 
Data suppliers; 
 
CRM suppliers; 
 
Concept development 
partners (e.g. Kijk Mijn 
Huis). 

Key Activities 
 
Collecting data; 
Analyzing data; 
Consultancy / advising; 
Supplying data; 
Maintaining data; 
Implementing data; 
Concept development; 
Partner Management. 

Key Resources 
 
Data Sources (NCB, 
NZB, Postal Codes); 
Human resources; 
IT infrastructure. 
 

Cost structure 
 
Purchase of data; 
Personnel; 
IT infrastructure (hard- & software); 
Additional costs. 
 

Value Proposition 
 
Collecting, analyzing, and 
maintaining information on 
consumers and businesses.  
 
Supplying this data to 
customers, and advising 
them on how to use this 
data within direct 
communications. 

Customer Relations 
 
Long-term; 
Business-to-business; 
 
Large: one-to-one; 
Small: self-service. 
 

Distribution 
Channels 
 
Account Management 
(Cendris); 
Direct Marketing; 
Telemarketing; 
Mass Media (website, e-mail 
marketing); 
Cross-sell (CRM software). 

Customer Segments 
 
Large-sized as well as small- 
and medium-sized 
enterprises with direct 
marketing, e-mail marketing 
and / or telemarketing. 
 
Main focus: 

 Charities; 

 Telecom; 

 Energy; 

 Finance; 

 Insurance; 

 Banking. 
 

Revenue Streams 
 
Supplying data (target market advise); 
Data analysis (marketing intelligence); 
Data maintenance (data quality); 
Postal code information. 
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Appendix 6.10: Customer Contact 

This appendix is removed because it contained confidential information. 
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Appendix 6.11: Online 

Online is a business-unit of Cendris, specialized in online marketing, more specifically affiliate marketing, e-

mail marketing, and search engine marketing (consisting of search engine optimization and search engine 

advertising). These online marketing tools are used by Online to position its customers on the internet. In 

this business-to-business relationship Online serves its clients personally, and works for them on a project 

basis, however, this is changing more and more towards long-term relationships. Because of this personal 

relationship, Online prefers to attract new clients personally as well, mainly through account management 

of Cendris and PostNL, but also through personal selling by means of telemarketing and their own sales 

managers. Online marketing is also used, since this is Online’s core business. These distribution channels 

should help to attract clients that have a sufficient budget for direct marketing, mainly positioned in the 

telecom, postal, finance, and utilities industry. 

 

Each of the four online marketing tools has its own activities. For search engine optimization the company 

Identy does a quick scan of the website, i.e. proposes necessary changes, and implements these changes to 

generate the best search results. Online reports to its client what has been done and which results are 

obtained. For search engine advertising Online buys keywords from Google Adwords, sets-up and manages 

the campaign, and reports to the client what has been achieved with the advertising campaign. In the case 

of affiliate marketing, Online buys advertising space from affiliate network providers, designs the banner, 

deploys the campaign, and reports the accomplishments. Finally, when e-mail marketing is used, Online 

designs the layout of the e-mail, sends the e-mail using the software of Web Power or E-village, and 

communicates the results to the client. 

 

For these activities knowledge of human resources are necessary, along with hardware and software that 

support the activities. These three elements are also the main cost drivers for Online. Furthermore, 

advertising space, keywords, and e-mails should be purchased from the key partners, which results in 

significant costs as well. On the other hand, revenue streams are generated by selling these purchases. For 

e-mail marketing the client has to pay for the e-mail layout, and for each e-mail that is send. In the case of 

affiliate marketing there are multiple revenue models, cost-per-mil, cost-per-click, cost-per-lead, and cost-

per-sale, furthermore the client has to pay for the design of the banner. Finally, in the case of search engine 

marketing Online is paid per hour that is spent on the campaign. 
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The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 30: Classification Breakdown Online 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

20 April 2011 Intranet Cendris   

20 April 2011 Corporate website Cendris 

10 May 2011 Eric van Westbroek Director Customer Information & 
Online 

18 May 2011 Annual Report 2010   

16 June 2011 Jeroen Veldstra Director Cendris 

Figure 31: References Online 
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Figure 32: Business Model Canvas Online 

Key Partners 
 
E-mail marketing (Web 
Power, E-village); 
 
Affiliate Network Providers 
(daisycon, M4N, zanox, 
TradeDoubler); 
 
Search Enginge 
Optimization (Identy); 
 
Search Engine Advertising 
(Google AdWords), 

Key Activities 
SEO (quick scan, 
improving, reporting); 
SEA (buying keywords, 
managing campaign, 
reporting); 
Affiliate (buying ad space, 
designing, exploiting, 
reporting); E-mail (designing, 
sending, reporting) 

Key Resources 
 
Human Resources 
(Knowledge); 
Software; 
Hardware. 

Cost structure 
 
Personnel; 
Software (license); 
Hardware; 
Purchase (SEA Keywords; E-mails; Advertisement Space / Banners); 
Additional costs. 

Value Proposition 
 
Position customers on the 
internet by using: 

 Affiliate marketing; 

 E-mail marketing; and 

 Search Engine 
Marketing: 

 Search Engine 
Optimization; and 

 Search Engine 
Advertising. 

Customer Relations 
 
Personal (one-to-one); 
Project based; 
Service oriented; 
Business-to-business. 

Distribution Channels 
 
Account Management 
(PostNL, Cendris); 
Personal selling 
(telemarketing / sales); 
Online marketing. 

Customer Segments 
 
Clients with a sufficient 
budget for direct marketing. 
 
Main focus: 

 Telecom; 

 Postal; 

 Finance; 

 Utilities. 

Revenue Streams 
 
E-mail marketing (design and price per e-mail); 
Affiliate marketing (design and CPM, CPC, CPL, CPS); 
Search Engine Marketing (price per hour spend). 
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Appendix 6.12: Insights 

Insights, a business-unit of Cendris, cooperate intensively with its customers to devise, recommend, 

prepare and implement customer contact strategies. These contact strategies should help Insight’s 

customers to: attract new customers, retain existing customers, win-back lost customers, and / or develop 

customer’s spending. 

 

Insights consist of three different elements, namely customer intelligence, channel intelligence, and 

program intelligence. Customer intelligence generates insights in the target market of its customers, and 

segments this market into clear clusters of potential customers. If there is a clear understanding of the 

target market, channel intelligence identifies which communication channel is most effective and efficient 

to reach the target market. Finally, program intelligence uses the information of the previous analyses to 

create, execute, and control the actual customer contact programs. During this phase campaign 

management monitors the progress of the campaign and database marketers analyze the incoming data 

and suggest improvements to increase the effectiveness of the campaign. Finally, the results of the 

customer contact programs will be communicated back to the customer. 

 

Because of the intensity of the program it is important that Insight’s business-to-business customers do 

have a sufficient customer base, and have a sufficient marketing budget. Also, when customers would like 

to see improvements in the customer contact strategies it is necessary to have an intensive long-term 

relationship with Insights. These kinds of customers are mainly present in the travel, leisure, telecom, 

internet, energy, and finance markets. By writing articles, visiting and speaking at conferences, and by 

teaching lectures at the education campaign management (at the Beeckestijn Business School) Insights is 

trying to profile itself in the market. Through account management of Cendris and PostNL most new 

customers are acquired. 

 

In order to do the analyses on target market and channel selection, consumer data is necessary. This data 

can be delivered by Insight’s own customers (historical data about its current customers), but this data will 

also be bought from Customer Information. Furthermore, employees and software should be available to 

do the actual analyses. All these activities will be supported by campaign management software of 

SmartFocus and will be executed under the strict regulations of SAS70 (an auditing standard for service 

organizations). 

 

During the execution of the customer contact program many partners are necessary, because Insights itself 

has no production facilities at all. Therefore, Cendris Print Management delivers the print supplies. PIMS 

will design the graphical marketing concepts. Billing, Euro Mail, or DM Interface will print the mailings, 

whereas Online will take care of the mailings if they are distributed over the internet. Customer Contact 
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provides the call center if this is necessary. And if incoming responses should be processed this will be 

outsourced to BancTec. 

 

This is also visible in the cost structure, where personnel and provided services are the largest 

expenditures. Next to that, software is necessary to support campaign management, and there are some 

additional costs. Customers have the possibility to pay Insights in two different ways, if they are purely 

focused on results, they can pay per response. For every incoming response/result of the campaign the 

customer has to pay Insights a fixed fee. If the customer has a fixed marketing budget they would like to 

spend on a customer contact strategy, it is more reasonable to pay Insights by the hour. 

 

The questionnaire (Amit and Zott, 2007) resulted in the following classification breakdown: 

 

Figure 33: Classification Breakdown Insights 

 

Date Reference Function Department 

17 March 2011 Introductory Presentation Data 

& Document Management 

20 April 2011 Intranet Cendris   

20 April 2011 Corporate website Cendris 

20 April 2011 Hanneke Blokland Marketing Manager / 
Business Consultant 

Insights 

18 May 2011 Annual Report 2010   

16 June 2011 Jeroen Veldstra Director Cendris 

Figure 34: References Insights 
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Figure 35: Business Model Canvas Insights 

Key Partners 
 
Consumer Data 
(Customer Information); 
 
Design/Publicity Agency 
(PIMS); 
 
Print (Billing, EuroMail, 
DM Interface); 
 
Online Mailing (Cendris 
Online); 
 
Call Center (Customer 
Contact); 
 
Data-Entry (BancTec); 
 
Campaign Management 
Software (SmartFocus 
Group PLC). 
 

Key Activities 
 
Customer intelligence;  
Channel intelligence; 
Program intelligence; 
Campaign management; 
Database marketing; 
Reporting. 

Key Resources 
 
Consumer data; 
Human Resources; 
Campaign Management 
Software (SmartFocus); 
SAS70 Certification. 
 

Cost structure 
 
(Internal) Services; 
Personnel; 
Software; 
Additional costs. 
 

Value Proposition 
 
Devising, recommending, 
preparing, implementing, 
monitoring, and adjusting 
customer contact strategies 
in cooperation with the 
customer to: 

 Attract new customers; 

 Retain existing 
customers; 

 Win-back lost 
customers; 

 Develop customer’s 
spending. 

Customer Relations 
 
Intensive; 
Long-Term; 
Partnership; 
 
Large customers: mainly 
implementation; 
Small customers: wherever 
they can help. 
 

Distribution Channels 
 
Account Management 
(Cendris, PostNL); 
Conferences; 
Articles; 
Education Campaign 
Management (Beeckestijn 
Business School). 

Customer Segments 
 
Companies that have not 
marketing as their core-
business and have a 
sufficient customer-
base/marketing budget. 
 
Main focus: 

 Telecom/Internet; 

 Travel/Leisure; 

 Energy; 

 Finance. 
 

Revenue Streams 
 
Pay per hour (based on time); 
Pay per response (based on result). 
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Appendix 7: Synergy Statements 

Synergy statements extracted from Vizjak (1994): 

 Product affinities (e.g. similar offerings) are present among the clustered business units. 

 Market affinities (e.g. common customer segments) are present among the clustered business 

units. 

 The clustered business units are positioned in the same value chain. 

 Common activities of the clustered business units (e.g. R&D, marketing) are centralized into 

separate business units. 

 The clustered business units bundle or cross sell their offerings. 

 Tangible interrelationships (e.g. sharing activities) are present among the clustered business units. 

 Intangible interrelationships (e.g. transferring know-how) are present among the clustered business 

units. 

 Employees (with similar functions) of the clustered business units are meeting regularly. 

 The clustered business units are using the same management information systems. 

 

Synergy statements extracted from Kaplan and Norton (2005, 2006): 

 The clustered business units centralize resource allocation and financial management practices. 

 The branding strategy of the clustered business units promotes cohesion. 

 The clustered business units enhance the customer relationship by offering complementary 

products and services. 

 Customers are assured that they will get the same products, services, buying experience, and value 

at all outlets (i.e. consistently delivering a customer value proposition, e.g. McDonalds). 

 The clustered business units share common processes and services. 

 The clustered business units are positioned in the same value chain to offer a more attractive 

customer value proposition (i.e. one-stop-shopping). 

 The clustered business units share intangible assets (e.g. best practices and core competences). 
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Appendix 7.1: Synergy Checklist Mail Enablers 

Statement True Partly True False Comment 

Product affinities are present among the clustered business 
units. 

X   Euro Mail’s core business is direct mail, but its portfolio also 
contains transaction mail, the core business of BDS. 

Market affinities are present among the clustered business 
units. 

 X  Though some business units serve the same customer segments, 
each business unit approaches them apart. 

The clustered business units are positioned in the same value 
chain to offer a more attractive customer value proposition 
(i.e. one-stop-shopping). 

  X Within Data & Document Management three different value chains 
are present (direct marketing, transaction mail, and e-commerce). 

The clustered business units enhance the customer 
relationship by offering complementary products and 
services. 

 X  The opportunity exists, and E-Commerce does a good job to 
connect as many business units as possible. However, cooperation 
might be improved. 

The clustered business units bundle or cross sell their 
offerings. 

 X  E-Commerce has the opportunity to bundle the value propositions 
of the clustered business units. However, each business unit has its 
own sales department. 

Tangible interrelationships (e.g. sharing activities) are present 
among the clustered business units. 

  X Every business unit has its own profit and loss statement and is 
responsible for its own activities. 

Intangible interrelationships (e.g. transferring know-how) are 
present among the clustered business units. 

X   Directors of the clustered business units have periodical meetings. 

Employees (with similar functions) of the clustered business 
units are meeting regularly. 

 X  Directors of the clustered business units have periodical meetings. 
Other employees have not. 

Common activities of the clustered business units (e.g. R&D, 
marketing) are centralized into separate business units. 

  X Each business units has its own internal structure (marketing, sales, 
product development, etc.).  

The clustered business units are using the same management 
information systems. 

  X Every business unit has its own IT infrastructure. 

The branding strategy of the clustered business units 
promotes cohesion. 

  X PostNL, Cendris, and Euro Mail are three different brandings. 

Synergy Score 4.0  
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Appendix 7.2: Synergy Checklist Transaction Mail 

Statement True Partly True False Comment 

Product affinities are present among the clustered business 
units. 

X   Although each offering is unique, every offering has a portal in which 
clients can login to see an up-to-date status. Also the offerings 
follow-up on each other. 

Market affinities are present among the clustered business 
units. 

X   All business units are active in the same industry, with each of them 
serving a few other specific industries. 

The clustered business units are positioned in the same 
value chain to offer a more attractive customer value 
proposition (i.e. one-stop-shopping). 

X   All business units are positioned in the transaction mail value chain. 

The clustered business units enhance the customer 
relationship by offering complementary products and 
services. 

X   Every business unit provides its own value proposition, but fits the 
value chain. 

The clustered business units bundle or cross sell their 
offerings. 

 X  Credit Management tries to bundle the value propositions of the 
clustered business units. Though opportunities introduced by the 
customer are shared with each other. 

Tangible interrelationships (e.g. sharing activities) are 
present among the clustered business units. 

  X Every business unit has its own activities. 

Intangible interrelationships (e.g. transferring know-how) 
are present among the clustered business units. 

 X  Some departments do interact with each other (e.g. marketing 
managers meet sometimes). 

Employees (with similar functions) of the clustered business 
units are meeting regularly. 

 X  Some departments do interact with each other (e.g. marketing 
managers meet sometimes). 

Common activities of the clustered business units (e.g. R&D, 
marketing) are centralized into separate business units. 

  X Each business units has its own sales, marketing, product 
development etc.  

The clustered business units are using the same 
management information systems. 

  X Every business unit has its own solution with its own IT infrastructure 
and software. 

The branding strategy of the clustered business units 
promotes cohesion. 

X   The rebranding from TNT Post to PostNL helped to create a singular 
approach to the outside environment. 

Synergy Score 6.5  
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Appendix 7.3: Synergy Checklist Contact Strategies 

Statement True Partly True False Comment 

Product affinities are present among the clustered business 
units. 

 X  Three different offerings are present, and one business unit tries to 
combine them. 

Market affinities are present among the clustered business 
units. 

X   Each business unit serves similar customer segments. Although some 
units have a larger customer base. 

The clustered business units are positioned in the same value 
chain to offer a more attractive customer value proposition 
(i.e. one-stop-shopping). 

X   Cendris as a whole tries to fulfill the entire direct marketing value 
chain. 

The clustered business units enhance the customer 
relationship by offering complementary products and 
services. 

X   Cendris collects the information, but also knows how to use this 
information within different marketing channels they perform 
themselves, this creates added-value. 

The clustered business units bundle or cross sell their 
offerings. 

X   Account management is a uniform entity within Cendris and tries to 
combine or cross sell the value propositions. 

Tangible interrelationships (e.g. sharing activities) are 
present among the clustered business units. 

 X  Although activities are not really shared, some of the employees 
work for multiple business units. 

Intangible interrelationships (e.g. transferring know-how) are 
present among the clustered business units. 

 X  Because some of the employees work for multiple business units, 
knowledge is shared automatically. 

Employees (with similar functions) of the clustered business 
units are meeting regularly. 

 X  Some departments do interact with each other (e.g. marketing 
managers meet sometimes). 

Common activities of the clustered business units (e.g. R&D, 
marketing) are centralized into separate business units. 

 X  Some of the common activities are clustered (e.g. account 
management). 

The clustered business units are using the same 
management information systems. 

  X Every business unit has its own hardware and software that is used to 
serve the customer. 

The branding strategy of the clustered business units 
promotes cohesion. 

X   Although Cendris is different from PostNL, it is used uniformly within 
this cluster of business units. 

Synergy Score 7.5  
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Appendix 8: Collected Business Model Details 

 Cluster 1: Mail Enablers Cluster 2: Transaction Mail Cluster 3: Contact Strategies 
 

BDS 
Euro 
Mail 

E-
Commerce 

Cendris Billing CPM Shore 
Credit 
Mngt 

CI CC Online Insights 

Value Proposition             

Similar Focus     X  X X X X X X 

Unique Value Proposition X X X X X X X X X X X X 

Customer Segments             

Telecom / Internet X X X X X X X X X X X X 

Utilities X X  X X X X X X X X X 

Banking / Insurance / Finance X   X X X X  X  X X 

Additional Customer 
Segments 

X X X X X X X X X  X X 

Customer Relations             

Business-to-business  X X X X X X X X X X X X 

Long-term  X X X X X X X X X X  X 

Transaction-based   X    X    X  

Large-sized vs. smaller X X  X X X  X X X  X 

Distribution Channels             

Direct Sales X X X X X X X X X X X X 

Indirect Sales X  X X  X X X X  X X 

Direct Marketing X X  X X    X    

Online Marketing X X X X X  X  X X X  

Telemarketing X X  X X    X X X  

Additional Distribution 
Channels 

X X X X X X X     X 

Key Activities             

Commerce (Marketing / 
Sales) 

X X X X X X X X X X X X 

Additional Key Activities X X X X X X X X X X X X 
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 Cluster 1: Mail Enablers Cluster 2: Transaction Mail Cluster 3: Contact Strategies 
 

BDS 
Euro 
Mail 

E-
Commerce 

Cendris Billing CPM Shore 
Credit 
Mngt 

CI CC Online Insights 

Key Resources             

Human Resources 
(Knowledge) 

X X X X X X   X X X X 

IT (Hardware/Software) X X X X X X X X X X X X 

Additional Resources X X X  X  X X X   X 

Key Partners             

External Key Partners X X X X X X X X X X X X 

Internal Key Partners  X X     X    X 

Cost Structure             

Human Resources 
(Knowledge) 

X X X X X X  X X X X X 

IT (Hardware/Software) X X X X X X X X X X X X 

Additional Costs X X X X X X X X X X X X 

Revenue Streams             

Unique Revenue Streams X X X X X X X X X X X X 

Efficiency             

Cost & Complexity Reduction 3.3 2.3 3.2 2.8 3.0 3.3 2.7 3.0 2.7 2.3 3.0 3.0 

Transparency 3.0 2.8 3.2 3.0 3.2 3.6 3.0 3.0 2.8 2.8 3.0 3.6 

Flexibility 3.0 2.5 2.0 2.5 3.3 3.3 1.5 3.5 3.3 3.0 2.8 3.3 

Novelty             

New Links 2.6 1.8 3.6 2.8 2.0 3.0 1.8 3.6 1.8 2.8 1.8 3.4 

Innovativeness 2.8 1.6 1.4 2.1 1.4 2.4 1.5 1.9 1.4 2.3 1.4 1.9 

Lock-in             

Network Externalities 2.8 1.2 1.8 1.7 1.3 2.2 1.3 2.5 1.8 1.7 2.3 1.7 

Personalization 2.5 3.5 2.5 3.0 3.5 2.5 2.5 3.3 3.0 2.8 3.3 3.5 

Loyalty & Safety 1.8 1.5 2.5 1.5 2.3 2.0 2.0 1.8 2.3 1.5 1.5 2.0 

Trust & Specificity 1.8 2.5 1.0 2.8 3.0 2.8 3.0 3.0 3.3 2.3 2.8 3.5 

Complementarities             

Integration 2.8 1.8 3.8 2.8 2.0 2.8 2.0 3.3 2.5 2.5 2.0 3.8 

Bundling 2.6 2.6 3.4 2.6 3.0 2.6 1.4 3.8 2.4 2.4 1.8 3.6 
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Appendix 8.1: Business Model Canvas Details 
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Appendix 8.2: Business Model Value Driver Details 
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Appendix 9: Value Driver Factor Analysis (Brettel et al. 2008) 

Categorie: Efficiëntie Factor 1: Kosten en 
Complexiteit 
Reductie 

Factor 2: 
Transparantie 

Factor 3: 
Flexibiliteit 

Ons bedrijfsmodel verlaagt de opslagkosten van alle deelnemers en betrokkenen. 0,60   

Het is voor klanten en gebruikers eenvoudig om transacties met ons tot stand te brengen. 0,81   

Ons bedrijfsmodel zorgt voor een laag foutenpercentage bij het tot stand brengen van 
transacties. 

0,79   

Ons bedrijfsmodel verlaagt kosten voor ons en/of onze zakenpartners (bijv. marketing- en 
saleskosten, administratiekosten, communicatie). 

0,67   

Ons bedrijfsmodel kan zowel kleine als grote volumes op dezelfde wijze verwerken.  Geëlimineerd (toegevoegd aan factor 3 flexibiliteit) 

Ons bedrijfsmodel zorgt ervoor dat deelnemers goed geïnformeerd hun beslissingen kunnen 
nemen. 

 0,65  

Onze transacties zijn transparant, ofwel informatie- en/of goederenstromen kunnen worden 
gevolgd en geverifieerd. 

 0,74  

Wij bieden onze zakenpartners een transparant inzicht in de aard en de kwaliteit van onze 
goederen (bijv. door monsters, proefbestellingen, referenties). 

 0,70  

Onze transacties omvatten het wederzijds uitwisselen van informatie met de zakenpartner.   0,76  

Wij leveren toegang tot een breed scala van producten, diensten en andere zakenpartners.   0,62 

Ons bedrijfsmodel maakt voordelen mogelijk door aanvragen te bundelen (bijv. door van kleine 
bestelhoeveelheden groepsbestellingen te maken).  

  0,79 

Ons bedrijfsmodel maakt het mogelijk transacties snel af te wikkelen.    0,50 

Ons bedrijfsmodel zorgt in zijn geheel voor een hoge graad van efficiëntie bij de afwikkeling van 
transacties. 

Geëlimineerd (in zijn geheel weggelaten) 

 

Categorie: Vernieuwing Factor 1: Nieuwe combinaties Factor 2:Innovativiteit 

Ons bedrijfsmodel biedt nieuwe combinaties van producten, diensten en informatie. 0,64  

Ons bedrijfsmodel brengt nieuwe zakenpartners samen.  0,79  
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Ons bedrijfsmodel geeft klanten en zakenpartners nieuwe impulsen.  0,59  

Ons bedrijfsmodel geeft toegang tot een grote verscheidenheid aan zakenpartners en/of 
producten en diensten.  

0,84  

Ons bedrijfsmodel brengt transactiepartners en transacties op een geheel nieuwe wijze samen.  0,82  

De kracht (kwaliteit en duur) van reeds gerealiseerde zakenrelaties is innovatief.  0,77  

Wij hebben een groot aantal octrooien voor aspecten van ons bedrijfsmodel verkregen.  Geëlimineerd (toegevoegd aan factor 2: innovativiteit) 

Ons bedrijfsmodel is sterk op copyrights en/of geheime kennis gebaseerd.   0,71 

Met ons bedrijfsmodel zijn wij pioniers in onze branche.   0,80 

Wij innoveren ons bedrijfsmodel constant.  0,76 

Er is in onze branche geen enkel ander model dat een gevaar voor ons bedrijfsmodel zou 
kunnen vormen. 

 0,61 

Er zijn andere belangrijke aspecten die ons bedrijfsmodel innovatief maken.  0,66 

Ons bedrijfsmodel is in zijn geheel innovatief. Geëlimineerd (in zijn geheel weggelaten) 

 

Categorie: Insluiting Factor 1: 
Schaal-
voordelen 

Factor 2: 
Persona-
lisatie 

Factor 3: 
Loyaliteit & 
veiligheid 

Factor 4: 
Vertrouwen & 
specificiteit 

Onze klanten en zakenpartners worden door loyaliteitsprogramma’s gestimuleerd om 
regelmatig zaken met ons te doen.  

  0,69  

Wij bieden hoge zekerheid en betrouwbaarheid bij transacties en maken daarmee reclame.    0,81  

Wij geven klanten de mogelijkheid ons te controleren op het eventuele gebruik van hun 
persoonlijke gegevens. 

  0,62  

Om het vertrouwen van onze klanten te winnen, passen wij naast het veilig omgaan met 
persoonlijke gegevens ook andere methodes toe (bijv. onafhankelijke experts, 
beoordelingssystemen etc.). 

   0,52 

Onze klanten en zakenpartners moeten eerst een inspanning doen alvorens ze zaken met ons 
kunnen doen (bijv. een bepaald accrediteringsproces doorlopen). 

   0,68 

Onze klanten en zakenpartners moeten gebruik maken van specifieke tools (bijv. speciale 
software) om zaken met ons te kunnen doen. 

   0,69 
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Wij hebben een standaard ontwikkeld voor onze bedrijfsprocessen, producten en/of diensten 
die in onze branche toonaangevend zijn (propriëtaire standaard). 

   0,56 

Onze zakenpartners en klanten kunnen de benodigde producten, diensten of informatie 
specifiek op hun eigen situatie afstemmen.  

Geëlimineerd (toegevoegd aan personalisatie) 

Wij passen verschillende methodes toe om de klant persoonlijk te kunnen benaderen (bijv. 
analyse van klantgegevens, gepersonaliseerde brieven, mailings, websites, gerichte cross-
selling).  

 0,93   

Het personaliseren van onze goederen en diensten draagt bij tot het winnen van nieuwe en het 
binden van bestaande klanten en zakenpartners. 

 0,93   

Het concept van de community (een virtuele gemeenschap) voor het uitwisselen van 
ervaringen tussen onze klanten en/of zakenpartners speelt een belangrijke rol in ons 
bedrijfsmodel.  

0,52    

Een essentieel onderdeel van ons bedrijfsmodel is het voor klanten mogelijk maken ook 
transacties met onze zakenpartners (of met andere ondernemingen) tot stand te brengen.  

0,68    

Iedere deelnemer in ons bedrijfsmodel kan voordeel behalen als er grotere aantallen 
deelnemers van zijn eigen groep aanwezig zijn (bijv. hoe meer mensen een fax hebben, hoe 
nuttiger het is om zelf een fax aan te schaffen). 

0,87    

Iedere deelnemer in ons bedrijfsmodel kan voordeel behalen als er grotere aantallen 
deelnemers van een andere groep aanwezig zijn (bijv. een spelcomputer is pas interessant als 
er ook veel videospellen zijn). 

0,84    

In zijn geheel weet ons bedrijfsmodel de klant alsook de zakenpartner met succes te binden.  Geëlimineerd (in zijn geheel weggelaten) 

 

Categorie: Aanvulling Factor 1: Integratie Factor 2: Bundelen 

Ons bedrijfsmodel biedt de klant een breed scala van aanvullende diensten en producten van 
uiteenlopende zakenpartners. 

 0,60 

Wij bieden door ons bedrijfsmodel de klant een breed scala van aanvullende diensten en/of 
producten van onze onderneming. 

 0,77 

Cross-selling (verkoop van verwante of aanvullende artikelen) van producten en diensten is een 
belangrijk onderdeel van ons bedrijfsmodel. 

 0,85 
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Er zijn complementaire effecten tussen online- en offline-aspecten van ons bedrijfsmodel (bijv. 
ruilen of reparatie in de winkel voor online gekochte producten). 

 0,60 

Er zijn sterke horizontale (noodzakelijke) complementariteiten in ons product- / dienstenpakket 
(bijv. hardware en passende software, bundeling van producten). 

0,77  

Er zijn sterke verticale (minder noodzakelijke) complementariteiten in ons product- / 
dienstenpakket (bijv. after-sales service). 

0,62  

Ons bedrijfsmodel maakt het gebruik van aanvullende activiteiten van verschillende 
zakenpartners mogelijk, bijvoorbeeld door integratie van de leveringsketen (supply chain). 

0,83  

Ons bedrijfsmodel maakt het gebruik van complementaire effecten tussen onze technologie en 
die van andere ondernemingen mogelijk. 

0,84  

In zijn geheel vormt de bundeling van aanvullende producten en diensten een belangrijk 
onderdeel van ons bedrijfsmodel. 

Geëlimineerd (in zijn geheel weggelaten) 

 

  



 

 Page | LXV 

Appendix 10: Shore Present and Future 
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