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The objective of this study is to examine how digital platforms digitally innovate companies and
organizations, using the business model for dynamic capacity in three Brazilian companies. To
achieve the proposed objective, a case study research method was used, with theoretical models
of digital platforms, digital innovation and dynamic capabilities. The empirical research results
proved that the three companies have a digital platform for business transactions as their main
component, and that this model connects customers and suppliers through services.
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1. Introduction

Digital technologies present new capabilities and functionalities when launching new
versions and updates of their products and services, such as the benefit of integrating
different types of tests (immunoassays, chemistry, coagulation and other emerging
tests such as molecular tests) in a single platform [Sista et al. (2008)]. The out-
performance of digital platforms compared to non-digital platforms for the T790M
mutation is identified in advanced non-small cell lung cancer (NSCLC) patients
[Thress et al. (2015)]. In turn, digital media platforms have revolutionized marketing,
offering new ways to reach, inform, engage, sell to, learn about and provide service to
customers [Lamberton and Stephen (2016)]. While these cannot always be considered
a type of innovation, in the vast majority, they represent digital innovation.

For Hinings et al. [2018], digital innovation is about creating and implementing
new products and services; by digital transformation, we understand the combined

 Corresponding author.

2140014-1


https://dx.doi.org/10.1142/S0219877021400149

M. T. Okano, H. de C. L. dos Santos & E. L. Ursini

effects of various digital innovations bringing new actors (and constellations of
actors), structures, practices, values, and beliefs that change, threaten, replace, or
complement the existing rules of the game within organizations and fields. According
to Behne et al. [2021], growing competitive pressure as well as more mature and
increasingly advanced products are making successful innovation and digitalization
process of a company, one of the most important competitive factors. Digital in-
novation is indispensable for organizations that want to remain competitive [Kaiser
et al. (2021)].

One of the main digital innovations is the digital platform, which is a business
model that allows producers and consumers to exchange value [Mancha et al.
(2018)], such as the identification of the change in the tourism digital behavior,
which pointed to a need for rethinking the tourism and hospitality firms’ digital
presence [Tiago et al. (2021)]. In addition to transforming business models, digital
innovation also leads to a change in corporate culture: digital ventures can grow at a
massive rate and scale [Huang et al. (2017); Ciriello et al. (2018)].

In addition to generating dynamism in companies, digital innovation innovates
all aspects and scenarios of companies and organizations quickly and efficiently
through digital technologies.

To answer the research question, “How do digital platforms digitally innovate in
companies and organizations”, we will use a business model for dynamic capacity.

The dynamic capability method highlights the importance of incorporating the
role of environmental dynamics in determining competitive advantage, especially in
the way the company responds to such dynamics over time [Helfat and Peteraf
(2003)].

The concept of dynamic capacity is defined as the ability to reconfigure, redirect,
transform, model and adequately integrate the existing essential competencies with
external resources and strategic and complementary assets, to face the challenges of
a competitive and imitation world, pressed by time, and rapidly change, as defined in
the seminal paper by Teece et al. [2007].

The objective of this paper is to verify how digital platforms innovate digitally in
companies and organizations under the theoretical lens of dynamic capabilities.

To achieve this objective, the following theoretical models were used:

e Digital platform: Elements of the Platform Business Model [Mancha et al. (2018)],

o Characteristics of digital platforms [Mancha et al. (2018)], Platform business
models [Morvan et al. (2016)] and Platforms according to their main objective
[Gawer (2014); Evans and Gawer (2016)].

e Digital innovation: Framework with the company’s products, its digital environ-
ment, and organizational properties [Nylén and Holmstrom (2015)].

e Dynamic capabilities: Business model for dynamic capabilities [Teece (2018)].

This paper presents the importance of the digital platform as a digital innovation to
carry out digital transformation, which qualifies as companies and associations
creating new business models and providing new value propositions such as social
and sustainable, in addition to economic, thus allowing new areas of activity, types
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of business and organizational scenarios. For example, data are increasing in im-
portance for firms trying to create and maintain a competitive advantage. As value
creation is highly dependent on this key resource, data, the necessity of redesigning
firms’ business models arises [Mosig et al. (2021)].

These transformations are creating unprecedented forms of business, which would
be impossible to implement without digital platforms, or would take a long time to be
made possible, such as the digital inclusion of segments of society that were excluded
or marginalized, as reported by the company Alpha, while Beta’s platform combines
technology and information to optimize the research, evaluation, and management of
companies’ social investment to help civil society organizations (CSOs). This is similar
to Gamma’s proposal to make the urban passenger transport system more flexible and
versatile, integrating different cities, systems and modals through technology.

2. Theoretical Reference
2.1. Digital innovation

Innovating digitally means to innovate products, processes, or business models using
digital technology platforms as a means or an end within and between organizations
[Ciriello et al. (2018)]. According Ballestar et al. [2020], digitization, innovation and
robotization bring productivity-augmenting effects.

According to Ciriello et al. [2018], digital technology has three main character-
istics that change the nature of innovations. First, once digitalized, information can
be stored, transformed, transmitted and tracked by any digital device, regardless of
its content [Yoo et al. (2010)]. Second, digital information is editable through
reprogramming, making digital solutions liable to change after implementation
through interaction with external systems [Kallinikos et al. (2013)]. Third, inher-
ently self-referential, digital technology is necessary to create digital technology [de
Reuver et al. (2018); Yoo et al. (2010)].

Nambisan et al. [2017] considered that the definition of digital innovation is
intended to capture three important and simultaneous phenomena. First, digital in-
novation includes a range of innovation results, such as new products, platforms and
services, as well as new customer experiences and other value paths; as long as these
results are possible through the use of digital technologies and digitized processes, the
results themselves need not be digital. Second, digital innovation includes a wide range
of tools and digital infrastructure (for example, 3D printing, data analysis, mobile
computing, etc.) to make innovation possible. Third, digital innovation includes the
possibility that the results can be disseminated, assimilated, or adapted to specific
contexts of use such as those typically experienced with digital platforms.

Nylén and Holmstrom [2015] proposed a framework that identifies the following
five key areas to be measured and evaluated in the search for managing the inno-
vation of digital products and services:

o First, digital products and services must not only be efficient and easy to learn, but
also provide a rich user experience. This user experience can be measured in terms
of usability, aesthetics and involvement.
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e Second, companies need to clearly articulate the value proposition of each digital
product and service. The quality of such value propositions is assessed in the
dynamics of customer segmentation, product and service packages and commis-
sions to channel owners.

e Third, scanning the digital evolution involves collecting intelligence on new
devices, digital channels such as web services, mobile operating systems, social
media and app stores, as well as standards and application programming inter-
faces (APIs), to identify and explore opportunities for innovation in emerging
usage contexts and new user behaviors.

e Fourth, as digital innovation requires new skills, companies need to assess their
mechanisms to support the continuous learning of the unique properties of digital
technologies in order to establish dynamic innovation teams.

e Fifth, and finally, how digital innovation processes are often initiated when
members of the organization improvise with digital technology in the form of
learning by doing, assessing the space and time available for improvisation, and
the mechanisms for coordinating these efforts, are critical.

Table 1 presents the framework of the company’s products, digital environment and
organizational properties.

Nylén and Holmstrom [2015] developed a diagnostic tool that helps companies
take the first step in implementing the structure (see Appendix A). Based on the
structure, the tool consists of 15 Likert-type questions. Here, members of the orga-
nization are asked to score the company’s current operations, assigning a value on a
scale of 1-3 for three questions in each key area. For each area, the participants were
asked to calculate and complete the composite score.

2.2. Digital platform

According to Mishra and Tripathi [2020], a digital platform is a web-centric platform
for delivering content (such as, Facebook, Twitter, blogs, websites and, sometimes,
SMS)and a significant portion of the world’s population spends time online every
day using these digital platforms [Yee et al. (2007)]. The paper by Vardarlier and
Ozsahin [2021] demonstrates the digital transformation of human resource man-
agement by digital platforms, through the use of modern communication tools
(LinkedIn, Workplace, Microsoft teams and so on), digitally connecting employers
and candidates in the recruiting process. Further, digital platforms also help dif-
fusing innovation [Claussen and Halbinger (2020)].

This contrasts with an analog platform, including billboards, direct mail, tele-
marketing, events and word of mouth. A promotion is the message you would use on
platforms to communicate. This could sponsor manufactured goods or facilities, and
interconnect them on digital and analog platforms.

On the other hand, a digital technology platform is “a building block, providing
an essential function for a technological system — which acts as a basis on which
other companies can develop complementary products, technologies or services”
[Gawer (2014); Yoo et al. (2012)]. Digital business platforms are being developed
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Table 1. Framework with the company’s products, its digital environment and organizational properties
[Nylén and Holmstrém (2015)].

Dimension Area Scope Element
Product User experience Digital products and services must offer high levels  Usability
of usability, possess carefully designed aesthetic ~ Aesthetics
properties and evoke engagement. Engagement
Value proposition Digital innovation involves an articulated value Segmentation
proposition, i.e. a customer segmentation in- Bundling

cluding strategic pricing and positioning of the =~ Commissions
product portfolio, dynamic bundling of product

units and carefully negotiated commissions to

channel owners.

Environment Digital evolution  In order to identify opportunities for innovation, Devices
scanning firms need to scan their digital environment. Channels

This involves gathering information on new Behaviors
digital devices, channels and associated user
behaviors.

Organization  Skills In order to reap the benefits of digital innovation, Learning
firms need to acquire new skills both internally =~ Roles
and externally while establishing new digital Teams

roles. In doing so, firms should promote con-
tinuous learning of the unique properties of
digital technologies in order to secure dynamic
innovation teams.

Improvisation The malleability and low cost of digital technolo-  Space
gies affords a higher degree of improvisation. As  Time
a consequence, managers need to ensure that Coordination

they provide organizational members with an
improvisational space where structure and
flexibility is balanced in such a way that the
constraints maximize creativity, dedicated time
is given, and improvisational efforts are coor-
dinated to deal with overlaps and waste.

with the aim of pleasing and satisfying users, and being user friendly [Gomes and
Okano (2019)].

For Mancha et al. [2018], a digital platform is a business model with enabled
technology allowing producers and consumers to exchange value. In a platform
business (Fig. 1), producers and consumers create and exchange value through the
platform in the form of information (for example, reviews, behavioral data) and
products or services (e.g. use of a good transportation service).

The main characteristics of digital platforms are as follows:

(1) They are external platforms based on software and hardware.

(2) Applications offer services or systems to end users.

(3) Through the Internet, they allow the interaction of different groups of people,
companies and organizations.

(4) They innovate with new business models that are intrinsically based on infor-
mation and technology features.

(5) They create value by allowing direct communication and interaction between
groups.
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Fig. 1. Elements of the platform business model [Mancha et al. (2018)].

Morvan et al. [2016] classified digital platforms according to the platform
business models, that is, according to collaboration, orchestration, creation and
correspondence:

¢ Collaboration is a type of platform business model that allows internal and/or
external partners in the business ecosystem to work together in new ways. For
example, FirstBuild allows instructors to share inventions with a community, and
obtain feedback. Collaboration can also take place within the same ecosystem
(such as the government), or between different ecosystems (such as the govern-
ment and financial services).

e Orchestration is a business model that allows business processes in a business
ecosystem. Orchestration platforms can also integrate with the platforms of other
partners in the business ecosystem, such as supply chain partners and suppliers.
For example, PokitDok allows seamless transactions to take place between
healthcare providers, producers and consumers. It orchestrates and connects ac-
tivities such as scheduling, identity management, connectivity and payments to
the business ecosystem.

e Creation is a type of platform business model that allows partners in the business
ecosystem to create new applications, products/services, resources and business
models. For example, Apple HealthKit provides APIs for developers who can take
advantage of the health and activity data from iPhones and Apple Watches. Devel-
opers can create mobile apps for iOS and watchOS. YouTube allows providers to
create and share content with consumers. In this way, consumers can become suppliers.

e Match is a business model that allows providers to find consumers. For example,
Uber connects users with drivers. Airbnb connects owners with people who need a
place to stay.

Regarding the classification of digital platforms, Evans and Gawer [2016] and Gawer
[2014] classify them according to their main objectives, identifying three different
types of platforms:

(1) Transaction platform, sometimes called multi-sided markets or trading plat-
forms. Its main objective is to facilitate transactions between different
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organizations, entities and individuals such as connecting buyers with sellers,
drivers with passengers, composers with music companies, etc.

(2) Innovation platform. Innovation platforms are formed by technological blocks
that provide a basis for the development of services and products. A typical
example of an innovation platform is the Android mobile operating system,
which allows third-party developers to build applications on top of the operating
system. Innovation platforms provide third-party developers with their own set
of tools and resources that developers combine and use to enable new applica-
tions for commercial or other uses [Evans and Gawer (2016)].

(3) Integration platform. Integration platforms combine aspects of the two main
types of platforms: transaction and innovation platforms [Evans and Gawer
(2016)].

2.3. Business model for dynamic capacity

Teece’s definition [2010] emphasizes the value creation function of a business model:

o A business model describes the design or architecture of the mechanisms for cre-
ating, delivering and capturing the values employed. The essence of a business
model is that it crystallizes customer needs and ability to pay, defines the way in
which the company responds and offers value to customers, attracts customers to
pay the value, and converts those payments into profits through the project and
operation of the various elements of the value chain [Teece (2010, p. 179)].

Identifying customers’ unmet needs, specifying the technology and organization that
will serve them, and finally, capturing the value of activities are important functions
of the business model. Without the right balance between creation, delivery and
capture, the model will not be in operation for long, at least not by for-profit com-
panies. While the model is similar to that of Osterwalder and Pigneur [2020], it is
later compiled into three main categories [Teece (2018)]. Slightly adapted, the list is
as follows:

e Value proposition: Product and service; Customer needs; Geography.
e Revenue model: Pricing logic; Channels; Customer interaction.
o Cost model: Essential assets and capabilities; Main activities; Partner Network.

Teece [2018] considered that dynamic capabilities include the detection, apprehen-
sion and transformation necessary to design and implement a business model. They
can allow a company to update its common resources and direct them, as well as
partner resources, to high-return ventures. This requires developing and coordi-
nating, or “orchestrating” the resources of the company (and partner companies) to
address and shape changes in the market or in the business environment in general.

The strength of a company’s dynamic capabilities determines the speed and de-
gree (and associated cost) of aligning the company’s resources, including its business
model (s) with the customer’s needs and aspirations. To achieve this alignment,
organizations must be able to seize opportunities continuously, by periodically
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transforming organizational and cultural aspects to proactively encounter threats
and opportunities Teece [2018].

According to Teece [2018], “strong dynamic capabilities” generally mean strong
(in relation to competitors) in all relevant areas of detection, seizure and transfor-
mation. A company with strong dynamic capabilities will be able to profitably build
and renew common resources, assets and capabilities, reconfiguring them as needed
to innovate and respond to (or bring about) changes in the market. The company’s
resources must be smartly orchestrated and coordinated with the activities of
partner companies to deliver value to customers. Dynamic capabilities are supported
in part by organizational routines and processes, the gradual evolution of which is
punctuated by non-routine management interventions.

The dynamic capabilities structure is a multidisciplinary model of a company
with dynamic capabilities at its core, reflecting this interdependence. A simplified
version of the structure, omitting feedback channels, such as that between the
organization’s design and dynamic capabilities, is shown in Fig. 2. Dynamic capa-
bilities and strategies combine to create and refine a defensible business model, which
guides organizational transformation. Ideally, this leads to an adequate profit level
to allow the company to sustain and improve its capabilities and resources [Teece
(2018)].

Business models are enabled by dynamic features in the sense that an organiza-
tion with dynamic capabilities will be able to quickly implement, test and refine new
and revised business models. Successful implementation is based on architectural
management design, asset orchestration and learning functions, which are essential
dynamic resources. At the same time, dynamic capabilities depend in part on the

Dynamic Capabilities

i ' '

SENSE SEIZE TRANSFORM
Identify fep | Design and Refine » Realign Structure and
Opportunities Business Model; Culture
Commit Resources
F' N
w l v
Technological Technology Align Existing Invest in
Passibilities Development Capabilities Additional
Capabilities
Anticipate Defend
Competitar Intellectual
Reactions Property
F 9 T
Strategy

Fig. 2. Simplified scheme of dynamic capabilities, business models and strategy [Teece (2018)].
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organizational flexibility allowed or denied by business model choices, such as out-
sourcing the manufacturing of a new product, or building a factory [Teece (2018)].

Management’s ability to develop and refine business models is a central micro-
foundation of dynamic capabilities for both the original model, and to replace and
recombine elements of the model over time [Teece (2007), (2018)].

An initial step for the innovative company is to note the existence of customers
with unmet needs who are willing and able to pay for a product or service that can
correct their situation. A successful business model provides a solution to the cus-
tomer, which can afford a price high enough to cover all costs and leave a satisfactory
profit [Teece (2018)].

3. Methodology

The research method chosen was the case study, because it has increased chances of
addressing the proposed research question, meeting the research objectives and the
study can be conducted with the necessary methodological rigor [Dresch et al.
(2015)]. As noted by [Yin (2018)], the case study is suitable for research scenarios
that aim to answer questions such as “how” and “why”, with a low possibility of
controlling the event observed by the researcher. Furthermore, according to Miguel
[2007], the case study is an empirical study that investigates a certain phenomenon,
usually contemporary, within a real life context, when the boundaries between the
phenomenon and the context are not clearly defined.

Mainly, all types of case studies try to clarify why certain decisions were made,
how they were implemented, and what results were achieved [Yin (2018)].

The research evidence points were documents provided by companies and orga-
nizations, websites and Internet documents, and interviews with a semi-structured
script with open questions extracted from the theoretical models of the literature
review.

Data collection was carried out from July 2019 to June 2020, with six respondents
from three companies. The details of the interviewees are listed in Table 2.

3.1. Companies and organizations

(1) Alpha
Alpha was born out of the need to provide peripheral neighborhoods in the Brasi-
landia region with a transport service (S3o Paulo neighborhood with an HDI of

Table 2. Characteristics of the interviewees.

Interviewee Company Role

E1l Alpha CIO (founder)

E2 Alpha CFO

E3 Beta CFO (founder)

E4 Beta Project manager
E5 Gamma CIO

E6 Gamma Developer
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0.762, according to the Municipality of Sdo Paulo [Prefeitura de Sdo Paulo (2017)].
When the popular transport apps decided to block these regions for lack of security
due to robberies and thefts, the founder saw an opportunity and created an app for
this region about two years ago. The service started simply through a landline and a
WhatsApp mobile phone, with drivers awaiting calls in a waiting room. The service
accepts credit and debit cards as well as cash as payment.

The calculation system is much more rudimentary than that of Uber. The price of
the drive is determined only by the distance measured between the start and finish
points on Google Maps. The prices charged by Alpha at the beginning were similar
to those charged by Uber. Each kilometer traveled was charged R $2.00, against R
$1.80 for Uber, which also charges a municipal fee.

According to Alpha’s founder, the driving requirements are similar to those of
other transport applications: A 2010 or newer car model, with four doors and five
seats, clean and with air conditioning. However, even when it comes to cleaning, it is
necessary to consider the particularity of Alpha, whose cars are required to travel
through streets usually without asphalt.

Alpha currently has 400 registered drivers and a fleet of approximately 60 cars. Of
these, about 20 work only for Alpha, while the rest are also divided into other
transportation apps.

(2) Beta

Beta was born from the feelings of uneasiness and frustration of its founding part-
ners, who saw relevant social proposals being shelved by the lack of resources.
Through the Access to Information Law, they analyzed investment data via in-
centive laws, especially the Rouanet Law, from 1991 to the present day. They found
that in practice, 71% of the 182 000 projects that requested incentive funds in Brazil
remained on paper, and 50% of the resources that could be made available by
companies were not directed.

Beta provides a platform that combines technology and information to optimize
the research, evaluation and management of a company’s social investment. With an
intelligent data management system related to more than 30 000 social initiatives, it
is possible to have a complete view of the ecosystem of cultural, sports and health
projects approved in incentive laws in Brazil since 1992. Thus, the company con-
tributes to the strategic decisions of sponsors and social projects, connecting the ends
efficiently, and generating a positive impact on society.

The startup’s clients include companies such as Bayer, Kroton, Facebook,
Heineken and Via Varejo, among others. Entrepreneurs generate the potential to
target $ 250 million for projects. With a team of 17 employees, Beta currently has 33
corporate clients, and more than 80 social organizations have received resources via
the platform, including the Choir of Small Singers of Camagari, Virada Sustentavel
and UNAS — Union of Nuclei, Associations of Residents of Heli6polis and Region.

(3) Gamma

In 2015, one of Gamma’s founders read a story that showed eight types of
industries that could disappear by 2020. Two of them were credit cards and wallets.
This initiated the idea of a payment means capable of integrating the urban
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transport system as a whole, allowing the user to access various modes and services
through a single device, the smartphone. With this platform, people can buy credits
and manage them using cell phones in a simple and fast way. The idea turned into a
final course work at college, and became a real project.

“I' looked at my wallet and only the bus pass card was left. Why is this not yet on
my phone?(E6)”

Gamma is a startup that provides exclusive means of payment for public trans-
port, and can integrate the urban passenger transport system on a global scale. The
proposal is to make the urban passenger transport system more flexible and versatile,
integrating different cities, systems and modes through technology.

The company’s project aims to replace money, cards, tickets and passes through
the mobile application. By creating an account within the system, the user purchases
and manages credits and uses the smartphone itself in the transport validator. All
public means of transportation will be available in the program, such as buses,
subways, trains, bicycles, ferries and trams, in any city that operates with it, in-
cluding in other countries.

The application eliminates the need for the population to go to a ticket window,
terminal, or machinery to purchase or load credit cards for tickets. This also reduces
public expense. In addition, it promises to be a safer system than the current one,
since the chances of fraud decrease.

4. Results and Analysis
4.1. Dzigital platform

To characterize the technological products of the companies surveyed as a digital
platform, the following theoretical models were used, as presented in Table 3.

The results of the interviews indicated that the three companies use digital
platforms, connecting customers to suppliers to obtain a value proposition. While
Alpha’s platform is developed by another company, the others are self-developed;
the platform owners are the companies themselves.

The three platforms are composed of hardware and software, offer services to end
users and organizations, creating value for customers and suppliers, and the business
model works under the platform.

What all three companies have in common are being transaction platforms and a
business model of platform as correspondence (match); that is, they connect cus-
tomers and suppliers. The business models innovate in their respective areas, the
products offered are services and companies have clearly mapped the values and
segments of customers.

4.2. Digital innovation

The framework of Nylén and Holmstrom [2015] allowed the diagnosis of the com-
panies surveyed in five key areas: user experience, value proposition, scanning digital
evolution, skills and improvisation. The answers are provided in Appendix B.
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In relation to the user experience, companies are concerned with offering custo-
mers a pleasant and friendly experience with an application design that has the
ability to adjust and optimize, that considers the characteristics and format of each
device, speed of use, ease of use and attractive and captivating look. The three
companies agreed to use user experience in their products, as can be seen from the
experience and role of the interviewees, see Table 2.

As for the value proposition, customer segments are well defined and digital
profits are obtained according to the value proposition of the three companies de-
scribed below. Alpha offers decent transport to Vila Brasilandia residents, as other
applications avoid the area, which is considered a risk area. Beta strengthens the
connection between the first, second and third sectors by developing a new way of
thinking and directing resources through incentive laws. Gamma is bringing com-
petitiveness to the country’s public transport, adding value and facilities to custo-
mers. The value propositions are clear, and aligned with the goals of digital
platforms.

The digital evolution scan is used in its entirety by two companies, and partially
by the third to identify and explore opportunities for innovation in emerging con-
texts of usage and new user behaviors. At Alpha, in the beginning, the technology
used by customers was the free multi-platform instant messaging application
WhatsApp. Currently, WhatsApp continues to be used, but the platform and ap-
plication are being used for customer relationships and social networks such as
Facebook, Twitter and Instagram. At Beta, the digital platform collects data
through robots distributed in different public places related to incentive laws at the
federal, state and municipal levels. For this, the team of developers is looking for new
technologies and solutions for Al, deep learning, etc., and Gamma is always looking
for new payment methods to be introduced on its own or third-party platforms.

Digital innovation requires new skills; the three companies considered it impor-
tant to continue looking for new technologies and stated that they are always
evaluating their mechanisms to support the continuous learning of the unique
properties of digital technologies, in order to establish dynamic innovation teams.

Regarding improvisation, respondents from the three companies agreed that the
first technological products started in the form of learning by doing, where the
available resources had to be managed and improvised.

The companies Alpha, Beta and Gamma demonstrated a high commitment to
digital innovation, and it was possible to diagnose that the companies are investing
in the five areas surveyed.

4.3. Dynamic capabilities

To analyze the dynamic capabilities, Teece’s [2018] business model for dynamic
capabilities was used, as a successful business model provides a solution to the client
that can support a price high enough to cover all costs and leave a satisfactory profit
[Teece (2018)]. Business models are enabled by dynamic features in the sense that an
organization with dynamic capabilities will be able to quickly implement, test and
refine new and revised business models.
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4.3.1. Simplified scheme of dynamic capabilities, business models and strategy

(1) Sense
(i) Identifying opportunities

The three companies reported in the interviews that the companies were born from
opportunities identified in the community or from the owners’ perceptions. Alpha
was born from the need to supply peripheral neighborhoods in the Brasilandia region
with an application-based transport service. When the most popular apps decided to
block these regions, the founder saw an opportunity to create an app. Beta was born
from the discomfort and frustration of its founding partners, who saw relevant social
proposals being shelved due to a lack of resources. Thus, they saw the opportunity to
offer notices of social projects to organizations that could carry them out. The CEO
of Gamma (E5) read a report that showed eight types of industries that could
disappear by 2020. Two of them were credit cards and wallets. “I looked at my wallet
and all that was left was the bus card. Why is it not yet on my cell phone?” he asked.
This question led to the idea of a means of payment capable of integrating the urban
transport system as a whole, allowing the user to access various modes and services
through a single device, the smartphone. With this platform, people can buy credits
and manage them using cell phones in a simple and agile way.

(ii) Technological possibilities

According to Teece [2018], it takes time for business model innovation to reach
technological possibilities, perhaps because business models are more context-
dependent than technology-dependent. According to the interviews, the companies
did not use all technological possibilities from the beginning. At Alpha, service
started simply: orders were received through a landline and a WhatsApp cell phone,
while drivers waited for a call in a waiting room. Beta started with Internet searches
for the notices of social projects across the country, and later evolved into a digital
platform. At Gamma, the company’s project aims to replace cash, cards, tickets and
passes through the mobile application. When creating an account within the system,
the user buys and manages credits, and uses the smartphone itself in the transport
validator. These accounts of company beginnings reveal that companies did not start
with digital platforms, but rather, evolved to reach this point.

(iii) Technology development

The companies surveyed reported that they developed the technologies needed for
business models. Alpha initially developed a digital platform app for transportation,
and then complemented it with an app for food delivery and payments. Beta created
a platform that combines technology and information to optimize the research,
evaluation and management of a company’s social investment. Gamma’s techno-
logical value proposition is to develop solutions for the online recharge of public
transport cards through the application or through Facebook.
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(2) Seize
(i) Design and refine BM

According to Teece [2018], dynamic resources and strategies combine to create and
refine a defensible business model that guides organizational transformation. Ide-
ally, this leads to an adequate level of profits, allowing the company to sustain and
enhance its capabilities and resources. Alpha’s business model could be the same as
that of other transportation app companies, but the characteristics of the region,
such as no streetsigns, uneducated and humble residents who may not know how to
use smartphones, led the founders to adapt their operations, such as having a
phone number to serve customers, and having resident drivers who know all the
streets to drive them. Beta’s business model has as its main value proposition to
strengthen the connection between the first, second and third sectors by developing
a new way of thinking to direct resources through incentive laws. Companies that
hire the social impact startup start a process of managing taxes intelligently and
quickly; organizations, in turn, now have the resources to take important projects
off the ground. Gamma is a startup that provides exclusive means of payment for
public transport, and is able to integrate the urban passenger transport system on
a global scale. The proposal is to make the urban passenger transport system more
flexible and versatile, integrating different cities, systems and modes through
technology.

(if) Commit resources

The three companies responded that they were committing resources to new pro-
jects. Committed to the Brasilandia region, Alpha is creating two more delivery
services for the area. Beta and Gamma are investing in their respective digital
platforms and human resources to scale and improve services.

(iii) Anticipating competitors’ reactions

e Alpha — Yes
e Beta — Yes
e Gamma — Yes

(iv) Defending intellectual property

— Alpha — Yes
— Beta — Yes
— Gamma — Yes

(3) Transform

(i) Realigning structure and culture

The changes caused by the new business models forced companies to realign the
structures and cultures of the new scenarios. Alpha focuses on serving Brasilandia
and maintains an alternative for people with reading difficulties through the
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WhatsApp service and the call center, in addition to investing in two new delivery
services for the region. Beta started as consulting and advisory services for invest-
ments in social projects. With the launch of the platform, Beta focused on offering
correspondence services (match) between companies that wish to invest in projects
and companies that have social projects, effectively collaborating with the socio-
environmental responsibility strategies of the private sector, offering investment
auditing and adding more reliability to the entire process. Gamma emerged with the
objective of digitizing public transport systems, improving the passenger experience
through payment methods, and with the experience gained in the market, began to
develop solutions for online recharge of public transport cards via the app or chat-
bots on social networks.

(i) Investing in additional resources

All three companies are investing in new resources to enable new business models.
Alpha intends to take its project to other peripheral regions with mobility difficulties
similar to those in Brasilandia, and has launched an application for food delivery.
Beta intends to launch an index that works as a national ranking of project scores,
considering the social impact generated and the investments made by the companies.
Based on APIs to enable and facilitate integration, the Gamma ticket is integrated
with telemetry, applications and chatbots. Digital Ticketing is based on the Ac-
count-Based Ticketing concept, where each customer has an account in the system
that allows integration with any other agreed modal. That is, the true billing of
Cloud Mobility as a Service (MaaS).

The theoretical model of Teece [2018] made it possible to understand the business
models of companies based on dynamic capabilities, and thus prove that dynamic
capabilities include the detection, apprehension and transformation necessary to
design and implement a business model, thus allowing a company to update its
common resources and direct them, as well as the resources of partners, to high-
return ventures.

5. Conclusion

The results of the empirical research showed that Alpha, Beta and Gamma have a
digital platform as their main component, use the digital platform for business
transactions, and connect customers and suppliers through their services. The
companies’ business models are based on current technologies, and these technolo-
gies contribute to their digital profit.

The case studies showed that digital platforms help companies and organizations
to offer social value propositions, such as in the case of Alpha, which offered its users
a service not provided by other applications due to security. Similarly, Beta’s
platform allows CSOs to find companies that want to sponsor social projects, while
Gamma makes the urban passenger transport system more flexible, versatile and
democratic digitally.
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The concern and focus of companies on digital innovation is justified by the
continuity of business, which has been proven by investments in new projects, new
technologies and technological solutions.

The theory of dynamic capabilities made it possible to understand how processes
such as the ability to reconfigure resources and organizational skills, a quick and
flexible response and providing a competitive advantage, resulting from digital in-
novation applied on a digital platform, create value for the company, and thus
achieve the objective of this paper.

The academic contribution of this paper is to encourage the discussion that
digital platforms are innovating companies and associations with new business
models, and creating new value propositions that cause social innovation. The study
further provides an analysis of the effects and capabilities of digital platforms to
innovate through the theoretical lens of dynamic capacity, which can help companies
and associations in future endeavors.

As a suggestion for future research, it is suggested to analyze how other tech-
nological products innovate digitally. For instance, a Digital Twin, in literal trans-
lation, is a virtual version of a physical object or even an organizational process. The
Digital Twin solution is designed to optimize inspection and optimization activities.
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Appendix B. Responses to the Nylén and Holmstrém [2015] Framework

Table B.1.
Alpha Beta Gamma

User experience

Usability Our digital products and services are easy to learn and 3 3 3
interact with.

Aesthetics They articulated aesthetic properties that evoke a positive 3 3 3
emotional response.

Engagement They are created to offer our customers meaningful 3 3 3
experiences.

Value offer

Segmentation =~ We analyzed our customer base and divided it into several 2 3 3
segments.

Package The components of our digital portfolio of products and 3 3 3

services are differentiated and the limits and relation-
ships between them are clearly specified.

Commissions We continuously evaluate and negotiate our relationships 2 2 2
with channel owners.

Digital evolution scanning

Device We carefully follow which new hardware components and 3 3 3
devices are in development.
Channels We follow the evolution of digital distribution channels 3 3 3

(for example, software platforms, operating systems
and web services).

Behaviors We pay attention to emerging user behaviors in different 3 3 3
contexts and markets

Skills

Learning We promote continuous learning of the unique properties 3 3 3
of digital technologies.

Functions The balance between general digital skills and specialized 3 3 3
digital functions is adequate.

Times We can bring teams together with the right combination 3 3 3
of skills for each digital project.

Improvisation

Space We try to organize the work so that structure and flexi- 3 3 3
bility are balanced.

Time We dedicate time to improvisation efforts in each profes- 3 3 3
sion.

Coordination =~ We have mechanisms to coordinate improvisation efforts. 3 3 3
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