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ABSTRACT

This paper examines the process of business model innovation in the context of a Germany-
based developmental consultancy that has developed a successful digital product separate from
the company's business model. The research aims to identify a new revenue stream for the digital
product through the analysis of potential business models and the identification of areas for
improvement in the current business model. The study involves an in-depth examination of the
current business model, including desk research, interviews with stakeholders and customers,
and the evaluation of a range of different business model patterns. The research also suggests
using a corporate spin-off to unlock value for shareholders by allowing the subsidiary business
to be valued independently.

The findings of this research offer valuable insights into the complex and multifaceted nature of
business model innovation and the role of corporate spin-offs in creating new revenue streams.
The use of a case study approach allows for a detailed examination of the specific characteristics
of the subsidiary business and its target market, providing a realistic interpretation of the factors
that influence the creation of a new business model. The recommendations for the business model
of the subsidiary business provide a clear roadmap for the implementation of the new business
model, taking into account the findings of the analysis and the specific challenges and opportu-
nities facing the subsidiary business. This research interest's companies looking to innovate
their business models and create new revenue streams, as well as s to researchers and scholars

studying business model innovation and corporate spin-offs.
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1. BACKGROUND & PURPOSE OF THE STUDY

n the current business environment,

companies are facing significant

changes and the emergence of new
markets driven by the rapid growth of
digitization.

This trend is reflected in the increasing
number of companies that have data and
software teams, allowing them to auto-
mate various processes and create more
human-centric jobs. These teams allow
companies to automate tasks such as con-
tent management, project management,
communication, and cloud services,
among others.

Additionally, some companies are sell-
ing their internal digital projects as sepa-
rate Software as a Service (SaaS) products
to other companies. The rise of digitiza-
tion has also enabled the provision of
purely digital services at a lower cost to a
wider audience, making the process of
identifying the ideal business model for a

company more complex.

This paper examines the case of a

German developmental consultancy that
has developed a successful digital product
separate from the company's own busi-
ness and operating model. To scale the
product into a self-sustaining company, a
new revenue stream is needed.

The research begins by identifying the
current business model of the digital
product (referred to as the subsidiary
business) through desk research, and in-
terviews with stakeholders and custom-
ers. The study aims to gain a thorough un-
derstanding of the current business model
and its performance to identify areas for
improvement and potential new revenue
streams.

Once the current business model has
been fully understood, the research then
turns to the identification and analysis of
potential new business models for the
subsidiary business. This process involves
evaluating a range of different business
model patterns, considering the specific

characteristics of the subsidiary business



and its target market. The goal is to iden-
tify a business model that is both feasible
and capable of generating the desired
level of revenue.

After the analysis of potential business
models has been completed, the research
provides a list of recommendations for the
business model of the subsidiary business.
These recommendations take into account
the findings of the analysis and aim to
provide a clear roadmap for the imple-
mentation of the new business model.

In addition to the analysis of business
models, the paper also discusses the rela-
tionship between the parent and subsidi-
ary company and suggests that a corpo-
rate spin-off could be used to unlock value
for shareholders by allowing the separate
businesses to be valued independently ra-
ther than as part of a larger conglomerate.

Overall, this research offers valuable in-
sights into the process of business model
innovation and the role of corporate spin-
offs in creating new revenue streams. By
examining the case of a Germany-based
developmental consultancy with a home-

grown digital product, the research

highlights the complex and multifaceted
nature of business model innovation, and
the need to take into account a range of
different factors to identify the most ap-
propriate business model. The findings of
this research will interest companies look-
ing to innovate their business models and
create new revenue streams, as well as re-
searchers and scholars studying business

model innovation and corporate spin-offs.
2 LITERATURE REVIEW

2.1 Concepts and Definitions
2.1.1) Business model innovation
Business model innovation, or the pro-
cess of developing and implementing new
or significantly improved business mod-
els, has been widely studied in the litera-
ture (Osterwalder & Pigneur, 2010). A
business model refers to the way a com-
pany creates, delivers, and captures value,
and it is a key factor in the success of any
organization (Zott et al., 2011). Business
model innovation can involve changes to
any aspect of the business model, includ-
ing the value proposition, target customer

segments, distribution channels, revenue



streams, and cost structure (Teece et al.,
1997).

The benefits of business model innova-
tion are numerous (Chesbrough, 2003). It
can help a company to gain a competitive
advantage (Zott et al., 2011) by differenti-
ating itself from its competitors and offer-
ing unique value to its customers. Busi-
ness model innovation can also help a
company to diversify its revenue streams
(Afuah & Tucci, 2012), which can reduce
its dependence on a single source of in-
come and increase its stability and resili-
ence. In addition, business model innova-
tion can lead to improved efficiency and
profitability (Teece et al., 1997) by stream-
lining processes and reducing costs. Fi-
nally, business model innovation can ena-
ble a company to respond to changing
market conditions (Osterwalder &
Pigneur, 2010) and adapt to new opportu-
nities or challenges.

There are several process models avail-
able for business model innovation (Os-
terwalder & Pigneur, 2010). One popular
model is the "Lean Startup" approach
(Ries, 2011),

which emphasizes the

importance of rapid prototyping and con-
tinuous testing and learning. This ap-
proach promotes the use of small, itera-
tive experiments to validate assumptions
about the business model and gather
feedback from customers. Another popu-
lar model is the "Design Thinking" ap-
proach (Brown, 2009), which focuses on
empathy, creativity, and collaboration.
This approach involves understanding
the needs of the target customer and co-
creating solutions with them. Other pro-
cess models include the "Business Model
Generation" approach (Osterwalder &
Pigneur, 2010) and the "Business Model
Canvas" approach (Osterwalder &
Pigneur, 2010), which is a visual tool for
designing, testing, and refining business
models.
Selected approach

The business model canvas is a visual
tool that can be used to design, test, and
refine business models (Osterwalder &
Pigneur, 2010). It consists of nine building
blocks that represent the key elements of a

business model: customer segments,

value proposition, channels, customer



relationships, revenue streams, key re-
sources, key activities, key partners, and
cost structure. The business model canvas
can be used in conjunction with process
models such as the Lean Start-up ap-
proach or the Design Thinking approach
to facilitate business model innovation. By
tilling out the canvas and testing the as-
sumptions underlying the business
model, companies can identify areas for
improvement and develop more robust
and effective business models.

In conclusion, business model innova-
tion is a critical factor in the success of any
organization. By considering the benefits

of business model innovation, the various

Business Mode| Innovation Map

process models available, the range of
business model patterns, and the use of
the business model canvas, companies can
develop and implement new or improved
business models that better meet the
needs of their customers

2.1.2) Evaluation of business model pat-

terns

Business model patterns refer to the
various ways in which a company can cre-
ate, deliver, and capture value. These pat-
terns can involve changes to any aspect of
the business model, including the value
proposition, target customer segments,
distribution channels, revenue streams,

and cost structure (Teece et al., 1997).
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Figure 1: Business model innovation map (Source: BMI Lab)
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There are 60 different types of business
model patterns, including the freemium
model, subscription model, platform
model, franchise model, media model,
and retail model (Osterwalder & Pigneur,
2010). There are various methods that one
can use to analyze which of these business
model patterns would be suitable for their
business. Some of these methods include:

Customer segmentation: By identify-
ing the target customer segments and
their needs, businesses can understand
which business model patterns would be
most effective in meeting these needs. For
example, a business targeting low-income
consumers may consider using a free-
mium model, whereas a business target-
ing high-income consumers may consider
using a subscription model (Sharma &
Parida, 2017).

Value proposition: By analyzing the
unique value proposition of the business,
businesses can understand which busi-
ness model patterns would be most effec-
tive in capturing this value. For example,
a business with a strong focus on innova-
tion may consider using a platform model
(Kaur & Singh, 2019), whereas a business

with a strong focus on efficiency may

consider using a franchise model (Teece et
al., 1997).

Revenue streams: By analyzing the po-
tential revenue streams of the business,
businesses can understand which busi-
ness model patterns would be most effec-
tive in capturing these streams. For exam-
ple, a business with a strong focus on ad-
vertising revenue may consider using a
media model (Zott et al., 2011), whereas a
business with a strong focus on product
sales may consider using a retail model
(Afuah & Tucci, 2012).

Cost structure: By analyzing the cost
structure of the business, businesses can
understand which business model pat-
terns would be most effective in minimiz-
ing costs. For example, a business with a
high fixed cost structure may consider us-
ing a subscription model (Chesbrough,
2003), whereas a business with a high var-
iable cost structure may consider using a
pay-per-use model (Osterwalder &
Pigneur, 2010).

Resource requirements: By analyzing
the resource requirements of the business,
businesses can understand which busi-

ness model patterns would be most effec-

tive in leveraging these resources. For



example, a business with the strong intel-
lectual property may consider using a li-
censing model (Mintzberg et al., 2003),
whereas a business with strong physical
assets may consider using a rental model
(Osterwalder et al., 2014).

Selected approach

The following business model patterns
are often used in the business world and
understanding them is important for the
research being presented.

Direct selling, which involves the di-
rect sale of products or services to the end
customer without the use of intermediar-
ies such as retailers or wholesalers, is often
utilized by companies that sell products
directly to consumers (e.g. Avon, Tupper-
ware). This business model allows compa-
nies to build strong relationships with
their customers and offer personalized
products or services, as well as reduce
costs by eliminating the need for interme-
diaries. However, it can also be challeng-
ing as it requires significant investment in
sales and marketing efforts to reach poten-
tial customers (Jones, 2020).

Cross-selling, the sale of additional
products or services to existing customers,

is often used by companies with a large

customer base that want to increase reve-
nue by offering related products or ser-
vices. For example, a company that sells
mobile phones may also offer phone in-
surance or accessories as a way to cross-
sell to its customers (Smith, 2019). This
business model can increase customer loy-
alty and revenue, but it requires a deep
understanding of customer needs and
preferences.

Pay per use, which involves charging
customers for the use of a product or ser-
vice rather than a flat fee upfront, is often
used by companies that offer products or
services that are used infrequently or for a
limited duration (e.g. car rentals, cloud
storage). This business model can be at-
tractive to customers as it allows them to
pay for only what they need when they
need it. However, it can also be risky for
companies as it requires careful manage-
ment of usage patterns and pricing to en-
sure profitability (Williams, 2018).

The agency model, which involves act-
ing as an intermediary between buyers
and sellers and facilitating the sale of
goods or services without taking owner-
ship, is often used by companies that pro-

vide services such as travel agencies or



real estate agents (Brown, 2017). This busi-
ness model allows companies to monetize
their expertise and connections, but it also
requires strong relationships with both
buyers and sellers and careful manage-
ment of commissions and fees.

Freemium, which involves offering a
basic product or service for free and
charging for additional features or ser-
vices, is often used by companies that of-
fer software or digital content (e.g. video
games, and productivity apps) (Johnson,
2016). This business model can attract a
large user base and monetize it through
upgrades or add-ons, but it requires care-
ful management of the balance between
free and paid features to ensure profitabil-
ity.

Hidden revenue, which involves gener-
ating revenue from sources not immedi-
ately apparent to the customer, is often
used by companies that offer products or
services with a long lifespan (e.g. printers,
appliances) and can generate revenue
through the sale of consumables or
maintenance services (Wilson, 2015). This
business model allows companies to ex-
tend the lifetime value of their products,

but it requires careful management of

customer relationships and product de-
sign to ensure profitability.

2.1.3) Approaches to innovation manage-

ment and design thinking

Innovation management is the process
of overseeing and directing the develop-
ment and implementation of new ideas
within an organization (Tidd et al., 2005).
It involves identifying, evaluating, and
prioritizing opportunities for innovation,
as well as creating and nurturing a culture
that supports and encourages innovation
(Chesbrough, 2003). Innovation manage-
ment is critical for organizations to remain
competitive and stay ahead of market
trends (Damanpour, 1991).

There are several benefits to effective in-
novation management (Tidd et al., 2005).
It can help a company to improve its effi-
ciency and productivity (Chesbrough,
2003), increase its competitiveness
(Damanpour, 1991), and enhance its abil-
ity to respond to changing market condi-
tions (Tidd et al., 2005). In addition, inno-
vation management can lead to new prod-
uct and service offerings (Chesbrough,
2003), access to new markets (Tidd et al.,

2005), and increased customer satisfaction

(Damanpour, 1991).



Design thinking is a creative problem-
solving approach that involves under-
standing the needs of the user, generating
ideas, prototyping, testing, and iterating
(Brown, 2009). It is a holistic and human-
centred approach that encourages collab-
oration and empathy (Docktor & Johnson,
2015). Design thinking has been applied in
a variety of industries, including product
design, service design, and organizational
design (Brown, 2009).

There is a strong relationship between
innovation management and design
thinking (Chesbrough, 2010). Innovation

management focuses on the overall strate-

gic direction and oversight of innovation

DISCOVER

within an organization, while design
thinking is a specific approach for gener-
ating and ideas

(Chesbrough, 2010). By combining the

implementing new

two, organizations can create a culture
that supports and encourages innovation
and use design thinking as a tool to iden-
tify and develop new opportunities
(Docktor & Johnson, 2015).

There are several models available in
design thinking for innovation manage-
ment (Docktor & Johnson, 2015). One pop-
ular model is the "double diamond" ap-
proach (British Design Council, 2006),
which consists of four phases: discover,

define, develop, and deliver. This model

DEVELOP DELIVER

Figure 10: Double Diamond Design Thinking Model (Source: Quinn, Luisa, Quick Steps

Through the Double Diamond, 2022)
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encourages organizations to start with a
broad understanding of the problem and
gradually narrow it down to specific solu-
tions (British Design Council, 2006). An-
other model is the "lean startup" approach
(Ries, 2011), which emphasizes the im-
portance of rapid prototyping and contin-
uous testing and learning. This model pro-
motes the use of small, iterative experi-
ments to validate assumptions about the
business model and gather feedback from
customers.
Selected approach

The double diamond approach can be
used for innovation management by help-
ing organizations to clarify and focus their
innovation efforts (British Design Council,
2006). The discover phase involves under-
standing the needs and challenges of the
user and identifying potential areas for in-
novation. The define phase involves refin-
ing the problem and developing a clear di-
rection for the innovation effort. The de-
velop phase involves generating and pro-
totyping potential solutions, and the de-
liver phase involves finalizing and imple-
menting the chosen solution. By following
the double diamond approach, organiza-

tions can ensure that their innovation

efforts are grounded in a thorough under-
standing of user needs and are focused on
delivering value (British Design Council,
2006).

In conclusion, innovation management
and design thinking are closely related
and can be used together to drive innova-
tion within an organization. Innovation
management provides a strategic frame-
work for directing and overseeing innova-
tion, while design thinking offers a spe-
cific approach for generating and imple-
menting new ideas. By combining the two
and using models such as the double dia-
mond approach, organizations can create
a culture that supports and encourages in-
novation, and develop new and improved
products, services, and processes.

2.1.4) Approaches to corporate strategy

Corporate strategy is the overall plan
for an organization, which includes the al-
location of its resources and the actions it
will take to achieve its goals (Mintzberg,
Ahlstrand, & Lampel, 1998). There are
several types of corporate strategy, in-
cluding diversification, vertical integra-
horizontal

tion, and

(Mintzberg et al., 1998).

integration

A corporate spin-off is a type of



corporate strategy in which a division or
subsidiary of a larger organization is sep-
arated and becomes an independent com-
pany (KPMG, 2015). This can be accom-
plished through a variety of means, such
as a divestiture, a spin-off, or a carve-out
(KPMG, 2015).

There are several benefits to corporate
spin-offs (KPMG, 2015). One benefit is
that it allows the parent company to focus
on its core business, as it can divest non-
core assets and redirect resources toward
more strategic areas (KPMG, 2015). Addi-
tionally, a corporate spin-off can create
value for shareholders by allowing the
separate businesses to be valued inde-
pendently, rather than as part of a larger
conglomerate (KPMG, 2015). A corporate
spin-off can also provide opportunities for
the spin-off company to access new mar-
kets and funding sources (KPMG, 2015).

Corporate spin-offs are most effective
when the spin-off company has a strong
management team, a clear strategic vision,
and a viable business model (KPMG,
2015). It is also important for the parent
company to carefully consider the poten-
tial risks and challenges of the spin-off,

and to ensure that the spin-off company

has the resources and capabilities it needs
to succeed (KPMG, 2015).

There have been several recent exam-
ples of corporate spin-offs. One example is
the spin-off of Alibaba's Ant Group from
Alibaba Group Holding Limited in 2020
(Zhang, 2020). Another example is the
spin-off of HP Inc. from Hewlett Packard
Enterprise in 2015 (Winkler, 2015).

Corporate spin-offs can be imple-
mented through a variety of models
(KPMG, 2015). One model is the "clean
team" approach, in which a dedicated
team is formed to manage the spin-off
process and ensure a smooth transition
(KPMG, 2015). Another model is the "pro-
ject management" approach, in which the
spin-off is treated as a stand-alone project
with specific goals, timelines, and re-
sources (KPMG, 2015).

In conclusion, corporate spin-offs are a
type of corporate strategy in which a divi-
sion or subsidiary of a larger organization
is separated and becomes an independent
company. Corporate spin-offs can provide
numerous benefits, including allowing
the parent company to focus on its core
business, creating value for shareholders,

and providing opportunities for the spin-

10



off company to access new markets and
funding sources. However, it is important
for the parent company to carefully con-
sider the potential risks and challenges of
the spin-off and to ensure that the spin-off
company has the resources and capabili-
ties it needs to succeed. There are several
models available for the implementation
of corporate spin-offs, including the "clean
team" approach and the "project manage-

ment" approach.

2.2. Conceptual framework

2.2.1) The case study methodology

The paper discusses the origins of a
subsidiary business based in Germany
and its current business model. It also ex-
amines the challenges faced by the subsid-
iary company in its daily operations. The
research for the paper was conducted with
the cooperation of the Germany-based
parent company and its subsidiary busi-
ness. The main author of the paper is cur-
rently employed by the parent company
as a working student at the digital hub of
the subsidiary business, which provided
access to company directors and manag-
ers. Data for the paper was collected
internal

through a combination of

documentation, conversations with man-

agers, and semi-structured interviews
with company personnel. The research
took place over a period of six months.

The case study approach has several
benefits for management research, includ-
ing the ability to develop practical and rel-
evant theories, draw valid inferences
about causal relationships, clarify multi-
ple conjectural causations, provide a com-
prehensive view of real-world phenom-
ena, and serve as a primary data collection
tool for triangulating findings with struc-
tured techniques.

However, it also has some limitations,
such as low reliability and replicability
due to subjective observations, and diffi-
culty in achieving statistical generaliza-
tion to a population due to the typically
small number of cases and lack of random
sampling.

2.2.2) The case study organization

The parent organization is a global con-
sulting firm dedicated to advancing hu-
man development and social impact. They
work to strengthen the global develop-
ment system and the key actors within it,
to effectively tackle the world's most
issues.

pressing The organization is
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headquartered in Berlin, Germany, and
has a team of consultants and associates
located around the globe.

Their main services include strategy
and policy development, organizational
improvement and change management,
leadership and governance, program
evaluations, and strategic advocacy. They
work mainly in the areas of global health,
education, development finance, financ-
ing for global development, humanitarian
aid, and donor analytics.

In summary, the parent organization is
a reputable consulting firm that helps or-
ganizations improve their operations and
implement effective strategies. With a fo-
cus on strategy and organizational devel-
opment and a team of experienced con-
sultants, the parent organization is well-
positioned for continued growth and suc-
cess.

Subsidiary organization

Over the years, the team of experts at
the parent organization identified a major
gap in the landscape of available re-
sources: there was no single source
providing comprehensive information on
donors' Official development assistance
(ODA),

their development strategies,

priorities, and decision-making processes.
They noticed that their colleagues at other
organizations - many of whom were over-
worked and under-resourced - were
forced to spend valuable time searching
for and piecing together information.

In 2012, the parent organization
launched the digital product (now to be
referred to as the subsidiary company) as
a central source of information on all the
largest Organization for Economic Coop-
eration and Development (OECD) or De-
velopment Assistance Committee (DAC)
donor countries.

The subsidiary company now com-
bines essential quantitative data with
qualitative analysis, making financing
and policy information easily, quickly,
and freely available. The vision is that the
information they publish can enhance the
work of advocates for global develop-
ment, researchers, policymakers, think-
tank analysts, students, journalists, and
academics around the world. It primarily
focuses on donor spending for agricul-
ture, climate, education, gender equality,
global health, global health research and

development, and nutrition; work in these

sectors is crucial to the realization of the
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UN's Sustainable Development Goals and
has a strong impact on poverty allevia-
tion.
2.2.3) Key points from the case study
Overall, several factors contributed to
the need for the subsidiary company in
the market. By filling a gap in the market
for transparent, data-driven information
on donors' Official development assis-
tance (ODA), their development strate-
gies, priorities, and decision-making pro-
cesses, the organization has been able to
make a significant impact and help drive
positive change in the sector.
Thus, it can be said that the product deliv-
ered by the subsidiary organization is a

market fit.

Though, currently, the subsidiary busi-
ness has only one fixed source of revenue.
It receives large funding for a fixed period
provided by a major philanthropy organi-
zation.

This allows the subsidiary company to
provide its services to everyone online,
free of charge. Now, the funding is run-
ning out and there is a need for a sustain-

able source of revenue for the business.

3. DATA AND METHODOLOGY

3.1 Research Design

The double diamond process is a
widely recognized design thinking meth-
odology that is frequently used to guide

the development of new products,
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services, or solutions. It is divided into
two main phases: the problem space and
the solution space. The problem space
consists of two phases - Discover and De-
fine, while the solution space consists of
two phases - Develop and Deliver.

The research described in this paper ad-
hered to the double diamond process, be-
ginning with the Discover phase in the
problem space. The focus of this phase is
on understanding the problem or oppor-
tunity that the project aims to address, and
it typically involves conducting research,
gathering data, and generating ideas.

In the present case, the Discover phase

lasted for a period of three months, during

which the research team implemented
several different techniques to gather in-
sights. These included internal document
analysis and the creation of a current busi-
ness model canvas, stakeholder inter-
views with managers of the three hubs
within the subsidiary business, and cus-
tomer analysis through the creation of
user personas. Through these efforts, the
research team was able to identify areas of
conflict, innovation, and disruption
within the subsidiary business.

The Define phase involves synthesizing
the insights gathered during the Discover

phase and defining a clear problem state-

ment. In the present case, this involved
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identifying the key areas of focus for the
project based on insights generated from
the current business model developed
through internal documents, the current
business model fine-tuned through stake-
holder interviews, insights generated
through user personas, and the analysis of
the relationship between the parent and
subsidiary businesses. At the end of the

Define phase, the research team had a

clear problem space that needed to be ad-
dressed in the subsequent stages.

The Develop phase of the double dia-
mond process involves generating and
prototyping solutions to the problem
identified in the Define phase. This typi-
cally involves iterating on ideas and test-
ing them to refine and improve them. In
the present case, the research team began

this process by wusing ideation and
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developing business models from the 60
different types of business model patterns
to generate and explore a wide range of

potential business models. These ideas

building out the necessary infrastructure,
and testing the solution to ensure that it is
ready for deployment. In the present case,

the research resulted in the development
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Figure 46 Defining the Solution Space for the Subsidiary Organization (Source: author)

were then evaluated and refined to iden-
tify the most promising business models
to pursue, taking into consideration fac-
tors such as market trends, the needs of
potential customers, and the competitive
landscape. Once the most promising busi-
ness models had been identified, the next
step was to develop and test them to vali-
date their viability and identify any poten-
tial challenges or risks.

The final phase of the double diamond
process, Deliver, involves finalizing the
solution and preparing it for launch. This

typically includes finalizing the design,

of a list of recommendations in terms of
corporate strategy and business model for
the future. These recommendations can be
then carefully considered and imple-
mented by the subsidiary business as it
prepared to launch its new product or ser-
vice.

Overall, the double diamond process
proved to be an effective methodology for
guiding the development of new prod-
ucts, services, or solutions. By following a
structured and systematic approach, the
research team was able to gather insights,

define a clear problem statement, generate
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and prototype potential solutions, and de-
liver a final product or service that was
ready for launch. Through the use of this
methodology, the research team was able
to successfully navigate the complex pro-
cess of innovation, ultimately resulting in
a product or service that met the needs of
its customers and had the potential to
drive business growth through the crea-

tion of a new revenue stream.

3.2 Data collection

3.2.1) Document analysis

The subsidiary company utilizes an ag-
ile sprint model, a framework that enables
the rapid, iterative development of prod-
ucts to deliver incremental value to cus-
tomers. This approach is highly adaptable
and allows the company to respond
quickly to changing customer needs and
requirements. The subsidiary company is
divided into three main hubs: the digital
hub, the partnership hub, and the content
hub. Each of these hubs is managed by a
hub manager who is responsible for the
daily operations as well as the long-term
goals of the hub. The head of the subsidi-
ary company oversees all three hubs and

reports findings to the parent company.

At the end of each sprint, the subsidiary
company reviews and demonstrates com-
pleted work to stakeholders and gathers
teedback for the next sprint.

The internal documents created during
the quarterly review of the subsidiary
company by the parent company provide
insight into the current business model
and plans for the subsidiary company.
These documents, along with the current
sprint documents, inform the business
model canvas of the subsidiary company.

Value proposition: The value proposi-
tion of the subsidiary company is to pro-
vide advocates with comprehensive,
transparent, and high-quality information
on donor funding and development strat-
egies to inform their advocacy strategies.
This is necessary due to increasing pres-
sure on traditional official development
assistance budgets, growing financial
needs, and increased competition in the
development sector. Additionally, grow-
ing political volatility and earmarked
funding reduce the predictability and sus-
tainability of funding, while the growing
number of actors at global, regional, and

country levels makes the landscape diffi-

cult to navigate. These challenges have
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been exacerbated by external shocks such
as COVID-19 and climate crises. To meet
these needs, the subsidiary company pro-
vides its services free of charge to all users
and regularly updates its information in
real time. It also helps to break down com-
plex data and provide a one-stop shop for
all advocacy needs in the development
sector. Furthermore, it offers a digital plat-
form for advocates to share priorities and
identify promising opportunities for effec-
tive advocacy.

Customer Segments: In the present
state, the subsidiary company does not
segment its customer base. Rather, the
customers are treated as a unified group.
These customers consist of advocates for
global development working within a va-
riety of sectors, including multilateral or-
ganizations, advocacy organizations,
think tanks, media, governments, and ac-
ademia. Additionally, organizers of global
development events, such as COP26, may
also be included among the customers.

Channels: The subsidiary company
primarily uses its website as the main
channel for communicating with custom-

ers. This platform allows users to search

for and access information on donor

funding and developmental organiza-
tions, as well as receive weekly updates.
The company also maintains a backend
email system for responding to customer
queries. In the past, the subsidiary com-
pany also participated in conferences as a
means of directly engaging with custom-
ers.

Customer Relationships: The subsidi-
ary company's customer relationship
strategy involves providing regular up-
dates and new features to its platform to
foster ongoing relationships with users.
Additionally, the company offers support
and guidance through its customer ser-
vice team. The subsidiary company differ-
entiates its customer relationships based
on the industry it is communicating with.
For example, it provides personal assis-
tance to large donor and corporate organ-
izations, while offering automated or self-
service options for access to its website
and communication via email for institu-
tional and educational organizations, as
well as large global developmental events.

Revenue streams: The revenue streams
of the subsidiary organization can be de-
scribed as follows. The subsidiary organi-

zation generates revenue through a
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combination of funding support from
large donor organizations and by cross-
selling its products through the parent or-
ganization. In the past, the main source of
funding for the subsidiary organization
has been from a single large donor organ-
ization, accounting for more than 80% of
total revenue. However, this particular
funder will no longer be providing fund-
ing to the subsidiary organization in the
future, leading to the need to identify new
sources of revenue.

Cost structure: The cost structure of the
subsidiary organization can be divided
into several categories, including sales
and partnership costs, infrastructure costs
(both digital and physical), marketing
costs (including digital advertising and
physical events), content creation (which
is a particularly expensive cost due to its
reliance on human resources), research
and development of new digital products,
management of various hubs to establish
strategic direction, and maintenance of fi-
nancial and human resources records.

Key partners: The key partners of the
subsidiary company include events, or-
ganizations (governments, think tanks,
multilateral

organizations, advocacy

organizations, media organizations, edu-
cational institutions), and individuals in
the global development sector, the parent
organization which provides support and
resources, digital consulting firms that as-
sist in the development of digital infra-
structure, marketing consulting firms that
contribute to platform development, or-
ganizations and initiatives that focus on
tracking, analyzing, interpreting, and
sharing information about global devel-
opment funding, and key donor organiza-
tions that provide financial support. These
partners play a significant role in the op-
erations and growth of the subsidiary
company.

Key resources: The subsidiary com-
pany requires four key resources for its
operation: ® Financial support - Cur-
rently, large donor organizations provide
financial support to the subsidiary com-
pany through time-based donations. e
Human resources - The parent company
provides the subsidiary company with
human resources on a time-sensitive ba-
sis. ¢ Intellectual property and copy-
righted data - The subsidiary company
obtains primary data for analysis from

various partners and also produces new
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secondary data such as insights, policy
updates, and commentaries in collabora-
tion with other content and industry part-
ners. ® Physical resources - The subsidiary
company currently relies on the parent
company for all of its physical resource
needs, including physical and digital in-
frastructure.

Key activities: The subsidiary com-
pany engages in activities designed to cre-
ate value for its customers. These activities
include:

Customer relationship management:
The digital hub creates and manages digi-
tal communication platforms for custom-
ers, while the partnership hub works to
establish new relationships with potential
customers, clients, and partners.
Production: The content hub is responsi-
ble for analyzing and creating content,
and the digital hub develops new digital
products, maintains the website, and han-
dles user analytics.

Problem-solving: The hub council is in
charge of strategic planning, goal setting,
and financial planning, while the parent
company also contributes to these efforts.
Platform/network development: The dig-

ital hub maintains and develops digital

platforms, creates new products, and the
parent company works on creating and
maintaining new partnerships. The con-
tent hub is involved in media and social
media platforms, while the partnership
hub focuses on establishing new partner-
ships for content and financial support.

The subsidiary company distributes its
products through a range of channels, in-
cluding the digital website, weekly digest,
and international events. Primary data is
collected from international organizations
such as the OECD and various content
partners and is analyzed by development
sector experts and the data team at the
subsidiary company. The development
sector experts create qualitative analysis,
including real-time publications and
background research, while the data team
creates quantitative analysis. Both qualita-
tive and quantitative analyses are then
shared through the aforementioned chan-
nels.
3.2.2) Interview of Stakeholders of Sub-
sidiary Business

To gain a deeper understanding of the
current business model as perceived by

stakeholders, the researcher conducted in-

terviews with the managers of the digital,
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partnership, and content hubs. The inter-
view set was designed to minimize confir-
mation bias and provide an unaltered rep-
resentation of the interviewees' opinions.

According to Rumsfeld (2002), "There
are known knowns; there are things we
know we know. We also know there are
known unknowns; that is to say, we know
there are some things we do not know. But
there are also unknown unknowns - the
ones we don't know we don't know." With
this statement, Rumsfeld (2002) classified
the responses into four categories: known
knowns, known unknowns, unknown
knowns, and unknown unknowns.
Known knowns refer to information that
is both understood and known, known
unknowns refer to information that is
known but not understood, unknown
knowns refer to information that is under-
stood but not known, and unknown un-
knowns refer to information that is neither
understood nor known. This process al-
lowed the researcher to identify potential
areas for innovation and disruption.

The researcher provided an initial draft
of the interview set to the participants,

which included an overview of the pro-

ject, the objectives of the interview, and

the purpose of the interview. The inter-
view questions were divided into three
main segments: feasibility, desirability,
and viability. These segments focused on
various aspects of the business model can-
vas and aimed to examine both the current
business model and the challenges faced
by the current model. The feasibility seg-
ment covered key partners and their role
in providing a competitive advantage, the
resources necessary to make the business
model work, and the activities required to
deliver value to customers. The desirabil-
ity segment explored the value delivered
to customers, the mode and intensity of
customer interaction, and a general defini-
tion of the customer base and how it is
reached. The viability segment examined
the most critical costs to the business, the
price customers are willing to pay for the
product, and the sources of revenue for
the business.

The business model of the subsidiary
organization, as perceived by stakehold-
ers, can be summarized using the business
model canvas.

The value proposition of the company
is its ability to provide bespoke data and

insights on global development, acting as
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a trusted source of intelligence for key
partners, funders, and stakeholders.

The customer segments are profession-
als in the advocacy sector engaged in re-
source mobilization, advocacy, and re-
search.

The channels for communication with
these customers include email, existing
partner networks, website publications
and events, automated digital engage-
ment, and social media.

Customer relationships are primarily
self-service through the website, email,
and webinars, with a frequency of interac-
tion of a few times per month.

The company generates revenue
through funding support from large do-
nor organizations and cross-selling its
products through the parent organization.

Its key resources include its team of ex-
perts, analysts, and business development
professionals, as well as its digital plat-
form and data sources.

Key partners include development or-
ganizations, funding partners, academia,
content providers, and external consult-
ants. The key activities of the company in-
clude data collection, analysis, and publi-

cation, as well as stakeholder engagement

and advocacy.

Its cost structure is primarily com-
prised of content creation and digital in-
frastructure, with a budget for strategic
management.

Selected approach

During the interview with the manager
of the partnership hub, a key insight was
obtained regarding customer needs. The
manager reported that clients desired tai-
lored or bespoke content that they per-
ceived as being specifically designed for
them. This perception of personalization
was perceived as more accurate and rele-
vant when the content was handpicked by
an expert, with credentials that were visi-
ble to the client. Furthermore, the man-
ager noted that the personal opinion of the
expert was also considered valuable in
creating a more customized product.

During the interview with the manager
of the content hub, a key insight was ob-
tained regarding customer segmentation.
The manager stated that while the current
product was designed for the broader ad-
vocacy community within the develop-
ment field, a more refined approach to
segmentation could allow for a more user-
Additionally, the

specific  offering.
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manager emphasized the importance of
supplementing core data with additional
insights that were of high value to custom-
ers.

During the interview with the manager
of the digital hub, the possibility of the
subsidiary organization serving as a digi-
tal data analysis tool for advocacy for
other organizations within the global de-
velopment field was explored. The man-
ager noted that this could potentially lead
to a conflict of interest with the value
proposition offered by the parent organi-
zation. Thus, it was posited that the target
customers for the subsidiary may perceive
the product as a competitor and would be
hesitant to incorporate it within their own

companies.

3.2.3) Customer Analysis of Subsidiary
Business

In early 2020, The Subsidiary Company
conducted a study to better understand its
user base. As part of this research, the
main author participated in interviews
with a total of 25 customers from various
backgrounds, resulting in the creation of
four distinct user personas.

The first persona is that of an academic

with 40 years of experience teaching at a
university. This user is characterized as
extroverted, analytical, loyal, and passive
in their lifestyle. They view The Subsidi-
ary Company as a valuable source of in-
formation on the development sector and
use both the qualitative and quantitative
data provided in their advocacy work.

The second persona is that of an inde-
pendent consultant with 20 years of ex-
perience in public health. This user is de-
scribed as extroverted, with a mix of ana-
lytical and creative traits, and displays a
tickle yet active lifestyle. They appreciate
the timeliness of the information provided
by The Subsidiary Company and use it to
make forward-looking trend predictions
and advise their clients.

The third persona is that of a deputy
director at a large philanthropic organi-
zation with 15 years of prior experience
in consulting firms. This user is extro-
verted and analytical, with a fickle yet ac-
tive lifestyle. They utilize The Subsidiary
Company's website for research in key
sectors and believe that access to more for-
ward-looking data would aid in their
daily analysis.

The fourth persona is that of a senior
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advisor at a medium-sized global health
multilateral organization with 15 years
of experience in international develop-
ment. This user is introverted and analyt-
ical, with a loyal and active lifestyle. They
use The Subsidiary Company's website to
stay updated on the latest priorities and
policy/funding/governmental changes,
and also appreciate the big-picture, land-
scape-level trends provided.

The results of the user analytics follow-
ing the completion of user interviews and
the creation of user personas indicated the
following implications for the content pro-
vided by the subsidiary company: 1) the
most highly valued content was the quali-
tative data offered by the company, 2) us-
ers relied on the digital platform to stay in-
formed about developments in the devel-
opment sector, 3) there was a desire for the
platform to provide more forward-look-
ing information, 4) users preferred greater
flexibility in terms of conducting their an-
alytics using the data provided, and 5)
there was a desire for more interaction
with the experts behind the platform.

Based on the user analytics conducted,
it was found that the users of the digital

platform primarily utilize it to search for

specific information. They also rely on
weekly email updates as a primary source
of information. In terms of content, the us-
ers expressed a desire for more custom-
ized, bespoke content. Additionally, they
highlighted the need for greater flexibility
in terms of the ability to search and com-
pare different data points.
3.2.4 Exploring the Relationship between
Parent and Subsidiary Business

The relationship between the subsidi-
ary and parent organization is essential to
understand. According to documents,
stakeholder and customer perceptions,
the following inferences can be made:

The subsidiary's relationship with ex-
ternal organizations is characterized by
the strengthening of the evidence base
used by advocacy organizations to shape
government policies and funding, the pro-
vision of informed, evidence-based media
narratives on key development issues, the
enabling of donor targeting of multilateral
resource mobilization teams, and the use
of the subsidiary's data by governments to
compare their spending and policies with
those of other countries.

The subsidiary's relationship with the
serves  several

parent  organization
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purposes, including marketing, expertise
and thought leadership, and knowledge
building. The subsidiary can be used as a
"hook" to initiate conversations with po-
tential clients, showcase the parent organ-
ization's excellent work and in-depth
knowledge of the OECD donor and ODA
world, and allow the parent organization
to build expertise in relevant areas with-
out specific projects.

The relationship between the parent or-
ganization and its subsidiary can be de-
scribed as follows: the parent organization
provides support to the subsidiary in the
form of shared personnel resources, digi-
tal and physical infrastructure, and critical
management services such as human re-
sources, financial management, and over-
all leadership management.

The parent organization also benefits
from the subsidiary's work by using it as a
marketing tool to attract potential clients,
showcasing its expertise and thought
leadership, and building knowledge in
relevant areas. Overall, the parent organi-
zation and its subsidiary have a mutually
beneficial relationship that enables both
entities to achieve their respective goals

and objectives.

4 ANALYSES AND INTERPRETATION

4.1 Insights from document and
stakeholder analysis.

The current business model developed
using insights from internal documents,
stakeholder interviews, and user personas
have identified three main areas for inno-
vation: customer segmentation, customer
relationship, and customer channels and
revenue streams.

Customer Segmentation: The subsidi-
ary company currently serves advocates
working in the development sector by
providing clear and concise baseline data
for their advocacy work. However, by
treating the entire customer base as one
segment rather than dividing them based
on personal or professional traits, the
product does not feel tailored to the cus-
tomer's specific needs. Suggestions from
stakeholders suggest that customer seg-
mentation could be based on the types of
organizations working in the develop-
ment sector, allowing the product to be
customized to the customer's specific in-
dustry and needs. For example, a cus-
tomer working in the government may

have different needs than a customer in
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academia or a strategic consulting firm.

Value Proposition: The current value
proposition could be improved by making
the product more user-centric and tailored
to the customer. The current approach of
generalizing the product for all customers
means that they must spend time search-
ing for information that suits their needs.
Improving the product by handpicking
and organizing information to save cus-
tomers time and provide more precise in-
formation would be beneficial. Addition-
ally, customers want to know more about
the experts behind the information being
provided, including their credentials and
sources of information, to build greater
credibility. Building a relationship be-
tween the customer and the expert, as well
as a connection with the subsidiary com-
pany's contact person, would improve the
customer relationship and make the prod-
uct feel more personalized.

Revenue Streams: The subsidiary or-
ganization has historically had a high fi-
nancial dependence on a single large do-
nor, who has provided 80-100% of its rev-
enue. However, this donor has been stead-
ily reducing funding for the past five

years and has given the organization an

ultimatum to fund them for only the next
three years. This has left the subsidiary or-
ganization in search of new revenue
streams and has prompted the parent or-
ganization to begin cross-selling the prod-
uct to their clients as part of their consult-
ing services, resulting in a small increase
in revenue for the subsidiary. This also
presents an opportunity for the subsidiary
to explore other sources of revenue be-
yond donations from large philanthropic

organizations.

4.2 Insight from customer analysis.

The findings of the customer analysis
indicate that the customers of the subsidi-
ary organization are advocates for global
development across sectors that are vital
to the achievement of the United Nations
(UN) sustainable development goals and
the reduction of poverty. These customers
may include professionals working in ad-
vocacy organizations who aim to influ-
ence government policies and funding,
professionals working in governments
who use the data to compare their spend-
ing and policies with those of others, evi-
dence-based media organizations work-

ing on key development issues, and
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donors targeting multilateral resource
mobilization teams.

Customer needs can be categorized into
seven different topics. The core need is for
a comprehensive understanding of the
current priorities and policies of the Or-
ganisation for Economic Cooperation and
Development (OECD) Development As-
sistance Committee (DAC) countries.
Other needs include an overview of the
key sectors under the UN sustainable de-
velopment goals, an overview of the sys-
tem and related actors that play a role in
the development sector across different
OECD countries, forward-looking analy-
sis that helps predict how these trends
may change in the coming years and iden-
tify the reasons for these changes, a run-
ning commentary on key events in differ-
ent sectors according to the UN sustaina-
ble development goals, access to expert
opinions on the current state of affairs of
various topics in the development sector,
access to a sector advocacy calendar that
helps track developments throughout the
year, and the ability to compare donor
data on their own using custom queries.

The customer perception of the subsidi-

ary organization is that it is a reliable

central source of information on the
OECD DAC countries. Customers view
the organization as providing information
that combines essential data with qualita-
tive analysis, making financing and policy
information easily, quickly, and freely ac-

cessible.

4.3 Insights about the parent and
subsidiary relationship

The relationship between the parent or-
ganization and the subsidiary organiza-
tion can be described as interdependent.
While the parent organization benefits
from the knowledge and expertise of the
subsidiary organization, the subsidiary
organization benefits from access to the
resources and network of the parent or-
ganization. However, this interdepend-
ence can also present challenges for the
subsidiary organization. For example, the
subsidiary organization may be unable to
make independent strategic decisions that
align with its core focus and expertise. Ad-
ditionally, the dependency on shared re-
sources with the parent organization may
lead to variable workloads and reduced
motivation for employees. Furthermore,
the the

overlap  of subsidiary

27



organization's work with the research ar-
eas of the parent organization may create
difficulties in terms of sales and marketing
strategies. Overall, the relationship be-
tween the parent and subsidiary organiza-
tions is complex, with both benefits and

challenges.

4.4 Defining the problem statement

The research conducted through docu-
ment analysis, stakeholder interviews,
and customer research has identified the
core problems with the current business
model of the subsidiary organization.
These issues are crucial to address to de-
velop a sustainable new business model.
The identified core problem areas are:

Revenue: The heavy reliance on a sin-
gle, decreasing source of revenue poses a
threat to the very existence of the subsidi-
ary organization. The current reliance on
this source of funding, along with cross-
selling of the product by the parent organ-
ization, is not sufficient to sustain the busi-
ness. Therefore, the main focus of business
model innovation should be to find a new,
sustainable source of revenue that can
both sustain and propel the subsidiary or-

ganization in the future.

Relationship between the parent and
subsidiary organizations: The current re-
lationship between the subsidiary and
parent organizations results in a heavy re-
liance on the parent organization for eve-
ryday needs. This reliance hinders the
ability of the subsidiary organization to
independently develop strategic thought,
which holds back its growth. A new ar-
rangement is needed that allows both the
parent and subsidiary organizations to
thrive.

Value proposition: The value proposi-
tion currently offered by the subsidiary
organization can be upgraded to target
new markets and bring in more revenue.
These changes should make the product
more customized to specific customer seg-
ments, allowing the subsidiary organiza-
tion to charge higher prices for its services.
The value proposition should also include
community building to create a long-last-
ing customer base. Additionally, a degree
of freedom of use should still be provided
to users, allowing them to use the product
according to their needs and creating a
higher level of dependency on the prod-

uct.
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4.5 Analyzing different Business model
patterns

Through the application of the three
evaluation methods of customer segmen-
tation, value proposition, and revenue
streams, the research has reevaluated po-
tential business model streams that could
be implemented in the new business
model for the subsidiary company.

The identification of customer segments
has enabled the specialization of sales
strategies to meet the needs of each seg-
ment, leading to the creation of a bespoke
product offering for each customer. This
has also allowed for the differentiation of
the business's unique value proposition,
allowing for targeted sales to each seg-
ment. Additionally, the knowledge of cur-
rent revenue streams allows for the explo-
ration of new revenue opportunities and
the maintenance of current streams, spe-
cifically tailored to the identified customer
segments.

Based on this analysis, the researcher
has proposed two different business mod-
els that utilize multiple business model
patterns.

Selected approach - Business model

proposal 1

The research proposes a business model
that utilizes a combination of five distinct
business model patterns: direct selling,
cross-selling, pay-per-use, agency model,
and freemium. To effectively incorporate
these various business model patterns, it
will be necessary for the subsidiary com-
pany's value proposition to evolve to align
with customer needs more closely.

Currently, the subsidiary company pro-
vides all of its data to advocates in the
global development sector through its
website, resulting in a lack of segregation
of customer segments. Additionally, the
high level of competition in the website
market may make it difficult for the com-
pany to differentiate itself from competi-
tors. To create a niche and establish a lock-
in period for the ecosystem for data ana-
lytics in the development sector, the sub-
sidiary organization may consider devel-
oping independent software. This could
help the company stand out in a crowded
market and create a sense of loyalty
among its customers.

The transition from one software to an-
other is more difficult than transitioning

from one website to another. According to
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research, this is likely due to the increased
complexity and depth of functionality
provided by software as compared to
websites (e.g. Guo, Li, & Chen, 2016; Pan
& Leidner, 2010). Additionally, the pro-
cess of transitioning from one software to
another often involves a significant invest-
ment of time and resources, including
training and re-configuration (e.g. Pan &
Leidner, 2010; Zhang, 2011).

The proposed software aims to be the
leading provider of data analytics for the
global development sector, positioning it-
self as a replacement for in-house data
teams in organizations of all sizes. Its
value proposition is centered on the abil-
ity to provide precise data analytics
through query-based systems, thus elimi-
nating the need for human data analysts.
This function alone could justify the cost
of the software in the long run. In addition
to its core value proposition, the software
may also offer expert opinions on qualita-
tive analysis, although this feature could
be placed behind a payment wall.

If the value proposition is modified as
described, the following business model
patterns may be utilized:

Direct selling: The proposed software

could be sold directly to organizations in
the development sector, including those
of varying sizes. This would provide a
new source of revenue for the subsidiary
company and create a constant stream of
income. The cost of the software could be
adjusted based on the number of data an-
alysts it replaces. Currently, there is no
business-to-business selling occurring in
the subsidiary business, but the creation
of this software would allow for such sales
to take place.

Freemium: To align with the subsidi-
ary organization's original goal of provid-
ing free data analytics to organizations
worldwide to support data-driven advo-
cacy decisions, the company could adopt
a freemium business model. Under this
model, the company could continue to re-
ceive revenue in the form of donations
from its large global donor, allowing it to
offer its data analytics software for free to
all organizations. However, the real-time
updated qualitative analytics aspect of the
company's services could be placed be-
hind a paywall. This would allow the or-
ganization to maintain its current revenue
stream while still adhering to its vision of

providing free data-driven analysis.
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Cross-selling: As the software is essen-
tial for the advocacy efforts of organiza-
tions in the global development sector, it
may also be valuable to their clients.
Therefore, the subsidiary's clients could
potentially sell the software, along with its
login, to their project clients to keep them
informed on the current status of the pro-
ject and the data being used for advocacy.
This would allow the subsidiary's clients
to charge their clients for the software and
generate a third source of revenue
through cross-selling.

Pay per use: The subsidiary organiza-
tion currently provides both qualitative
and quantitative data on various sectors
and countries without dividing its value
proposition based on customer segments.
If the company were to segment its value
proposition according to sectors, coun-
tries, and the type of data being provided
(qualitative or quantitative), it could allow
new B2B customers to select the specific
information they need and create a be-
spoke product for them, charging for each
new service. This would allow the com-
pany to tailor its offerings to the specific
needs of each customer and generate rev-

enue through a pay-per-use model.

Agency model: To address customer
feedback indicating a desire for more per-
sonal communication and a more human-
centric approach, the subsidiary company
may consider employing an agency
model. Under this model, each B2B cus-
tomer would be assigned a client manager
who would work to understand and tailor
the product to the customer's specific
needs and provide bespoke qualitative in-
formation as needed. This approach could
improve customer relationships and make
the product more customer-centric, partic-
ularly as the company transitions to a B2B
model.

Selected approach —
Business model proposal 2

The research proposes a business model
that utilizes a combination of six distinct
business model patterns: direct selling,
cross-selling, pay-per-use, agency model,
freemium, and hidden revenue. To effec-
tively incorporate these various business
model patterns, it will be necessary for the
subsidiary company's value proposition
to evolve to align with customer needs
more closely.

Currently, the subsidiary company pro-

vides all of its data to advocates in the
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global development sector through its
website, resulting in a lack of segregation
of customer segments. This may lead cus-
tomers to perceive the content as less tai-
lored to their specific needs, as they may
have to spend additional time adjusting it
to meet their requirements. By creating
customer segmentation based on indus-
try, the subsidiary company could create
value propositions that are more special-
ized to the needs of each segment. To fa-
cilitate this, the company could imple-
ment personalized login-based infor-
mation that caters to the needs of each cli-
ent. This could be sold as a package of user
accounts to businesses in the global devel-
opment sector, requiring a shift in the
company's sales approach from business-
to-customer to business-to-business.

If the value proposition is modified as
described, the following business model
patterns may be utilized:

Direct selling: By creating separate
login IDs for each employee of the subsid-
iary's clients, the company could offer tai-
lored information based on the needs of
each employee. This would allow the sub-
sidiary to engage in business-to-business

selling, which is currently not being

utilized. The sale of login IDs to organiza-
tions of varying sizes could provide a new
source of revenue for the company and
create a constant stream of income.

Freemium: To align with the subsidiary
organization's original goal of providing
free data analytics to organizations world-
wide to support data-driven advocacy de-
cisions, the company could adopt a free-
mium business model. Under this model,
the company could continue to receive
revenue from its large global donor, al-
lowing it to offer its data analytics for free
to all organizations. However, the real-
time updated qualitative analytics aspect
of the company's services could be placed
behind a paywall. This would allow the
organization to maintain its current reve-
nue stream while still adhering to its vi-
sion of providing free data-driven analy-
sis.

Cross-selling: As personalized data is
essential for the advocacy efforts of organ-
izations in the global development sector,
it may also be valuable to their clients.
Therefore, the subsidiary's clients could
potentially sell the bespoke login IDs to
their project clients to keep them informed

on the current status of the project and the
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data being used for advocacy. This would
allow the subsidiary's clients to charge
their clients for the login IDs and generate
a third source of revenue through cross-
selling.

Pay per use: The subsidiary organiza-
tion currently provides both qualitative
and quantitative data on various sectors
and OECD countries without dividing its
value proposition based on customer seg-
ments. If the company were to segment its
value proposition according to sectors,
donors, and the type of data being pro-
vided (qualitative or quantitative), it
could allow new B2B customers to select
the specific information they need and
create a bespoke product for them, charg-
ing for each new service. This would allow
the company to tailor its offerings to the
specific needs of each customer and gen-
erate revenue through a pay-per-use
model

Agency model: Based on customer
teedback indicating a desire for more per-
sonal communication and a more human-
centric approach, the subsidiary company
may consider employing an agency model
to provide a more personalized experi-

ence for new B2B customers. Under this

model, each B2B customer would be as-
signed a client manager who would work
to understand and tailor the product to
the customer's specific needs and provide
bespoke qualitative information as
needed. This approach could improve
customer relationships and make the
product more customer-centric, particu-
larly as the company transitions to a B2B
model.

Hidden Revenue: Some of the subsidi-
ary organization's current partners are
content and news organizations in the de-
velopment sector that share information
that is closely connected to the infor-
mation provided by the subsidiary. As
such, the company could potentially sell
its product as a widget that can be in-
stalled on other websites as a mini data
analytics or qualitative tool. This could
create an additional source of income for

the subsidiary organization through hid-

den revenue.

4.6 Table analysis of suggested business
models

To evaluate and compare the potential
impacts of the two proposed business

models, they were assessed using three
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main criteria: feasibility, desirability, and
viability.

In terms of feasibility, both business
models can be implemented using the ex-
isting partners of the subsidiary company.
However, the first business model would
require additional resources such as a
software development consultancy to
build and maintain the product, as well as
additional data analysts to refine queries
and continue developing the platform.
The second business model would also re-
quire an in-house website development
team to create bespoke content for cus-
tomers and businesses, as well as a data
team for daily analysis. Both business
models would also require the hiring of
new client managers to support each new
business that the subsidiary sells its prod-
uct. In terms of resource and cost require-
ments, the second business model appears
to be more feasible.

In terms of desirability, both business
models would offer a product that allows
client organizations to eliminate the need
for in-house data teams, potentially re-
ducing resource expenditure. Both mod-
els would also employ client managers to

provide personalized insights to clients. In

terms of cost and ease of gaining new cus-
tomers, the first business model, which in-
troduces a new data analytics software
specifically for the development sector
and offers a freemium model, may be
more desirable as it may attract more cus-
tomers with less marketing effort. The sec-
ond business model may require more
business-to-business marketing efforts to
gain new customers.

In terms of viability, both business
models have the potential to generate new
revenue streams and be financially suc-
cessful. However, the first business model
may require a larger investment in the de-
velopment and maintenance of the soft-
ware, as well as the hiring of additional
data analysts and client managers. On the
other hand, the second business model
may have lower initial costs due to the use
of an in-house web development team
and the lack of need for a software devel-
opment consultancy. However, it may re-
quire more marketing efforts to attract
new business-to-business customers. Both
models also have the potential to generate
revenue through their freemium model,
cross-selling to primary clients, and the

sale of add-on qualitative analysis. The
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second model also has the potential for
hidden revenue through the sale of widg-
ets to other websites. Ultimately, the via-
bility of each model will depend on its
ability to attract and retain customers and
generate sufficient revenue to offset its
costs.

Overall, while the first business model
may facilitate more rapid acquisition of a
significant share of the market, when con-
sidering the cost that the subsidiary
would incur to develop and maintain the
software, it appears that the second busi-
ness model is a more financially viable op-
tion. This model would create three new
revenue streams for the business in the
long term and promote sustainability in
the long run. In conclusion, after evaluat-
ing both business models based on feasi-
bility, desirability, and viability, it is rec-
ommended that the subsidiary company
adopt the second business model. This
model offers a more cost-effective solu-
tion, with the potential to create multiple
revenue streams that can contribute to the

long-term sustainability of the business.

5. RECOMMENDATIONS &

CONCLUSION

5.1 Recommended corporate strategy

The suggested business model changes
have the potential to create new revenue
streams that will help the subsidiary com-
pany sustain itself in the long run. These
changes, along with improvements to the
value proposition, are likely to lead to in-
creased customer satisfaction, retention,
and acquisition over time. However, there
are still some issues related to the symbi-
otic relationship between the parent and
subsidiary organization that need to be
addressed. Specifically, there are two
main problem areas: variable workload
for employees working in both the parent
and subsidiary organization and overlap
in the value proposition between the two
companies.

The experts working in both the subsid-
iary and parent organizations have noted
that there are times when the subsidiary
organization requires more of its time and
resources, leading to conflicting work-

loads. Additionally, the overlap in value
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proposition may lead to the parent organ-
ization's competitors feeling threatened
by the subsidiary, causing them to not use
the product meant for sale to them. This
situation could be exacerbated if the sub-
sidiary organization engages in business-
to-business marketing to the competitors
of the parent organization.

To address these issues, the research ex-
amined various corporate strategies, in-
cluding the use of a corporate spin-off. A
corporate spin-off involves divesting a
particular business unit or product line
that is no longer central to the overall op-
erations or strategy of a company. This
can be done through the creation of a sep-
arate, independent company that takes on
the operations of the divested unit. The
decision to undertake a corporate spin-off
strategy should not be taken lightly. It re-
quires careful consideration and planning,
as it involves the creation of a new inde-
pendent company that takes on the opera-
tions of a divested unit. However, the po-
tential benefits of a corporate spin-off can
be significant and can include improved
enhanced

performance, flexibility,

improved focus and specialization,
streamlined operations, improved gov-
ernance, and increased value for share-
holders.

One reason that a corporate spin-off
may lead to better performance is that it
allows the subsidiary business to tap into
new markets and revenue streams that
may have conflicted with the interests of
the parent organization. As a standalone
company, the spin-off may be able to op-
erate more efficiently and effectively, po-
tentially leading to better performance
compared to the parent company. Addi-
tionally, the spin-off may have more flexi-
bility to make strategic decisions and pur-
sue growth opportunities without the con-
straints of being part of a larger organiza-
tion. Improved focus and specialization is
another potential benefit of a corporate
spin-off. By separating a business unit into
a separate company, the parent company
can focus more on its core operations,
while the spin-off can focus on its specific
area of expertise. This can lead to in-

creased efficiency and competitiveness for

both the parent company and the spin-off.
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In addition to improving focus and spe-
cialization, a corporate spin-off can also
allow the subsidiary organization to
streamline its operations and focus on its
core competencies. This can help to im-
prove the efficiency and effectiveness of
the organization, potentially leading to
better performance.

Improved governance is another poten-
tial benefit of a corporate spin-off. By sep-
arating the management of the parent
company from the management of the
spin-off, each company can focus on its
operations, potentially leading to im-
proved governance and decision-making
processes.

Finally, a corporate spin-off may be able
to unlock value for shareholders by allow-
ing the separate businesses to be valued
independently, rather than as part of a
larger conglomerate. This can be particu-
larly beneficial since the spin-off is in a
high-growth industry or has a strong po-
tential for future growth. The spin-off may
be able to command a higher valuation on
its own than it would as part of a larger,

more diversified company. This could

lead to increased shareholder value, as the
spin-off's success is more accurately re-
flected in its stock price. In addition, the
spin-off may be able to access capital more
easily as a standalone company, which
can help it to grow and expand more
quickly. This can also lead to increased
value for shareholders.

The corporate spin-off strategy can be a
viable solution to the issues faced by the
parent and subsidiary organizations in
their symbiotic relationship.

However, it is important to carefully
consider the potential risks and challenges
associated with a corporate spin-off. Ad-
ditionally, the spin-off may face difficul-
ties in securing funding or attracting top
talent, as it will be operating as a
standalone company. The spin-off may
face challenges in establishing its brand
and market presence, particularly if it is a
new entrant in the market.

It is also important to consider the po-
tential impact of a corporate spin-off on
stakeholders, such as employees, custom-
ers, and suppliers. The employees of the

spin-off may be concerned about job
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security or changes to their working con-
ditions, while customers and suppliers
may have to adjust to the new business
model and establish new relationships
with the spin-off.

To minimize these risks and challenges,
it is important to carefully plan and exe-
cute the spin-off process. This includes
conducting market research, developing a
comprehensive business plan, and estab-
lishing strong relationships with key
stakeholders. In addition, it may be neces-
sary to secure funding and other resources

to ensure the spin-off is well-positioned

for success.

Overall, the corporate spin-off strategy
can be a valuable tool for addressing the
issues faced by the parent and subsidiary
organization in their symbiotic relation-
ship, as well as for unlocking value and
improving efficiency. By carefully consid-
ering the potential risks and challenges,
and developing a comprehensive execu-
tion plan, the spin-off can be successful in
creating a new and sustainable revenue

stream for the subsidiary organization.

5.2 Recommended business model

The proposed business model for the
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Figure 53 Recommended Business Model for the Subsidiary Organisation (Source: author)
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newly formed subsidiary business after
the corporate spin-off involves targeting a
business-to-business sales approach to
other organizations in the global develop-
ment sector. This approach should be cen-
tered around customer segmentation by
the industry of the client organization,
with the delivery channel of the value
proposition remaining through the exist-
ing website. It is hoped that this model
will be successful in generating new reve-
nue streams and ensuring the long-term
sustainability of the business.

Value proposition: The value proposi-
tion of the subsidiary company is to pro-
vide a comprehensive, transparent, and
high-quality information service to advo-
cates in the global development sector.
This service aims to address the increasing
pressure on traditional official develop-
ment assistance budgets, growing finan-
cial needs, and increased competition in
the sector, as well as the challenges posed
by external shocks such as the COVID-19
and climate crises. To meet these needs,
the subsidiary company offers its data an-

alytics as a free service that can be

accessed through its digital platform, with
additional real-time qualitative services
available for purchase. These services in-
clude policy updates, sector or country in-
sights, partner perspectives, and advocacy
calendars, and are tailored to the specific
needs of each client business through the
use of a personalized login and a dedi-
cated client manager. The ultimate goal of
the digital product is to provide a special-
ized, one-stop shop for advocacy needs,
potentially even serving as a replacement
for an in-house data team for businesses in
the global development sector.

Customer segmentation: The new busi-
ness model recommends segmenting the
customers according to their industry.
This includes organizations in the global
development sector, such as multilateral
organizations, advocacy organizations,
think tanks, media, governments, and ac-
ademia. Additionally, organizers of global
development events, such as COP26, may
also be included among the customer seg-
ments. By segmenting the customers in
this way, the subsidiary company will be

able to tailor its value proposition and
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services to the specific needs of each in-
dustry. This will allow the company to
provide more comprehensive and rele-
vant information to its customers, which
will ultimately enhance the value of the
services offered by the subsidiary. The
customer segmentation strategy will also
enable the subsidiary to develop a deeper
understanding of the needs and chal-
lenges faced by different industries, which
will allow it to continuously improve its
products and services.

Customer channels: To further expand
on the channels utilized by the subsidiary
company, it is important to note that the
website serves as the primary platform for
customers to access information and re-
ceive updates. This includes search func-
tions that allow users to easily find data
and resources related to donor funding
and development organizations. The
backend email system is also a crucial
channel, as it allows the company to re-
spond to customer queries in a timely and
efficient manner. In addition to these dig-
ital channels, the subsidiary company can
benefit

also from participating in

conferences and events. These in-person
gatherings provide an opportunity for the
company to directly engage with custom-
ers and showcase its offerings. This can be
especially beneficial for building relation-
ships with new businesses and strength-
ening ties with existing customers. Fi-
nally, the subsidiary company can lever-
age its relationships with content partners
to produce new materials for customers.
This could include research reports, policy
briefs, or other resources that provide val-
uable insights and information for those
working in the development sector. Client
managers, who will be responsible for
managing relationships with businesses
and ensuring that their needs are met, can
also play a crucial role in reaching out to
new customers and establishing partner-
ships.

To build and maintain strong relation-
ships with customers, the subsidiary com-
pany must continually provide value and
support to its users. This can be achieved
through regularly updating and improv-
ing the company's digital platform, which
the channel of

serves as primary
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communication between the subsidiary
and its customers. The platform should of-
fer a wide range of information and re-
sources related to donor funding and de-
velopment strategies, as well as provide
users with weekly updates and new fea-
tures to keep them engaged and informed.
The company should also offer support
and guidance through its customer ser-
vice team, which can be reached through
email or other means of communication.
In addition to these efforts, the subsidiary
company should differentiate its customer
relationships based on the industry or sec-
tor of the customer. For example, large do-
nor and corporate organizations may re-
quire more personalized assistance and
support, while institutional and educa-
tional organizations, as well as large
global development events, maybe more
suited for automated or self-service op-
tions. The company can also utilize client
managers to build one-on-one relation-
ships with customers and better under-
stand their specific needs and require-
ments. By tailoring its customer relation-

ships to the needs of different industries

and sectors, the subsidiary company can
build strong, long-lasting relationships
with its customers.

Revenue streams: The subsidiary com-
pany's revenue streams can be described
as follows:

a) Freemium model: The subsidiary
company generates revenue through a
freemium model, where it provides data
analytics as a free service. This service is
funded by large donor or philanthropy or-
ganizations that want the development
sector data to be free and easily accessible.

b) Add-on services: The subsidiary
company also provides sector or donor-
country-specific qualitative analysis as an
add-on service that it sells to businesses
through business-to-business sales. This
allows the subsidiary to create specialized
plans for clients and generates multiple
streams of revenue.

¢) Cross-selling: The customer business
can also resell the login to the digital prod-
uct to their clients. This allows their clients
to stay updated with the happenings in
the sector and the project and creates an

additional source of revenue through
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cross-selling of the digital product.

d) Widget sales: Finally, the subsidiary
company can sell its data advocacy prod-
uct as a widget that can be added to the
websites of its partners. This generates an
additional source of revenue as a hidden
revenue stream.

Cost structure: The cost structure of the
subsidiary organization can be divided
into several categories, including sales
and partnership costs, infrastructure costs
(both digital and physical), marketing
costs (including digital advertising and
physical events), content creation (which
is a particularly expensive cost due to its
reliance on human resources), research
and development of new digital products,
management of various hubs to establish
strategic direction, and maintenance of fi-
nancial and human resources records. The
cost of maintenance and development of
new digital products would increase
greatly with the new value proposition.
This would be primarily because the plat-
form now needs to create individual
logins and platforms for customers. The

cost of adding more client managers

would also be a substantial one, but it
would be essential to the new value prop-
osition.

Key partners: The key partners of the
subsidiary company are essential to its
success. These partners include events, or-
ganizations, and individuals in the global
development sector, as well as the parent
organization, digital consulting firms,
marketing consulting firms, organiza-
tions, and initiatives, focused on tracking,
analyzing, interpreting, and sharing infor-
mation about global development fund-
ing, and key donor organizations. These
partners help the subsidiary company
with various aspects of its operations and
growth, such as providing resources and
support, assisting with digital infrastruc-
ture development, and contributing to
platform  development. Additionally,
these partners help the subsidiary com-
pany establish strategic direction, main-
tain financial and human resources rec-
ords, and create and maintain relation-
ships in the global development sector.
Overall, the key partners of the subsidiary

company play a crucial role in its ability to
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achieve its goals and objectives.

Key resources:

¢ Digital platform - The digital platform
is the main channel through which the
subsidiary company communicates with
customers and provides access to infor-
mation on donor funding and develop-
ment organizations. It is also used for
weekly updates and to respond to cus-
tomer queries. The company will need to
maintain and upgrade the platform to
keep it up-to-date and user-friendly.

* Physical offices and event spaces - The
subsidiary company may need physical
offices and event spaces to host confer-
ences and meetings with partners and cus-
tomers. These spaces will need to be
equipped with the necessary technology
and facilities to support the company's op-
erations.

* Marketing materials and tools - The
subsidiary company will need marketing
materials and tools to promote its services
and reach new customers. These may in-
clude brochures, posters, digital adver-
tisements, and social media campaigns.

¢ Data analytics tools and software -

The subsidiary company relies on data an-
alytics tools and software to track and an-
alyze donor funding and development
strategies. It will need to invest in and
maintain these tools to provide accurate
and reliable information to customers.

* Research and development resources
- The subsidiary company will need to al-
locate resources towards research and de-
velopment to continue improving and ex-
panding its services. This may include hir-
ing experts in global development, con-
ducting market research, and testing new
digital products.

Key activities: The subsidiary company
has established several key partnerships
that are integral to its operations. These in-
clude:

Donor organizations - The subsidiary
company receives financial support from
various donor organizations, including
philanthropies, governments, and multi-
lateral organizations. These partnerships
are vital for supporting the free services
offered by the subsidiary company.

Content Partners - The subsidiary com-
with a

collaborates range of

pany
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organizations, including think tanks, ad-
vocacy organizations, media organiza-
tions, and educational institutions, to pro-
duce and share content. These partner-
ships are essential for creating and dis-
seminating high-quality information on
global development funding and strate-
gies.

Digital consulting firms - The subsidi-
ary company works with digital consult-
ing firms to develop and maintain its dig-
ital infrastructure, including its website
and digital products.

Marketing consulting firms - The sub-
sidiary company engages with marketing
consulting firms to develop and improve
its marketing strategies, including its use
of social media and other channels.

Tracking, analyzing, interpreting, and
sharing information organizations - The
subsidiary company partners with organ-
izations that focus on tracking, analyzing,
interpreting, and sharing information
about global development funding, in-
cluding data on donor organizations, pro-
jects, and trends. These partnerships are

critical for providing accurate and up-to-

date information to customers.

Key development organizations - The
subsidiary company also partners with
key development organizations, such as
the United Nations and other multilateral
organizations, to obtain data and insights
on global development trends and issues.
These partnerships are essential for
providing customers with comprehensive

and reliable information.
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7 APPENDICES

7.1 Appendix A: Interview
questionnaire:

Introduction:

Currently, in 2022, there is a rapidly
changing business environment as com-
panies are still recovering from the pan-
demic and the ongoing economic reces-
sion. This has led to a substantial increase
in the number of new markets that are
opening up due to the rapid boom in the
sector of digitization.

This can be noted by the increase in the
number of companies having their own

data and software teams. In the age of

automation, companies are looking to cre-
ate more human centric jobs and reduce
the number of jobs that can be automa-
tized through digital solutions.

Having their own data and software
teams allows companies to create automa-
tions in the fields of content management,
project management, communication,
cloud services etc. Companies are adopt-
ing the strategy of corporate spin off by
identifying these strategic projects, which
is different that their core business and
creating an alternative for its operation
through the creation of a new business.
Objectives:

The research looks into one of the larg-
est corporate spin-offs in the recent his-
tory between Ebay and Paypal to under-
stand their complex change strategy. Fur-
ther on, the paper would analyze a Ger-
many based developmental consultancy
(which will be referred to as the parent
company) that has developed a digital
product separate from the companies own
business model. This digital product has
been running successfully for a decade
now, but requires a new revenue stream

to be able to scale up into an “independent

company” (which will now be referred to
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as a subsidiary business).

The research will first employ the pro-
cess of business model innovation and de-
sign a new business model for the newly
formed subsidiary business. Then would
a suggest corporate spin off strategy to be
able to manage this complex change.
Methods:

The aim of the business model is to an-
alyse how the economic activity has been
structured to create and deliver on the
business value proposition. In this pro-
cess, the strategic tool of business model
canvas helps to create an overview of all
the different elements that together create
and deliver value.

The research would build the current
business model canvas of the digital prod-
uct. Further on, the research develops a
business model canvas for an ideal sce-
nario where this product has transitioned
into an independent subsidiary company.

To create the business model canvas,
the research will account for several inter-
views with managers and directors in the
Germany based consultancy. In addition
to this the research will also take into ac-
count document analysis.

Target Audience:

The primary audience for the research
would be the Germany based consultancy
to whom the research will offer a list of
recommendations that can help its digital
product to spin off into an independent
company.

Introduction of the team:

Arnav Bhatnagar - Author
A sustainable architect and a budding in-
novation strategist with 5 years of inter-
disciplinary experience.

Professor. Johannes Kiessler - First
thesis advisor
Professor and Head of Program M.A. In-
novation Design Management at Univer-
sity of Europe for Applied Sciences. A de-
signer and strategic marketer with over 20
years’ experience.

Professor. Martina Skender - Second
thesis advisor, Professor M.A. Innovation
Design Management at University of Eu-
rope for Applied Sciences. A business
model innovation expert with 5 years’
leading strategic design.

Germany based developmental con-
sultancy
A strategic and organizational consulting
group dedicated to driving progress in

global development sector.
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Digital product of the Germany based
consultancy
The digital product supports progress in
global development by providing advo-
cates with easy access to comprehensive
quantitative data and qualitative strategic
information to advance their work.
Purpose of the interview:

It is to be able to analyse the current
business model for the digital product.
Further on, the interview would probe
into the question of what an ideal business
model canvas could look like for the prod-
uct to spin off into an independent busi-
ness. The questions that follow would be
divided into three segments looking into
nine core elements of the business model
canvas:

Segment I: Desirability

Customer Segments: Who are the cus-
tomers? What do they think? See? Feel?
Do?

Value Propositions: What's compelling
about the proposition? Why do customers
buy, use?
Channels: How are these propositions
promoted, sold and delivered? Why? Is it
working?

Customer Relationships: How do you

interact with the customer through their
‘journey’?
Segment II: Viability

Revenue Streams: How does the busi-
ness earn revenue from the value proposi-
tions?
Cost Structure: What is the business” ma-
jor cost drivers? How are they linked to
revenue?
Segment III: Feasibility

Key Activities: What uniquely strategic
things does the business do to deliver its
proposition?
Key Resources: What unique strategic as-
sets must the business have to compete?
Key Partnerships: What can the company
not do so it can focus on its Key Activities?
Before we begin the interview process,
please feel free to see the process of thesis
development. This would further clarify
any other doubts that you may have re-
garding the project. I would be happy to
answer any questions you have for me.
I have shared interview questions in ad-
vance and would love to get your inputs
in a short 20/30 min call. I look forward to
speaking with you soon!
Acknowledgement of confidentiality of

client information:
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I agree to treat as confidential all infor-
mation that I learn about the business dur-
ing the performance of my duties as the
main author and employee of the devel-
opmental consultancy, and I understand
that it would be a violation of policy to
disclose such information to anyone with-
out checking first with the organisation.
Signature of Employee
Date 18/11/2022
Name Arnav Bhatnagar
About the interviewee:

Name:

Position:

Area of Expertise:

No of years in the developmental consul-
tancy:

Date of interview:

Comments/Remarks:

Segment I: Feasibility

Who are your key partners? How do
they help you get competitive advantage?
What key resources do you need to make
your idea work? (Financial, human, intel-
lectual, and physical resources)

What significant activities do our value
propositions require?
Segment II: Desirability

What value do we deliver to our

customers? Which customer needs are we
satisfying? Which customer problems are
we helping to solve?
How often do you customer need to inter-
act? what methods are employed to inter-
act with the customer? (Automated ser-
vices, Co-creation, Communities, Dedi-
cated personal assistance, Personal assis-
tance, Self-service)
Who are your customers? Describe your
target audience in a couple of words?
How do you reach your customers? How
do we raise awareness about our com-
pany’s products and services? How do we
help customers evaluate our organiza-
tions value propositions? How do we de-
liver a value proposition to our primary
customer segments? How do we provide
post-purchase customer support?
Segment II: Viability

Which costs are most critical our busi-
ness structure? What primary resources
are the most expensive? What primary ac-
tivities are the most expensive?
For what value are our customers willing
to pay? For what value do they currently
pay? How much does each revenue
stream contribute to overall revenues?

Thank you! for you time and support
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Hope to bring an efficient and imple-
mentable business model for the Digital
product in the near future! Have a great

week ahead!

7.2 Appendix B: Interview Transcripts

7.2.1 Appendix B.1: Interview with man-
ager of partnership hub

Subsidiary organisation (P=Manager of
the partnership hub; I=interviewer)

(//=overlap)

I: Good morning,.

P: Good morning, how are you doing?

I: I'm doing good, how are you?

P: Good trying to stay warm.

I: Yeah, it's kind of sunny today though. I
mean at least it's clear sky so slightly bet-
ter.

P: Yeah, true mood is good, even though
it's. Yeah, I think we're officially in like
cosy season, right?

I: Sure.

P: Yeah, and did you have a nice week-
end?

I: Yeah, I did. Still, I think thesis is the
main thing that's on so as good as we can

be with the thesis on, yeah?

P: Yeah, yeah went when your upcoming
deadlines for it.

I: T do have time though I'm kind of on
the finishing end of the thesis, but I have
to start writing it so the end of the thesis
would be somewhere around the 16th of
January. So about a month to go so.

P: Okay, nice getting there.

I: It's actually by now when did you have
the time to quickly read through the?

P: Yes, I did quickly read through it.

I: Alright, um, and do you have any
doubts for me before I begin?

P: I don't think so. I'll be happy to be, of
course led through it, but otherwise it
makes a lot of sense to me.

I: Okay, um, let's firstly I wanted to men-
tion that I've switched on the transcripts
because I need to have that for my thesis.
I: The first question that I had relates to
feasibility. So what I'm looking at is pri-
marily keeping the subsidiary organisa-
tion in mind, and so in terms of the sub-
sidiary organisation, who are your key
partners in the sense in every aspect, like
in terms of content, digital, and in terms
of this? I'm not looking for companies but
just a broad perspective into the get your

product going. What would be some

51



partners that you would need and just an
overall idea of how they would? Help
you get the advantage in terms of other
competitors doing the same.

P: So first in my mind would be the Large
funder organization. And see them as a
key partner of one because of the actual
funding that they provide, which at least
in the current format of how the donor
checker works like that funding is essen-
tial to allow the product to continue since
it's not self-sustaining in any way in
terms of its revenue. I think also the
Large funder organization is a key part-
ner. Also because of its brand recognition
of it. So I think there's definitely quite a
lot of people who will see that name on it
and will potentially be brought to the do-
nor checker. Because of that, I think. Um,
the large funder organization is also
opened up to quite a lot of content part-
ners who actually feel what goes on the
website, right? So, part other partners
like one for example, who have worked
on the Ukraine tracker. I think if it wasn't
for the large funder organization being a
partner with us then we may not have
been as closely in contact with partners

like we before.

P: So maybe it's helpful if I start cluster-
ing them in terms of what types of part-
ners there are. So there are the funder
funding partners, which is mostly large
funder organization right now. There's
also the small funder organisation who
are funded some of it, but that's very
small.

P: Then there's what I would call the con-
tent partners, which would be one it
would be. Maybe publish what you fund.
There might be a few other partners to
name there.

P: Who makes the content? I think more
rich and enable more people to come to
it. There's data partners, so. G Finder pol-
icy cures research a couple other provid-
ers who I mean also the OECD who give
the core data that we need to produce
this on the website and then yeah from
the digital side. There is the developers,
the folks who both have set up the infra-
structure of the website and help main-
tain it.

I: Ithink this kind of answer the second
question as well, until a certain extent,
what key resources do you need to make
your idea work? So I think financial, hu-

man, intellectual and physical resources.
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Would you add anything?

P: Yeah, I mean financial recover that
there does need to be a funder, at least for
now. It's a little interesting to say in the
human resources. Say that there is some
certain human resources or infrastructure
that parent organisation as the.

P: Does the subsidiary organisation sub-
sidise parent organisation or to parent or-
ganisation subsidise the subsidiary or-
ganisation right? Which I think poten-
tially while the budget was still quite
high, I think there was some piece of par-
ent organisations work that was a little.
P: Facilitated by the budget of the subsid-
iary organisation, but as the amount of
funding from Large funder organisation
goes down then there may be a future
which already happens where.

P: Parent organisations somewhat donat-
ing stuff time right like especially. Espe-
cially maybe human resources or like fi-
nance and time to help manage the pro-
ject that I think is helping the new initia-
tive set itself up essentially.

I: Yeah, I think even in terms of signifi-
cant activities to your value propositions
require, I think this is also to certain ex-

tent has been answered by a question

because yeah, I think that's answering all
of our questions.

P: Because, um, I think especially at the
beginning of the subsidiary organisation,
there was quite a lot of work to acquire
the audience and to make different actors
aware of what the subsidiary organisa-
tion provides. I don't think we, I mean,
obviously you've been a little more in-
volved in kind of tracking, user growth
and things like that. We do more kind of
digital engagement today than I think we
might have done at the beginning where
at the beginning there was much more of
like. Going to conferences or making
presentations to organizations, whereas
we don't really do that now and it's much
more about I don't know Google ads or
SEO or something along that line, but.
Yeah, just generally user acquisition.

I: The first question is that what value do
you think we add to our customers?
Which customers’ needs are we satisfy-
ing, and which problems are we satis-
tied? Are we helping to solve? So I'll just
quickly explain what the difference be-
tween it. So value is something that the
absolutely need and that we're helping
them get needs is something that they
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may get from other places as well. But we
are satisfying that as well. And problems
are something that.

I: The differentiating factor between
needs and this. So suppose you are
providing a particular service, but you're
different in a way than the other people
in this aspect of it so.

P: Information intelligence data. How-
ever, you want to put it on key partners
and. And funders stakeholders, whatever
you want to frame it as that they need to
understand in order to effectively run
their organizations or business. However
you want to frame it like. We are helping
them essentially understand their stake-
holders in the sector better. So I think
that's I think that's the value that we pro-
vide which customer needs. Are we satis-
tying is. um, maybe trying to differentiate
then so the value is they need to under-
stand their stakeholders better the needs
we are feeling is that they need for like a
very data driven and precise understand-
ing of what those stakeholders are doing
and the problems that we are trying to
help them solve is that the various data
sources that exist are very hard for them

to understand and to interpret and to

very quickly. Access so we bring together
multiple data sources in a way that's easy
for them too.

I: Ohh thank you basically trying to get
admission from everywhere clarified and
keep building easy words that people can
understand it better so they would come
to you for precise and concise infor-
mation, yeah.

P: Yeah, which you could imagine that
they could develop on their own they if
they had enough time and they paid
somebody to do it. Somebody could go
do that research, but they may not be
specialized enough and it may be ineffi-
cient for one organization to do it when
multiple others would want to do it as
well.

I: Um, Okay, um the second question
would be, how often do we interact? Do
your customers need to interact with our
digital platform, and what methods are
employed to interact with the customer?
So both ways?

I: And it can be in terms. I mean, the sec-
ond question would be in terms of auto-
mated services Co creation communities,
so on and so forth so.

P: How often do they need to interact
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with us? Of course it depends. I think a
lot upon the individual customer and
what their needs are. I have heard of
some customers who I don't know as
many times as several times a week have
used the platform. Some people you
know? Maybe it's once a quarter once a
year. It's a little unclear. I would imagine
the average is probably something like. A
couple times a month, right?

P: Producing some internal analysis that
they need some sort of fact base for right,
like their bosses come to them and said
I'm going on a trip to Japan and I'm going
to talk to the foreign minister there. I
need to know what they're giving today
so that I can ask them for more.

I: And so this would be the other way
round. So how are you as subsidiary or-
ganisation interacting with the?

P: Yeah, how we interacting with them. I
would say in a very limited basis. In my
perspective we are producing infor-
mation that they. Um can access at any
time, somewhat anonymously, and
there's no need to like directly engage
with us in order to receive some service
they do. They do log in so I don't know if

that's worth mentioning. But yeah, it's

not like. It's not. There's like there's a di-
rect engagement one to one with each
user. We are engaging through, like other
forms of communications, so the weekly
digest through social media. Occasionally
through like a presentation or a direct en-
gagement with a specific user, but other-
wise I would say yeah, it's mostly sort of
self service and I think we don't engage
very directly with them.

I: Um, who are your customers though?
And could you describe a target audience
in a couple of words?

P: Professionals within Advocacy, NGOs
or community are like civil society organ-
izations. It would be. Professionals
mostly working on resource mobilization
and advocacy within multilateral organi-
zations or other international organiza-
tions. It would be Government officials, it
would be the media and. Maybe practi-
tioner organizations? Um, who are doing
some of the work in the field? Sometimes
I think those are the main ones, I would
say. I think the actual audience is quite
similar to that. The only addition would
be that there's also quite a lot of aca-
demia, students, researchers. I think in

there which are not bad to have in our
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audience, but I think they're not the im-
mediate target audience.

I: How do you reach your customers?
How do we raise awareness about the
company's products and services? How
do we help evaluate the organization's
value proposition? Or how do we deliver
a value proposition to a primary cus-
tomer segment? How do you provide
post customer service? I know it's a very
long question, but I just wanted to bring
in different aspects of this.

P: And we reach our customers. I ex-
plained this a little bit earlier that I think
like earlier efforts were much more. Per-
sonal interaction, not quite one on one,
but a little more personalized. And it was
also using existing kind of partner net-
works branching out from people we al-
ready knew. I think now it is a little more
automated. It mostly relies on digital en-
gagement and ads and communication.
There's very little kind of even. I don't
think there's any one on one engagement
today. I think it's worth saying that, um,
it is meant to be a relatively narrow tar-
get audience, so I think reaching custom-
ers is .Has always meant to be somewhat

targeted in that sense and not really sort

of. Anyone who might be interested, it's
using a lot of like publications that are in
the development sector. Conferences that
are in the development sector, so it's
somewhat specialised in that way.

I: How do we help customers evaluate
our organizations value propositions?

P: Hmm, good question. So if our value
proposition is to help them better under-
stand their stakeholders then. Sometimes
attempt to communicate. Like when we
do more personalised communication,
when we've done presentations or when
we've been in that more one on one
sense, then I think we do a lot more to
help them try and understand what ex-
actly are the tools we're providing. Why
is it helpful? In a more like are more digi-
tal engagement, decentralised engage-
ment. Today, I don't actually think we do
so much to help them with this. It's more
like can we find a keyword or like a key
piece of data that they are looking for and
hook them that way and then maybe they
will dive into the resources. I think po-
tentially the new website is meant to be
much more engaging in this way of say-
ing like these are the types of information

you can find and help. People get to
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those quickly, but yeah, I think so far it's
not a huge focus.

P: In terms of how do we deliver the
value proposition, I think it's, I think it
today. It's really sort of like self-service.
We post the materials, we track how peo-
ple are accessing it, but beyond that I
don't think we do so much to be like ohh,
you looked at this web page. Did it an-
swer your questions and should we im-
prove it some way? Maybe the one way
we do is through webinars or other types
of events where we expand upon the re-
search that we have done and then peo-
ple are allowed to ask questions and we
maybe tailor.

I: Uh, which costs are most critical to
your business structure? Ohh, what pri-
mary resources most expensive and what
primary activities are most expensive so.
Um resources meaning from external that
you're getting or your own resources and
activities would be stuff that you have to
do to get it to deliver the value proposi-
tion. P: Cost that are most critical. I mean
the largest bulk of the costs are just staff
time that creating the content that goes
on the website is 70 to 80% of the cost.

Otherwise then building the actual

digital infrastructure is also quite a big
cost. I don't know the exact cost, but.
Website development. Maintenance of
the back end of the website. Hmm, yeah,
just the optimization of all of those pieces
I think are quite critical. Um, anything
else? Um, no. I think those are the main
things I would mention is maintaining
the infrastructure and just developing the
content that goes on there. There are
some other pieces around, like partner-
ships with funders or. Like user engage-
ment, which I think used to be larger cost
but we don't do as much on now.

I: Partnerships as well you would say, is
not as big a cost now.

P: No, I mean it is a cost, but I would not
call it the most critical.

I: What values are our customers willing
to pay for? What do they currently pay
and how much does revenue each reve-
nue stream cost to the overall revenue?
So I understand that we are primarily
looking at funders, but. If there was a
case for customers had to pay, do you see
that as a future that they would be able to
pay, and if so, what is the limit that you
think they'd be able to pay for?

P: I think customers would want
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somewhat to have a feeling that they're
accessing some content that is exclusive.
Or maybe it is tailored to them or that. I
think they would have more of an expec-
tation if they paid that the content they
got was somehow like curated rather
than free access. I can choose to go to any
website I want and whatever so. They
currently do not pay for it. Someone else
pays for them to get access to whatever
resources they want. I think they, if we
were to put some kind of pay wall then
we would want something like special
newsletters which are tailored to a topic
that people are interested on. Or you
know, one bespoke analysis per year or
something of a limited scope, but we can,
you know, run one donor profile for you
on your specific priority or something
like that .Um, I think it would if we
wanted people to pay, it would need to
move a little beyond. Here's just a an
online resource and you can access it
through the pay. Well, it would be would
need to feel a little that they're getting
something more.

I: Would that be a scenario that would
help as well in terms of revenue rather

than going for B to see if you target B2 B

and give tailored analysis to them for that
in that sense?

P: Yeah, and that has been where we've
had the most success to date, right? This
is where it's it gets a little bit complicated
of what is parent organisation and what
is subsidiary organisation, right? But if
you view it as the same body of analysis
like we have brought revenue from cli-
ents who. We worked with on a business
to business level. Who paid parent organ-
isation to run analysis? We And that's
one of the few examples we have of. A
client organization paying directly to the
subsidiary organisation to make that hap-
pen.

P: Yeah, I guess that's mostly it, but I
would say that probably the B2 B is the
much better model overall. Also, if we
imagine even doing like a subscription
service or something, I think it would be
very unlikely that we get like individual
employees at an organization wanting to
sign up. At the very least, it would be
some sort of institutional subscription.

I: Um, so I answer time's up. I just last
question in terms of in terms of OK, I'm
probing in this particular direction. I was

looking at. So what are some problems
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that you may see that may come up if we
automate this process of analysis and we
build up a system that automates it to a
certain extent, and then we, create sub-
scriptions for companies for a B2 B model
of course. Ohh, any further information
can be done with people resources. But if
you automate the initial bit of the tailored
analysis and then set it to a B2 B, what
are some problems that you see that may
arise in such a model?

P: Hmm, I think that model overall
sounds kind of like the most ideal 11
think just my. I don't know if it's really
proven, but at least my sense is that in
practice that wouldn't be what people
want to pay for. We've had customers ap-
proach us and say that they would want
to potentially pay for policy updates that
are kind of bespoke to them. So for exam-
ple they are working in the wash sector
and they want to have a weekly email
sent to them which are all of the im-
portant policy updates in wash and the
various or donors, right? That you can al-
ready do through the website, right? Like
all you need to do is just go into the pol-
icy updates and filter for wash. Maybe

we're not like focusing as deeply on it, so

you might get a few more news pieces
that show up but. Like the customers able
to already get that through the system, it
seems that they just kind of want to be
like hand held a little bit more and they
want to feel like ohh somebody put to-
gether this email and sent it to me. So it's
like it's hand checked. I know that it's
working right so. I think there are pieces
of the analysis which could be which
could be automated and standardised,
and I think that would help with our abil-
ity to deliver it more efficiently. If we
want to get new customers to pay for the
system. I think they want to feel some-
how that they're getting something out of
it, which is like hand delivered, right so?
I think the only way it would work
would be if we free up our own time and
space by automating some pieces of it,
but then there's still some element that
they get on top that is like a hand deliv-
ered that maybe by freeing up that time
we have more ability to deliver.

I: People would want if they get in infor-
mation as it is, but they would want to
feel that it's especially for them like it's
for. For what I'm interested in. When I'm

interested in especially been created for
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me would okay. I mean I don't want to. I
will work on this a little bit more and I
will get back, but is that something?

P: I think so and maybe just to go back to
when we were talking about the cus-
tomer needs and the customer problems
and the value proposition I think.

P: All of this exists somewhere else,
right? Like the data exists somewhere. If
they wanted, they could go capture it so
it still wouldn't be a value if we had some
sort of algorithmic way that we captured
it all, and we brought it to one place,
right? But I think they the customers are
looking for some kind of expert opinion
or expert input that makes them feel that
they have, like they've figured out all of
the most important things to know.

P: It's a little bit like, um, if we were a
completely different business, right? If
we were a search engine for psychologi-
cal issues, or something, right? Could
you come to the website? And could you
say, like I have depression or I'm facing
this psychological issue? We could run an
algorithm that immediately brings you
back all of the most relevant articles, and
the most interesting psychology books
that you could read and people would

find that useful. But I'm sure still people
would probably want to say, OK, that's
nice. I read it, but can I talk to a psycholo-
gist right or can some psychologist send
an email back and tell me why? Why I'm
feeling these things right? So I think peo-
ple still want a little bit of personal atten-
tion and expert on their own case, right?
I: Good, thanks a lot Ben. This is really
great. Thanks a lot. I think I have all the
things that I need and I'll keep you up-
dated as things progress as well and I
think a link our shared as well of the mir-
ror board. So if ever you want to look at
how things are panning out you can al-
ways see the process there and I'll share
everything with you. But thanks a lot for
your time and for your inputs as well. I
think this would help me fine tune at the
process.

P: Happy to help and good luck on it.
know thesis were heading is not always
the easiest, but sounds like you've got a
good structure to it.

I: Ohh yeah, it's a project that I'm enjoy-
ing as of now so I think it will be fun to
bring something

P: All right, see you later bye.

I: Bye.
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7.2.2. Appendix B.2: Interview with

manager of content hub

Subsidiary organisation
(C=Manager of the content hub; I=inter-

viewer) (/=overlap)

I: So, you said philanthropy organization
with development and investment com-
panies that I wanted to work in the
would be possible funders, even aca-
demia, even journalism journalists would
be in willing to fund the tracker, right?

C: I think if we're talking about an invest-
ment or um, funding opportunities, aca-
demia and journalists, I think would let
be less likely to do so. Um, but I could see
where they could be advocates for. En-
couraging other partners to invest in the
subsidiary organisation, which is why I
think we have reached out to not only
partners at other organizations when we
wanted to share pieces that we produced,
or when we've updated the profiles, but
also. News organizations to make sure
that our name is getting out there. So
there's maybe they're not providing the
funding I, I think it's quite rare that they
would, and that might be a conflict of

interest too. But I think they are key part-
ners in terms of. Getting our names out
there.

I:yes it does. Just normal side questions.
Also very similar but I think it will just
write, broaden it up a little bit. What key
resources do you need your idea to
work? So you already mentioned re-
sources and what they bring to the table
but.

I:It in terms of finance. I mean, this is still
looking at partners so financial partners,
human resource partners, intellectual
partners in physical resource partners.
C:Hey um financial certainly we need to
um do kind of extensive partnership
building and business development
around the subsidiary organisation. Be-
cause of this shift away from the kind of.
Core contractual model into well I'm, I'm
forget I always forget the transition. In
my mind it's on grant basis to contractual
basis. So with that there's a lot of uncer-
tainty around. Is essentially needed for.
Um, like the financial health and wellbe-
ing of the subsidiary organisation. Um
and I think we've been looking at Crea-
tive solutions as to how we can best lev-

erage the financial means. We do have to

61



create the best product possible within
new financial constraints, so the financial
question, I think is quite interesting be-
cause it's it. I think we can still operate
quite well on a more limited budget, but
of course with more financial means
we're able to expand out the amount of
content we're putting up there, how reg-
ularly we're updating content.

C:Um and what sort of kind of creative
output or solutions we can in terms of
digital comes to play, so I think with. The
financial question. It's really what are we
working with? Um, I think. Any sort of
investment from an organization that as
long as they're In Sync with the kind of
ideas of the subsidiary organisation
would be helpful. I assume most of that
would come from private sector funding
or potentially public. Funding, um, but I
could see that being again, maybe a con-
flict of interest if we're reporting on par-
ticular countries or markets. Um, so from
yeah, from the financial perspective,
hopefully that answers that question.
Um, in terms of human resources, I think
it's really interesting to look at the sub-
sidiary organisation team and see how

paired down it is. I really, really think

there's a number of different additional
people that we could bring on board. I
think we could always use more editing
and data support.

C: Um, the thing I keep pushing on is for
a graphic designer so that we can better
promote the subsidiary organisation and
its resources. Because I I'm certainly lim-
ited in my graphic design expertise and 1
think across the board we have limited
graphic design expertise. And if we want
to expand out the reach of the subsidiary
organisation and look at the kind of new
iteration of the subsidiary organisation, I
think a lot of public promotion of it be-
cause of now needing to parent organisa-
tion other partners is really important.
C:Having captivating ways of engaging
um potential partners through social me-
dia is going to be really important, and
even just through design on the website
and how we package our materials, I
think it will make the demo trackers team
more like a kind of cohesive product
where sometimes I feel like it seems a bit
scattered. Um and then for intellectual
and physical resources, I think I kind of
touched on that with the financial and

human. I think the primary thing is

62



maintaining. Um based data that's rele-
vant and the biggest struggle I think
we've had is that the OECD data just
comes out later and later each year and.
Because of that, we just have more of a
period of which information is up on the
subsidiary organisation website and out
of date, and it's been flagged for me that
there's a number of other data sets that
are out there that can provide ODA data
that's going to be more up to date and
maybe more beneficial over time, but I
think that's just something that we strug-
gled with because and this goes back to
the human resources aspect is we just his-
torically have kind of a system of under-
standing. And breaking down data for
the subsidiary organisation, that's de-
pendent on the OECD PRS data. So, um,
just needing to be more creative and flex-
ible in terms of the directions we might
take information is important as well.

I: Now, in terms of so in terms of subsidi-
ary organisation what are some activities
or jobs that you need to do to be able to
create value? The value proposition that
we are delivering.

I: Like what are some jobs that we need

to do at everyday level for us to be able

to do to create the value that we are gen-
erating with the subsidiary organisation?
C: Yeah, I mean, I think the primary
struggle again is kind of related back to
what I was saying and the answer to
your previous question is that we need
more regular updating and oversight of
content on the donor checker. Um, 1
mean, we have these 2 major update peri-
ods and we've been reliant on the
amount of time that we allocate to the
country owners in tandem with the coun-
try consultants during these review peri-
ods. But I mean information changes reg-
ularly. And between, say, December and
when we have the updated profiles in
June or July, there's so much that can
happen within a market. I mean rising in-
flation rates. I think our major thing, and
I was thinking about how much has just
changed within the past 4 or 5 months
between when we've updated in the
spring. That's going to impact how the
numbers are actually perceived. Um, and
so I think there's a lot more that needs to
be happening in terms of data and edito-
rial checks throughout the year rather
than just during these 2 update periods,

but we're obviously unfortunately
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limited in terms of our capacity to do
that, and that also comes back to some of
the budgetary constraints, so you can see
there's kind of this. This unfortunate
trickle-down effect. Um, so I. I think
that's what stands out to me most in
terms of what activities on a day to day
basis. Beyond that I think. Um, a lot of
what I've been wanting to do is have
more strategic thinking, both with the Lt
and within the subsidiary organisation
about. Um kind of? What content we're
putting out there. How we tie it to the
partners that were working with or
would like to work with. Because I think
we've done this more or less on an ad hoc
basis, and that just requires time. I mean,
I think. We even with a small core team I
think we have enough background
amongst us to be sufficient in getting that
done. But it's just a matter of time.

I:The next one is primarily going to look
into desirability. So we're looking at it
from the subsidiary organisations per-
spective and we're going to look into. So
what is some? What is? What are custom-
ers gaining from talking to us as a com-
pany? So what are what is the value that

we are giving to the customers and? So

there's a difference. What value, what
need and what problems? So what needs
are we satisfying, and what problems are
we trying to solve? So the difference be-
tween the 3 terms is that value is some-
thing that you are giving that is different
from everybody else, so it's different than
what your other competitors are giving
needs. It may not be different, it may be
similar to somebody else, but it is some-
thing that they're looking for and that's
why they're coming to your platform or
similar. Platforms and problems are
again similar to value, but value prob-
lems is something more concrete and val-
ues is primarily.

C:It's hard to separate the value and
problem segments in this regard. Just be-
cause fundamentally what people are go-
ing to dinner tracker for is insight on how
donor countries spend money as a means
of leveraging that information for advo-
cacy or educational or journalistic pur-
poses. That's primarily how we've seen
subsidiary organisation information data
being used. Um, but I guess the value as-
pect of that is that we've been around for
a decade where a trusted source we've

been routinely cited. Um routinely
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leveraged to push forward. kind of differ-
ent advocacy agendas. So I think with
that also, the fact that we are providing
these regular updates and ways of digest-
ing very difficult OECD data sets into not
only clear information but more of a nar-
rative which makes it easier to access and
read and understand. Um, with addi-
tional insight, is really what the value is
there. And also, I guess the problems that
are being solved. The value is really in
being a trusted source and providing. In-
sights beyond just the core data itself.
Um, and then the problem really is that
that doesn't exist on other platforms. I
mean, some people do great breakdowns
of data like aid Atlas, but they don't have
any other sort of quantitative qualitative
information on there that helps move the
data in.Contemporary context, and that
goes beyond just the profiles. It also goes
into how we're perceiving. Um, the con-
tent pieces and insights and commen-
taries that we're working on. Um, and
then, in terms of customer needs, I think
there's a huge gap there just based on
what the problems are, is that these cus-
tomers need very direct information,

that's also. Platforms, it's just it's there,

and often I wonder why they make it so
difficult to access. And I think maybe
there's since the countries are providing
the OC data OECD data directly, there's
almost this level of like we don't want to
have full transparency sometimes. Um,
and so I think we're helping to remove
that kind of smokescreen that might be
there. That's just. I can understand why
governments will want to be a little bit
more resident reticent about holding on
to their information, but.

I: Yeah, I think that, uh, that answers eve-
rything. So in terms of interacting with
the customer, how does a customer firstly
interact with you with the subsidiary or-
ganisation? And how does the subsidiary
organisation then interact with the cus-
tomer?

C:Ohh, and I would honestly like to get
more clarity on because I think it's clear.
Well not even that clear, but I think it's
more clear from the client side and from
the country consultant network side be-
cause we know that they're pulling from
the profiles. Um, as well as sharing some
of the commentaries and insight pieces
within their networks to present data and

up to date qualitative information around
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the data. Um, providing insight to their
partners, um, whether those are within
government or private sector or other
philanthropies, beyond large funder or-
ganisation. Um, so those are primarily
just pulled directly from the subsidiary
organisation website. Sometimes there's
direct interaction with members of the
parent organisation team more broadly,
but I think that's tied more so to some of
the other project work that we do that
might be aligned with subsidiary organi-
sation. We're interacting with the cus-
tomer beyond just through the website
and beyond through social media. Um,
and that even bleeds over to parent or-
ganisation outside of subsidiary organi-
sation, so even separating out how we
engage via those 2 vehicles is not clear to
me sometimes. Um and I think This is
why building out a social media strategy
and having a more conscientious ap-
proach to all of this is really important to
me. We just haven't had the. Um con-
straints there used to be subsidiary or-
ganisation team members going out to
the country markets. Um, so there used
to be the chance to have more face-to-face

interaction. And it, the country

consultant network was really great
cause we got to meet the country consult-
ants and get a better sense of like how
they're leveraging this information. But
too often I feel like I'm working through
like it's like a game of telephone. I'm
working through one or 2 other people
before I'm getting to our quote unquote
customer.

I: So you're saying that earlier there used
to be direct interaction through maybe
events or meeting people face to face
and?

C: Yeah, I think there was more. I don't
know exactly what that entailed, but I
think there was more.

I:Um, if you just broadly had to describe
who your customers are in a couple of
words.

C:Yeah, I mean I, I think our customers
are intricately linked with our partners,
so I might be repeating myself a bit, but I
think it's the same individuals that I men-
tioned in the partner under the partner
question, which is certainly our client is a
primary customer. Um, the country con-
sultant network is a customer. Um jour-
nalism academia again customers. But I

think if you're looking at like broadly
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how all of those come together. And
what has been prioritised in terms of why
we put the information out there? It's for
advocates, so the ultimate goal of subsid-
iary organisation information being made
public. Um, because I think initially it
was just the private profiles that were
part of the contract and were like hey, we
have this information. Why don't we just
put it out there with some tweaking so
it's successful to everyone? The main rea-
son that was done is because the subsidi-
ary organisation can affect change by
making this information more accessible
and more clear in terms of like digesting
the information. So I think the primary
overarching audience. Or customer
within each of these kind of partner cate-
gories is those who are going to advocate
for. Development, spending and how to
prioritise it. Shocks from the pandemic or
the war in Ukraine that ODA is always at
risk and if. How ODA is being spent is
not clear to. Um, a majority of the popu-
lation. There's not going to be. Like that
much care for how it does get allocated?
Because it can just kind of. Go under the
rug, and so I think that's the fundamental

goal that the information is working

towards and therefore like we want to
have those customers in place.

I:Um, I think you already mentioned this.
How do we reach our customers?

[:Ohh, and I think you even took an how
do we raise awareness of the production
company? OK, I'm I'm going to head to
the next one which are in terms of cost
now. So in terms of the viability, what do
you think are the most critical cost for a
business? Where is the most amount of
money being spent in terms of resources
that you require to generate this, and in
terms of jobs that you do as well to gen-
erate the final output.

C:Yeah, I mean. I think it's kind of like
how you look at us as consultants any-
ways, like the. funding being outsourced
from kind of the central node is often it's
going to be a bit more expensive, right?
But that is allowing the

primary basis of the work to be done. So I
see that as really is essential both in terms
of like cost and resources and where I
think most of the funding goes to, though
I don't have direct access to all of the
funding allocations. Like content pieces,
those don't require that much money to

execute. But I think we just want to be
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conscientious about. Like how many
were executing and whether there's a cost
benefit to producing anyone content
piece, and I think that's going to be more
of a priority going forward and then with
the profiles? We're kind of streaming
down the process as well so that we're
spending less money, but still having the
same amount of information, and I think
we do often spend more money than nec-
essary. Doing the editorial and data up-
dating process for the profiles um. Those
are critical, but we just have to think
about what information that has histori-
cally been in. There is still necessary ver-
sus what is considered. Are relevant or
duplicative, so hopefully that answers
the question.

I: Yes it does. So I just do repeat the end.
The last point that you mentioned is that
even editing data, editing data and the
correlative analysis. Sometimes it you
don't need to put in so much time into
that, because then mission hasn't
changed so much or the so this last point.
Could you just tell me again the editing
data part?

C:Yeah, yeah, I think as we move into

like the next iteration of the subsidiary

organisation, we're really thinking about
streamlining the profiles, because histori-
cally we spent too much time on the data
and editorial checks.

C:Those don't need to have as much in
depth information because I think a lot of
the information has been kind of duplica-
tive, so we need to be conscientious
about what specific information is most
relevant and needed for our audience.
Um, and so I think that's why we just
need to be smarter about the process.
[:Um, sorry C. Last question. Now for
what value? OK, I think I would change
this question since this question is pri-
marily who customers are going to pay
for, but if there was a model wherein so
like you mentioned here, that primarily
customers are also advocates who are
working for a particular company and or
who are advocates for development,
spending, right? But they are a part of a
larger organization and they're doing this
research for another organization in
terms of the particular project they're
working for. If rather than having di-
rectly given this information to individu-
als, if there was a way that we targeted

froma B to C to a B to B model and going
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to companies directly and asking them
what they would be willing to pay for,
say specialised or tailored analysis for
them, or going in that kind of an ap-
proach rather than be to see approach.
I:What do what do you think there might
be? Some what do you see? Some issues
that you may see in this kind of direction
if we head towards B2 B model in that
side.

C:Yeah, I think in that regard we would
have less agency over how we tell the
story of the data. Great about the subsidi-
ary organisation work so far is that, um?
Dates and with the country consultant
network about what we want these pro-
tiles to look like and what supplementary
information we can provide via the in-
sight and commentary pieces. So I think
if we went to this B2 B model we would
be much more beholden to a range of dif-
ferent organizations and it would be. It
would seem to be more of like a project
by project basis rather than having a
more complete subsidiary organisation,
because I think we would have to adhere
to what specific information they'd be
looking for.

C:Um and I think we've already

approached this in some regard like
we've sought to have. When you know
the education profiles that are being
done, the Gates education team is the one
who's providing the funding specifically
for that. We've tried to do something sim-
ilar for gender, but this almost exists out-
side of the wider world of subsidiary or-
ganisation that we have in place. Um, so 1
see kind of a conflict there of maintaining
the subsidiary organisation structure as it
looks now with the particular interests of
the organizations, so they would want.
Particular data from us, maybe with
some qualitative information, maybe not.
So there's a question. There of like what
does it look like in terms of my role as the
content person versus just making sure
that we have expert data analysis on
hand, which would maybe mean a shift
towards expanding out the data team rel-
ative to emphasising content. Um, we, I
mean, maybe the these different organi-
zations would ask for kind of a quick
brief or something on a particular sector
or country or country. Slash sector inter-
section. But yeah, I don't. The subsidiary
organisation kind of has a complete pic-

ture to it, but I can also see where if the
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money is diminishing, we may have to be
more beholden to organizations that are
willing to provide some sort of financing
for some smaller aspect of the wider hole
that Darren Tracker delivers so. Um, |
just I just can't anticipate what that
would look like. Maybe it would be dic-
tated by what our priority issues like cli-
mate or global health.

I:One of the things that you mentioned in
the start when you started off saying
what is how where we stand out. You
mentioned that not only are we are
trusted source, but we're also give in-
sights on that and people are not only
coming for because we have the data for
them, they're coming for our insights and
our commentary as well. So I think that's
one of our key standpoints, and I don't
think that is something we should we
should. Like you said, we'll have less
agency on the story of the data in terms
of the insights in the publications. I don't
think if that is something that we are
standing out for, then we should for sure
keep that like our selling as a selling
point for sure.

C:Yeah, and that's what I would hope for.

I could just see an organization asking

for.

A particular outcome from that, and
maybe that's dictated more by just
straight up providing data cause they
don't want to do the data breakdown,
and I can often see individuals. It's easier
to have. Like a clear value, add from
something like data, then from an analy-
sis. Sometimes this is my sceptical brain
working but I I think that's something
that I think that there's some truth too.
I:Thanks a lot, C, I think. This has really
given me a clear picture and.

C:Of course.

I: Yes, thank you so much for your in-
sights and your time. I I think and I'll
keep you in loop as and when things de-
velop. Also in the file itself there's a link
to the Metro Board as well so you can if
you ever want to see whether which site
the direction is going, please feel free to
look into that as well and thank you so
much for your time. C and I hope to
bring something nice to you soon and.
C:OK there is. Yeah, I'm thanks for the
good questions. And I mean this is stuff
that I'm like is helpful for me to say out
loud and think about because it's as we

move into new version of subsidiary
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organisation. It's these are all the chal-
lenges that are in play and I'm. I'm also
again kind of beholden to the team as
well and management. So I think that's
another aspect of this is like I am rela-
tively new on the team but. And I think
it's I. It's been interesting to see what are
the different directions that could go in
so excited to read the piece once it's done.
I:Thanks C, I look forward to sharing it
with you as well.

I:Alright, have a nice day C. See you,

that's you tomorrow yeah bye.

7.2.3 Appendix B.3: Interview with man-
ager of digital hub

Subsidiary organisation

(D=Manager of the digital hub; I=inter-
viewer) (/=overlap)

D:Hello.

I:Good morning, D.

D:So how are you.

I:I'm good, I'm good. I'm sorry I didn't
make it to the office. I just.

D:No worries.

I:first thing I wanted to mention that I
have switched on the transcript. I need

that for the yes.

OK, yes the first question and in during
the interview I want you to imagine that
you're the sole owner of subsidiary or-
ganisation and not only the digital hub.
And everything comes from a broad per-
spective. And of course, since you're un-
derstanding, the digital hub will be bet-
ter, so any inputs in detail there would be
great as well.

I:Ohh so first is that who do you think I
am key partners and how do they help
you get comparative advantage?

D:Uh, I mean, I guess large funder organ-
isation, since they're the ones who
funded the subsidiary organisation. And
I mean it came out of a. Yeah, it was born
of work we were doing with them. Here
are important because of the network
that they provide and also because of the
like I think the subsidiary organisation is
very much geared or built around the
large funder organisations, theory of
change.

Like around essentially like building.
Collective advocacy. Around their priori-
ties and funding. The whole ecosystem of
development organizations and I think
subsidiary organisation fits very clearly

into that by. Kind of being like the
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analytical engine that helps fuel that and
um.

Because of our connection to the Large
funder organisation, we also have access
to loads of different organizations that
need the information that we produce
and like. Are more easily able to build
partnerships with them.

I: in that in terms of so, I think the first
time question are very similar, so I'll just
like in terms of financial, human, intellec-
tual and physical resources. So financial
you mentioned. And do not in the
D:Ohh, I mean we need a team of people
who are knowledgeable about global de-
velopment and interested in global devel-
opment, and I think especially if we want
to continue to grow and develop, there's
like also a certain. Innovation point like
people who are wanting to. Are inter-
ested in pushing the boundaries of what
we do .I think there's also like a kind of
technical side. I guess the mayor veering
into intellectual here as well. Um, I don't
think actually, that the subsidiary organi-
sation needs a huge team. I think in some
ways it maybe would function better
with a smaller team, but if people who

really have the time and energy and like

headspace to put. And then physical re-
sources. I mean I think. Not that many,
mainly just the technology that we need
to. Make it work. So technology partners
would be our would they would be the
development agency and.

I:All right, uh? And in terms of delivering
value when we deliver value to our cus-
tomers, what are some activities that we
need to do to produce this thing? To cre-
ate value for them?

D: It's not that we are necessarily produc-
ing data, I mean in some cases we are,
but it's largely like pulling the most im-
portant pieces together. And making
them accessible and approachable in
some ways. So for instance like. Though
we see data OK, it's all there in the stats.
Database, but it's quite difficult to dig
through and so we pull out what's most
important, and I think similarly, that's
like what the policy updates do. Um, it's
that we're we've got this kind of like
scanning function across all of these mar-
kets, which has an individual. It's diffi-
cult to keep track of what's happening
across 14 different countries. Policy up-
dates

I:Insights on and in this process
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generally. What are some so you men-
tioned that creation of the content
through this is one and of course the digi-
tal aspect of having everything. I mean,
platform in ready would be one. Other
than that any other activities that you see
in this indoor tracker that needs to be.
D:I think there's also like a promotion as-
pect. I think that it's great if we're pro-
ducing a lot of cool information, but if
we're not like letting people know that it
exists, then we're not really doing our job
either.

I:And in terms of promotion, what are
some ways that you think?

D:I mean how we do it now is really so-
cial media. I think we could do a much
better job of email marketing. We used to
do a lot more in person events, so we'd
go and go to conferences. Or do we have-
n't really done that since covid, but I
think that actually was quite effective. I
mean, I guess more expensive, but. I
know some other people we interviewed
said that they had seen a presentation or
meet us at a conference or something and
that's why they knew about the subsidi-
ary organisation itself.

I:The second part of the interviews

primarily going to look into desirability.
So now we're going to step into the shoes
of the customer and see what the cus-
tomer. So we're going to look into the
customer. Firstly, the first question is in
terms of value, need and problem. So
value is something intangible that we are
offering to them and they coming to us
for that need is something that. Maybe
satisfied by other competitors as well, but
it's one of the main reasons why they're
coming to us. I'm problem is something
we are satisfying that the competitors
aren't.

I:Yeah, so in in terms of the customers,
what would you say? Is there value need
and problem that we are satisfying for
them? Yeah, so something that that they
come for. OK, let's start with the need ac-
tually and then from the need we'll be
able to.

D: So I mean, I think the need is for. The
need is for information to fuel other ac-
tivities. So whether that's like resource
mobilization or advocacy or I mean in the
case of some. People like I guess, re-
search, I think. Our role is very much like
baseline. So how like? Kind of fundamen-

tal information that you might need at
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the beginning of any of these processes.
So if you were. Trying to decide what
Ohh donor to include or target as part of
a resource mobilization campaign, like
the daughter tracker might be kind of the
tirst place you go before you then dig a
little bit deeper. And I think the. To, well,
. The main things that we're doing is sav-
ing people time because it's not that this
information isn't available. It’s that it's
maybe not as easily like it would spend a
lot of time you would. You would need
to spend a lot of time digging it all up
and then also there's a certain like lan-
guage function as well because. We cov-
ered donors that aren't necessarily don't
necessarily have information available in
English, and we provide that information
in English.

I:And what would you say is the problem
that I mean, how are we different in any-
body else's providing similar infor-
mation?

D:I don't know if there's anybody else
that provides this same kind of baseline
data in a that combines qualitative and
quantitative information, so there's some-
thing like 8 Atlas which has just the

quantitative but not the qualitative to like

enhance that you have something like
CD, But they're not doing this kind of like
baseline. They're doing more like. More
think pieces more like. Deep dives into
specific issues, more op Eds. Not this
kind of like general basic. OK, this is how
much they are spending in a in a less
opinionated way I guess.

I:So you're saying that one is the that we
are providing baseline data, which is
something that's different and also goes
to the fact that we are because we are giv-
ing baseline data. Even our qualitative
analysis is not as opinionated as other
platforms.

I:Yeah, OK, and in terms of the value like
a brand value comes to mind, but any
other value that you think that we bring
to the customers.

I:Second question is how often do the
customers interact with us and. What are
some methods that are employed to in-
teract with the customer? So in terms of
automated services, Co creation, commu-
nities, dedicated assistance, personal as-
sistance and service, how does the cus-
tomer interact with US and how are we
interacting with the customer?

D:Um, I mean, I don't think that people I
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think people read policy updates weekly.
A lot of people do. So I would say that,
but that doesn't necessarily mean they're
visiting the website. It means that they're
receiving this email and reading it, and
then sometimes clicking on something
and going to the website. But I would say
weekly and I would say. I mean, I think if
people are using it weekly that that's
great, but I think we could do a better job
of then like hooking them in. So it's not
just looking at the policy updates but also
being drawn to other parts of the other
types of analyses. If we want to be kind
of driving policy debate a little bit more
than we're moving more in the direction
of like. A little less of this like kind of
baseline function in a little more of like
pushing that analysis to pushing that to
the next step of like, why does it matter
and how can you like use this infor-
mation. Um and right now we interact
with the Customer through like tailored
these tailored emails. Which we send out
weekly at our tailored to the customer's
needs. I think we also interact like we like
the partner having people or having or-
ganizations right. Partner perspectives,

that's another. Which I guess is a bit more

like Co creation UM, and that's like inter-
action with people that we hope are us-
ing the subsidiary organisation, and it's
also a way to draw. Like I guess, it kind
of increases our brand recognition and
our. Lends legitimacy to the subsidiary
organisation where we have other organ-
izations working in the space. Also, pub-
lishing on our platform. And we've done
some like collaborative things with core
organizations as well.

I:This is how we are interacting with
them OK and also how they are interact-
ing with us alright? Um, do if you had to
give me in a couple of words. Who are
your customers currently? How would
you describe them?

D:So there advocate global development
advocates, global development profes-
sionals, and then. Some people who
probably work in academia and the me-
dia. With an interest in global develop-
ment.

I:This is slightly longer question, um, but
these are the parts to it. The main ques-
tion is how do we reach your customers?
So how do we reach the customers? But
inevitably it also answers how do we

raise awareness about the products? How
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do we help customers evaluate our or-
ganizations value proposition? Um and
how do we deliver value proposition to
our customer segments? OK, let's sim-
plify this. And just so, how do we reach
our customers? And if we have different
segments, are we segregating them in
terms of how we reach them?

D:I mean right now we reach our custom-
ers through, I would say like through our
network. So for instance, the fact that we
are funded by the Large funder organisa-
tion I think gives us in some ways like ac-
cess to a network of organizations work-
ing in this space. We also do advertise-
ments or we used to do at least advertise-
ments on Dev X, which is like about the
newspaper. Um we. Reach them through
social media. We reach them through
Google ads.

I:And in terms of segregation, currently
there is no segregation right in in terms
of.

D:What really I mean when people regis-
ter, they can say what their interests are,
but we don't really like. Pay attention to
what organization they're from or what
kind of job they do. Hopefully we will a
I:OK, last 2 questions. D had quickly

wrapped this up in terms of costs. Now
we're going to look into the business
costs. So in terms of business costs, what
are the biggest critical business costs that
are there to the company and what are
some activities that are the costliest for us
as well?

D:uh, I mean I think the people costs are
the thing that's expensive. Um and I
guess anything that we do across all 14
donors. Cause you multiply anything by
14 and then it's expensive. Um, so like
updating the donor profiles is expensive.
The policy updates are expensive. Work-
ing with the country consultants is ex-
pensive. But it's definitely human re-
sources that are the most expensive.
I:-The last questions we I know that cus-
tomers are currently not paying for it, so
I'm going to change it a little bit and I'm
going to ask you so.

I:Ohh I don't know this is kind of out of
the blue and not exactly in the interview,
but if there was a B2 B model in which so
currently what I'm understanding from
everyone's interviews is the fact that. The
people who are even looking at our web-
sites are looking at our website for the or-

ganization that they're working for,
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right? So if the organization has a partic-
ular project that they are looking into for
that project, the primary data is coming
from us, right? And from the primary
data. So primarily all this is going for an
organization, so if you look into a B2 B
model and we try to sell information to
the.

I:Ohh to the organization themselves, as
you know, as login platforms for them-
selves and one of the 22 of the other
things that you and Adam mentioned is
the fact that. The people are coming to us
because not only are they getting infor-
mation, but they're also getting a re-
source person who's an expert in the field
who can help them tell them exactly what
they're looking for, so they're not only
getting information, but they getting
somebody's input that is helping them
get that. So one is that they want the pri-
mary data, but they want an expert to tell
them the primary data they want it to be
catered to them, and what is the last
point. Also, I mean they want to feel that
it's individual to them. If it's free to eve-
rybody, or if it's going to everybody, they
will not. It will not be of that much value

to them if it's only specifically for joy. For

Arnav it will feel like it's more so if there
was a platform that kind of sold. Ohh
sales software or something to a business
in in which you would have your own
login you enter into it also you get one re-
source person in tracker. So suppose say
whoever's , a resource person who's go-
ing to. If you have any doubts if your
company has any doubts in the this he
will also give an expert paragraph at the
end whatever information you asked for,
there will be an expert paragraph at the
end. Summing it all up or something that
sort. So we'll have a resource person. You
will have the tailored information and.
Primary data is you getting. Apart from
that the since you also mentioned that the
main thing that we bringing is like. Pri-
mary data, so you could see things right?
So baseline data qualitative and quantita-
tive. So also the insights. So the platform
that you're in is giving you base data, but
it's also constantly has another division
which is constantly segregating the pol-
icy updates, insights and the publication
according to what you need. So if you
just log into that, you'll give you all that
as well. If such a scenario is there, what

are some problems that you foresee that
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will happen in this, I mean.

D:So if we were to kind of make it a little
bit more like personalised service that
people pay for.

I:Yes, but from a business point of view,
from not from a, it will not be sold to in-
dividuals. It will just be sold to business,
and you can buy maybe 10 or. And tai-
lored information for them.

D:I mean, I guess that's more or less what
parent organisation does, right? But it
just doesn't without the platform like
somebody comes to us and they say we
need this very specific analysis of what
I've whatever. And then our argument is
like the subsidiary organisation is our
kind of the analytics engine behind that.
But then we will help you take it to the
next level of like being really tailored to
what you want. I think what you're pro-
posing is that then we use the subsidiary
organisation to then provide that infor-
mation rather like. Because that is that is
more or less what site does. But rather
than providing them access to an online
portal, we send them a slide deck that
has. OK&OK so then parent organisa-
tions work and subsidiary organisation

books are very close to each other.

I:And so there's also. I mean, some peo-
ple also like quite a few companies, are
selling their internal products as a 3rd
took clients directly to say that, hey,
we're using this product, it will help you
track your progress as well, and every-
thing is well. To the cell. It along with the
project, is that something that parent or-
ganisation is also doing at this point of
time.

D:I think like we're trying a little bit, but
not really.

I:Hmm, I love to think about this more.
D:sure, yeah, we do.

L:I think I will try and connect with you
once more at the end of. This end of this
month or early January so that I can just
you know, I mean I'll have more over di-
rection then I still have to do interview
analysis, sit down and I'm sure we'll de-
fine some more insights into all the infor-
mation they fought.

D:yeah well let me know if you have fol-
low ups happy to discuss them.

I:Thank you alright.  hope you have a
nice day

D: And you see you later.
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