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Abstract 
 
The purpose of this thesis was to highlight how incoming intermediaries are able to handle the 
threat of disintermediation. The thesis dealt with the new challenges that e-commerce brings 
to the business environment. In order to achieve this purpose a case study was conducted, that 
revealed that the companies acted according to theories to some extent. The conclusions 
drawn from the thesis were that adding value to offers is the key in order to handle the threat 
of disintermediation and to keep the position in the vale chain. The investigated companies 
tended to rely on relationships, strong bounds and cooperation with the supplier and act as a 
gatekeeper handling information. We further concluded that the respondents located their 
main value in information search, bundling offers, and logistic activities. 
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1. Introduction 
This section will give the information needed to introduce the reader to the problem area.  
 
E-commerce 
Kotler (2000, p 40) defines e-business (electronic-business) as “the use of electronic means 
and platforms to conduct a company’s business.” The author continues to explain that the 
introduction of Internet has greatly enlarged the opportunities and capabilities to conduct a 
company’s business in a more efficient approach, with the ability to customize and 
personalize customer offerings. Kotler (2000, p 40) clarifies that e-commerce (electronic-
commerce) is more specific than e-business, which means that “in addition to providing 
information to visitors about the company, its history, policies, products, and job 
opportunities, the company or site offers to transact or facilitate the selling of products and 
services online.” According to Fraser, Fraser and McDonald (2000) e-commerce is defined as 
“the use of the Internet for exchange information of value, or more specifically, order and 
payments between businesses, and between businesses and consumers” (ibid). Delfmann, 
Albers, and Gehrin (2002) define electronic commerce as “any form of economic activity 
conducted via electronic connections”. They highlight the elements “economic activity” and 
“electronic connections”. These terms are explained more thoroughly in the part below.  
 
Delfmann et al. (2002) divide economic activity into five phases; initiation, agreement, 
exchange, inspection/control, and adjustment/service. The authors explain that electronic 
commerce combines transactions with electronically means and carry out the phases 
agreement and initiation electronically in order to apply e-commerce. 
 
Delfmann et al. (2002) also state that the reason for using Internet technology is that it 
provides two-way communication and is promising for conducting economic transactions. 
Fraser et al. (2000) explain the main competitive advantages that can be gained with e-
commerce as: 
 

• Bypassing wholesalers and retailers can reduce intermediation costs.  
 

• Lowering costs associated with purchasing by making supply and logistic operations 
more time and effort effective. 

 
• Improved information gathering, which in turn improve the management of the supply 

chain. 
 

• Low costs to gather information about customers needs and wants results in prospect 
of expanding market share and developing new markets. 

 
The authors also explain that there are five general types of e-commerce that can be identified 
(see figure 1), those are: 
 
1. Business-to-business (b2b)  
2. Business-to-consumer (b2c)  
3. Consumer-to-consumer (c2c)  
4. Business-to-administration (b2a)  
5. Consumer-to-administration (c2a) 
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Figure 1. Types of e-commerce (source: Delfmann et al. (2002)) 

 
Distribution chain 
When we mention the distribution chain in this thesis, we refer to Rowley’s (2002) definition 
“the path through which manufacturers deliver products and services to their customers”. The 
author also clarifies that distribution chain is synonymous with channel structure. The 
distribution chain can consist of one or more intermediaries, which is defined as wholesalers 
and retailers (ibid).  
 
E-commerce sets new rules 
Heidi (1999) explains that as a result of the evolution of technology and the changing 
demands of supplier and customers, distribution companies are growing out of their role as 
middlemen. This is clarified by Delfmann et al. (2002) as that e-commerce may influence the 
supply chain structures and force them to be reconstructed. Also Chaston (2001, p 59) 
explains that over the past few years there can be anticipated a significant change of the 
intermediary in almost every market as an outcome of that more organizations will 
comprehend the opportunities offered by e-commerce. Matter (1999) is in the same line and 
writes that many companies are facing new relationship conflicts as an outcome of e-
commerce. Almost any manufacturer, the author continues to explain, that currently sells 
through a middleman faces the opportunity to get more closer to its customers and gain better 
profit margins by direct-selling. Chaston (2001, p 59) explains further that in some cases the 
manufacturer will take over the task and function of the intermediaries. This bypassing will 
shorten the channel and make it more profitable, it is known as disintermediation (ibid). 
 
Problem area 
As discussed above in the introduction, e-commerce forces intermediaries to face new 
challenges and therefore our problem area for this thesis will be intermediaries’ role in the 
changing business environment due to e-commerce. 
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1.1 Background 
This section will contain a description and justification of the selected problem area, the 
background will provide the reader with all necessary information for facing the problem 
discussion in chapter 1.2.   
 
 
Value chain 
We have chosen to discuss the value chain in the beginning of the background, in order to 
introduce the reader to the definition. A definition of the value chain is important for 
understanding the rest of the background. The value chain will be connected to the topic 
disintermediation first time in this background. 
 
According to Porter (2001), the value chain is the set of activities of which a service or a 
product is created and delivered to customers. He explains that when a company competes it 
performs a lot of value-creating activities and these activities are connected with activities of 
suppliers, channels, and customers. The value chain, he says, is a framework for identifying 
the activities and analyse how they affect company’s cost and value delivered to buyers.        
Similar to Porter, Kotler (2002 p, 70) writes that the value chain is a tool for identifying 
approaches to increase the creation of value for the customer. Johnson and Scholes (1999 pp, 
157) explain that there are five primary and four secondary activities within the value chain. 
The authors describe the primary activities to be: 
 

• Inbound logistics; Which are activities that involve receiving, storing and distribution 
of the inputs to the products or service. 

 
• Operations; The operations transform the different inputs to the final product or 

service through packaging, testing, assembly, etc. 
 

• Outbound logistics; Are activities to collect, store, and distribute the product to the 
customer. If the products are tangible the activities will involve warehousing, handling 
materials, transport, etc. In case of services the company might more concerned with 
arrangements for bringing the customer to the service of the location is fixed. 

 
• Marketing and sales; These activities are concerned with provide the means whereby 

consumers are made aware of the product or service and are able to purchase it. The 
specific activities may include advertising, sales administration, selling, etc. 

 
• Service; Are activities that enhance or maintain the value of a product or service, such 

as installation, repair, training, etc. 
 
Johnson and Scholes (1999 pp, 158) further explain that each group of primary activities are 
connected to certain support activities. These support activities help to improve and enhance 
the effectiveness and efficiency of the primary activities (ibid). The primary activities can be 
divided into four areas: 
 

• Procurement; This refers to the specific process for purchasing the different resource 
inputs to the primary activities. 
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• Technology development; All the activities that create value have a “technology”, even 
if it some times is just a simple know-how. The key technology might be concerned 
directly with the product, processes, or a specific resource. 

 
• Human resource management; This is a very important domain that exceed all 

primary activities. These activities involve recruiting, managing, training, and 
rewarding people within the organization. 

 
• Infrastructure; This is the system of planning, finance, quality control, information 

management, and this system is crucial to an organization’s performance in its primary 
activities. The infrastructure consists of the structure and routines to the organization, 
which sustain its culture.               

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 2, the value chain 
 
Rowley (2002) states that there are certain steps in the value chain, within e-business, which 
have potential impact on the business value. She states that those steps are supply, production, 
marketing, delivery, and support. The author explains that a company can gain a competitive 
advantage if it outperforms its competitors in some function in its value chain. The author 
continues with that the information technology is the factor that concerns the value chain in 
order to gain a competitive advantage since it allows, among other things, decreased costs in 
sales and marketing. 
 
Janssen and Sol (2001) explain that the value chain of a single company is connected with 
other companies’ value chains. They also say that the trading relations between the value 
chains need to be coordinated. The authors suggest that an evaluation of the added value of 
the intermediaries should be done, in order to bring the most essential roles preformed into the 
light.  
 
Disintermediation 
Maciag (1996) describes the word disintermediation as an economic term dumping the 
middleman. Another explanation for the word, according to the author, is “friction-free 
capitalism”. A further definition is made by Rowley (2002), who describes disintermediation 
as when one or more intermediaries are removed from the distribution chain. Also Davidow 
(1997) is in line with these authors and states that the market is in a process of 

Firm infrastructure 
Human resource management 
Technology development 
Procurement 
 
 
Inbound 
logistic 

 
 
Operations 
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logistics 
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disintermediation, meaning that if an enterprise is between the consumer and the supplier 
there is a risk of being “passed by”. According to Chaston (2001), the airline travel industry is 
a good example on a sector that has started to be disintermediated. 
 
Delfmann et al. (2002) discuss the degree of disintermediation of existing supply chains, 
which they explain with “the extent to which a distribution via e-commerce replaces the 
traditional distribution chain”. The authors argue that producers that just add Internet as a 
complement distribution channel to their traditionally distribution channel, not may need to 
disintermediate wholesalers or retailers since just another layer is added to the chain. An 
explanation from the authors is that disintermediation occurs only when one or more stages of 
the traditional channel are abandoned.    
 
Reasons for disintermediation 
Delfmann et al. (2002) explain disintermediation with that each stage in the distribution chain 
adds costs in form of handling, profits, and transactions. But though intermediaries add costs, 
they also add value (ibid). The most important factor that the retailers and the wholesalers are 
contributing with is to offer a wide product line, allowing consumers to choose from different 
producers (ibid). Rowley’s (2002) explanation of why intermediaries being avoided or 
removed from the distribution chain is that the intermediaries offer undermined value to the 
value chain. In line with this Matter (1999) writes, that those who are most exposed to the 
threat of disintermediation are companies that add little value to a customer transaction in the 
first place, e.g. car dealers. Rowley (2002) means that the producer may go alternative ways 
in the distribution chain and deal directly with the customers or bypass the wholesaler and aim 
for direct contact with the retailer (ibid). But she also states that disintermediation may lead to 
a win-win situation for both the customer and the producer since it may end up in reduced 
distribution costs, which in turn can result in an improved proposition for the customer. 
Further Matter (1999) explains that it might be hard for a bricks-and-mortar retailer to provide 
value-added services when the customer can, as simple as before and faster, purchase over 
Internet with a better price when passing by the middleman. Matter (1999) considers the 
question very important for the company to ask whether the existing customers are choosing 
the specific products or if they are 
choosing a specific outlet.  
 
To clarify this there are two main 
reasons for disintermediation occurring, 
the first is that intermediaries add costs 
and the second is that the intermediaries 
offer undermined value to the value 
chain.  
 
 
 
 
 
.  
 
 
Figure 3. A case of complete 
disintermediation, when a producer 
approaches the customer directly.   
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Intermediaries reaction 
According to Fraser et al. (2000) it is most likely that many purchasing and supplying 
processes will be reconstructed by e-commerce, and the authors think this will happen fast. 
Therefore they consider it be important for companies developing and implementing 
appropriate strategies for maintaining competitiveness. A business strategy is, according to 
Rowley (2002), defined as the means an organization seeks to achieve its objectives. The key 
in the strategy is that it offers a clear statement of the basis for differentiation from 
competitors (ibid).  
 
Stern (2003) writes that the key for dealers to avoid the threat of disintermediation is to “add 
value”. Rowley (2002) explains the same, when saying that intermediaries under the threat of 
being disintermediated need to come up with a new value proposition in order to take back 
their place in the distribution chain. It is most possible that disintermediation will take place 
in marketplaces where the producer clearly can identify its customer base (ibid). But Stern 
(2003) says that this threat of disintermediation concerns some companies more than others. 
According to the author those companies who are little more than order takers, have 
insufficient product and usage knowledge and have unqualified personal, are the companies 
that have to take this threat of disintermediation real serious. Giaglis, Klein, and O’Keefe 
(2002) state “disintermediation scenario is likely when the supplier market is monopolistic or 
oligopolistic and the existing intermediaries are fragmented and have limited control over 
consumer behaviour”. Though dealers who are focused and well-educated will, according to 
Stern (2003), be successful and survive certainly if they make the needed adjustment to 
changes in the industry.  
 
Summary 
In the introduction we could read that e-commerce are changing the situation for 
intermediaries. The background has provided the reader with deeper insight within 
disintermediation and how its outcome affects intermediaries, but also how intermediaries can 
respond to this threat. This is consistent with our problem area, “intermediaries’ role in the 
changing business environment due to e-commerce”. This given information will be treated in 
the problem discussion 1.2. 
 



 7

1.2 Problem discussion 
The purpose of the problem discussion will be to develop the research problem. The 
discussion will be based on the information provided in the previous section 1 and 1.1.  
 
As we can see e-commerce have the features and abilities to affect the situation for 
intermediaries, which may force them to face new challenges. This is also our problem area; 
the intermediaries’ role in the changing business environment due to e-commerce. The new 
challenges consist of handling the threat of disintermediation and maintain the position in the 
distribution chain or find other solutions to the problem. According to Delfmann (2002) and 
Rowley (2002) there are two main reasons for utilize disintermediation. The first is to reduce 
costs and the second is to remove intermediaries that do not add value to the value chain. 
Since the intermediaries participate as a part of the value chain but might not add any value 
that the producer or customer will benefit from, disintermediation via e-commerce may occur.  
  
The conclusion, that can be drawn so far, is that the intermediaries need to have some strategy 
portfolio and allocate where to add value in order to face the threat of a possible 
disintermediation situation, since it is likely that e-commerce will restructure the purchasing 
and supplying process very fast, as Fraser et al. (2000) stated.   
 
This leads to unanswered questions; in what sequence does, an intermediary that face the 
threat of disintermediation, use strategies and allocation of values to handle the threat? More 
clearly explained; does an intermediary, mentioned above, first located different value adding 
potential options and then tailor their strategy concerning this. Or is the method an opposite to 
the first option; does an, intermediary that face the threat of disintermediation, has the existing 
strategy as a foundation and from this limitation investigate different value adding potential 
options?  
 
Authors as Stern (2003) and Rowley (2002) have given proposals for intermediaries of how to 
avoid disintermediation. The main area that has been covered in theory is that the 
intermediaries have to develop new value propositions and contribute with value to the value 
chain in order to access the distribution chain.  
 
Though, the area has been covered in theory it is to a limited extent. Therefore there is of 
interest gaining extended knowledge in how intermediaries averting the threat of 
disintermediation created by e-commerce.  
 
Our primary assumption is that a company needs to locate where to add value and apply 
value-adding strategies. There might be a number of different activities to reach and find these 
values, in order to face the threat from disintermediation. 
 
Research problem 
Our research problem within this paper is related to the previous sections that concern 
intermediaries and the new business environment that e-commerce is confronting them with. 
From the previous sections we can clearly see difficulties that have to be taken seriously for 
the parties involved. From these concerns we state our research problem as following: “how 
can intermediaries, that face the threat of disintermediation, from the changing business 
environment as an outcome of e-commerce, manage and avoid this obstacle?”   
 



 8

Justification of selected theories 
The theories that will be examined in the next chapter have been selected with the discussion 
from chapter one in mind. As examined earlier in this chapter, various writers have explained 
that value and value adding activities are of great importance when intermediaries are striving 
to handle disintermediation. Giaglis, Klein, and O’Keefe (2002) are the authors of the first 
theory brought up in the theory chapter. The writers have developed a contingency model 
concerning the role of intermediaries in electronic market places were the role of 
intermediaries are looked upon from two major perspective; first from a historical perspective 
and then outline the potential roll for intermediaries in electronic markets. Further Giaglis, 
Klein, and O’Keefe (2002) examine the value adding potential of the two different 
perspectives. This theory do we consider to be applicable to intermediaries when trying to 
avoid the threat of disintermediation by locating where the value adding activities are located, 
both from a traditional and from a more futuristic perspective.  
 
To acquire a deeper understanding of the above discussion the following theory, Janssen and 
Sol (2000) present a business engineering methodology that supports identification and 
evaluation concerning various value chain configurations for intermediaries in the electronic 
value chain. The authors explain that roles can be constructed out of building blocks, 
including predefined behaviour representing various intermediaries. Further they state that 
various roles can be combined to construct a value chain of an organization. They describe 
each role with help of an independent agent. Each of those agents consists of a predefined 
behaviour. 
 
The last parts of the theory chapter concerns several different overall strategies for creating 
value and gain a sustainable competitive advantage in order to handle the treat of 
disintermediation. We consider these strategies to be of great importance for intermediaries 
that seek solutions to the problem by sometimes drastically changing their strategy or parts of 
their strategy. Connected to these strategic theories is the theory concerning business process 
redesign that explains that if an organization want to improve its quality of any operation it 
has to take the whole process into consideration. 
 
Chapter one raised the unanswered questions about in what sequence allocating values and 
creating strategies comes. This is an area that will not be further examined in the thesis since 
we have chosen to focus on where to find value and what strategies to use in order to achieve 
them. We consider that this subject would lead us to another direction and result in another 
outcome then we are striving for.       
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2. Literature review 
In the following section, theories that in the previous chapter were justified concerning our 
problem area, will be presented.  
 
2.1 The role of intermediaries in electronic marketplaces: developing a 
contingency model 
Giaglis, Klein, and O’Keefe (2002) have developed a contingency model concerning the role 
of intermediaries in electronic market places were the role of intermediaries are looked upon 
from two major perspective; first from a historical perspective and then outline the potential 
roll for intermediaries in electronic markets. The authors also provide a number of hypotheses 
for the future intermediaries in electronic markets, three main scenarios are discussed: the 
disintermediation scenario, in which market dynamics will favour direct buyer–seller 
transactions. The reintermediation scenario, in which traditional intermediaries will be forced 
to differentiate themselves and re-emerge in the electronic marketplace; and the 
cybermediation scenario, in which wholly new markets for intermediaries will be created. 
 
Disintermediation in electronic markets: a historical perspective  
Giaglis, Klein, and O’Keefe (2002) explain that it is commonly accepted that advances in 
information technology are changing the market and organizational structure and that Internet 
has changed the way of conducting business, for example electronic commerce. Advances 
like this contributes to change the value chain for organizations and their value systems (ibid). 
The authors further describe that these changes might expend beyond the organizational 
domain and reach the individual consumer and creates an opportunity for producers, of 
products and services, to bypass the traditional intermediary and reach directly to the final 
consumer. Giaglis, Klein, and O’Keefe (2002) mention this move to a shorter value chain in 
electronic marketplaces, as disintermediation.         
 
Giaglis, Klein, and O’Keefe (2002) continue to describe that if examine this opportunity of 
disintermediation from a strictly cost based perspective there are, in some cases, strong 
incentives for the producer and consumer to eliminate the intermediaries from the value chain. 
Intermediaries have been known to add cost to the value chain both for the producers and the 
final consumer (ibid). The authors state that it has been hypothesized that advance use of 
information technology would reduce the producer’s cost by handle activities that only 
intermediaries were capable to perform in the traditional marketplace. Giaglis, Klein, and 
O’Keefe (2002) explain further that this redistributing of the value within the value chain in 
this case would arguably eliminate the intermediaries and in this scenario the producers can 
benefit from higher profit margins and at the same time offer the final consumer a lower prize. 
 
Though, Giaglis, Klein, and O’Keefe (2002) explain that the scenario mentioned above is 
focusing strictly on the cost of using intermediaries and not taking the value that they create 
and the economics of intermediation into account. As a result of this lack in consideration, the 
hypothesizes concerning disintermediation has received considerable critique and with 
supported by empirical studies suggesting that intermediaries instead of eliminates the 
intermediaries they have re-emerged and gained considerably significance, at least in certain 
electronic markets (ibid). And at the same time, the authors explain, that the re-emerging of 
the intermediaries creates totally new markets for electronic intermediaries, or 
“cybermediaries”.   
 
Giaglis, Klein, and O’Keefe (2002) explain that a model of marketplace functions is used as a 
basis for addressing the differences between traditional and electronic marketplaces in a 
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structured and comprehensive manner. Based on this understanding, the authors articulate the 
first steps towards a contingency model. 
 
2.1.1 The role of intermediaries in traditional markets  
Giaglis, Klein, and O’Keefe (2002) explain further that every market serves three primary 
functions; matching buyers and sellers, facilitation of transactions and institutional 
infrastructure. The primary functions can further be divided into several sub functions as 
listed above in table 1 (ibid). Giaglis, Klein, and O’Keefe (2002) also write that the two first 
primary functions are, in traditional markets, most often performed by the intermediaries and 
that the third function is typically divided among government and intermediaries. In the 
following section the traditionally role of intermediaries in the different sub functions will be 
examined. 
 
 
 
Primary function   Sub function   
 
Matching buyers and seller   Determination of product offering 
   Searching  
   Price discovery 
 
 
Facilitation of transactions   Logistic 
   Settlement 
   Trust 
 
 
Institutional infrastructure   Legal 

Regulatory     
 
Table 1. Functions of a market (Giaglis, Klein, and O’Keefe (2002)) 
 
Matching buyers and sellers; Determination of product offering 
Giaglis, Klein, and O’Keefe (2002) continue to explain that markets provide sellers with 
information of buyer demand and that this information allows sellers to provide economic 
inputs to match the anticipated demand. Though the sellers mainly base their decisions on 
market signals, intermediaries can help the sellers to provide an optimal product mix by 
remaining closer to the buyer, being able to receive and interpret market signals more 
frequently and alert sellers regarding market dynamics and changes (ibid).           
 
Matching buyers and sellers; Searching 
The searching sub function is explained by Giaglis, Klein, and O’Keefe (2002) as buyers, 
when selecting a product or service, consider price and product characteristics from available 
product offerings and that search cost are facing the buyer in this process of gather and 
evaluating this information. This search cost may also face the seller when striving to 
exchange their products or services with the buyers, in form of for example adverting and 
marketing activities (ibid). The authors continue to explain that the intermediaries play a 
central role for both the seller and the buyer in this process, by in some cases support the 
buyer and reduce their search cost through providing one contact for information gathering 
and market transactions. The sellers are at the same time able to take indirectly advantage of 
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the intermediaries in their search for potential buyers by “providing a major marketing and 
buyer-targeting channel” (ibid).         
 
Matching buyers and sellers; Price discovery 
Giaglis, Klein, and O’Keefe (2002) describe the next sub function; price discovery as “ the 
process of determining the price at which demand and supply “clear” and trade occurs.”  This 
sub function is a key function of all markets and is commonly based on prevailing mechanism 
that depends fundamentally on market type and its characteristics (ibid). The authors explain 
further that underlying mechanisms for price discovery include negotiations, auctions and 
firm offers. Depending of what prevailing sub function that is actually used on the market 
determines the role of the intermediaries (ibid). In the market, the authors further explain, 
where auctions are used does the intermediaries have more significant role and less significant 
role in markets where negotiations and firm offers are used. Though, the actual presence of 
intermediaries are frequently associated with higher prices for the buyers that are not always 
connected with a higher customer value, and this result in the primary incentive for eliminate 
intermediaries from the value chain (ibid).    
 
Facilitation of transactions; Logistics 
Logistic is, explained by Giaglis, Klein, and O’Keefe (2002) as the step where a product or 
service that has been purchased will, physically or otherwise, be exchanged between the 
parties. Activities involved in this wide term logistics are for example shipping, distribution, 
warehousing, and subscriptions (ibid). Intermediaries have usually an essential part in 
logistics, particularly in situations where sellers select to outsource value-creating activities, 
for example delivery (ibid).       
 
Facilitation of transactions; Settlement 
Giaglis, Klein, and O’Keefe (2002) further describe that the settlement sub function comes 
when the logistic activities have been completed, and the buyer has to transfer the payment to 
the seller. The intermediaries’ role here is often a third party that facilitates or monitors the 
transaction (ibid). 
 
Facilitation of transactions; Trust 
Trust is the next sub function within facilitation of transactions. Giaglis, Klein, and O’Keefe 
(2002) write that the trust mechanism is established to protect the involved parties from the 
opportunity of other actors in the market, and that trust some times has to be established 
between the parties in some markets. Intermediaries, such as banks and credit reporting 
bureaus, role as third parties can in the market function be considered as trust building (ibid). 
 
Institutional structure; Legal and regulatory infrastructure 
Laws, rules and regulations that control market transaction builds the institutional 
infrastructure of a market and intermediaries can have the role of governments, regulatory 
institutions and legal agencies (ibid).     
 
Summary of the vale adding potential for intermediaries 
The table below will summarize the value adding potential for intermediaries in market 
functions. Giaglis, Klein, and O’Keefe (2002) explain that it is evident that intermediaries 
have potential and position to provide vale within the value chain, to both the buyer and the 
seller, which exceeds the negative additional costs that are supposed to be added within the 
value chain by intermediaries.     
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Primary function Sub function Potential added value of intermediation 
 
 
 
 
 
 
Matching buyers and seller
  
 
 
 

 
Determination of  
product offering 
 
 
Searching  
 
 
 
 
Price discovery 

 
Intermediaries receive market signals and pass 
them on to sellers, allowing them to configure an 
improved product mix.   
 
Intermediaries can reduce search costs for both 
sellers and buyers by providing a ‘one-stop shop’ 
for information gathering, advertising and 
transaction management 
 
Intermediaries can generate the necessary liquidity 
for smooth market operation and in certain cases 
(e.g. auctions) may even provide the infrastructural 
mechanism for price discovery. 

 
 
 
 
Facilitation of transactions 

 
Logistic 
 
 
 
Settlement 
 
 
Trust 

 
Intermediaries can achieve economies of scale and 
scope for logistical operations more easily than 
individual sellers can 
 
Intermediaries facilitate, monitor and guarantee the 
settlement transactions 
 
Intermediaries guarantee to sellers and buyers the 
non-opportunistic behaviour of other market 
participants 

 
 
 
Institutional infrastructure
  

 
Legal 
 
 
 
Regulatory 

 
Intermediaries (usually governments and 
international bodies) provide the legal basis for 
market operation 
 
Intermediaries provide mechanisms for the 
enforcement of legal, ethical, and behavioural rules 
in markets 

Table 2. The role of intermediaries in traditional market functions of a market (Giaglis, Klein, 
and O’Keefe (2002)) 
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2.1.2 Electronic markets: new roles for intermediaries? 
This section contains an attempt, by the authors, to address potential new roles of 
intermediaries in electronic marketplaces.        
 
Matching buyers and seller - Determination of product offerings 
According to Giaglis, Klein, and O’Keefe (2002) there are some trends that distinguish 
product offerings in the electronic marketplace compared to the traditional marketplace. 
Those are personalization/customization, aggregation/disaggregation, and demand 
aggregation (ibid). The authors explain personalization/customization with an opportunity to 
establish one-to-one marketing strategies, where the producer can track the individual needs 
of a customer and customize the offer. This is commonly when dealing with products rich of 
information and will probably contribute to direct contact between buyers and sellers, cutting 
the middlemen (ibid). Giaglis et al. (2002) state that aggregation/disaggregation is about 
bundle or unbundle offers, resulting in flexible product mixes. This phenomenon gives 
intermediaries an opportunity to reinforce their role on the electronic marketplace and attracts 
new types of intermediaries to enter (ibid). The value is created by bundle offers that in the 
traditionally marketplace were offered by separated industries (ibid). The writers give an 
example of the car dealership industry, where CarPoint offer a variety of services for the 
consumer including insurance, car finance, and a wide product range. The authors state that 
disaggregating the offer has the ability to lower the product mix maintenance costs, which 
may encourage the sellers to unbundle the offer and bypass the intermediaries. The authors 
give an example of the news industry, where Reuters directly can provide individual pieces of 
information on a subscription, competing with information aggregator intermediaries such as 
Yahoo. Finally, trend demand aggregation, is explained by the authors as a traditional 
function of intermediaries. The costs for gathering buyers in the electronic marketplace has 
been reduced compared to the traditional marketplace, attracting new intermediaries, who are 
negotiating volume discounts with suppliers on certain offers and distributes those over the 
Internet during a limited time (ibid). Demand aggregation works when suppliers offer volume 
discounts and when the customer demand can be pooled (ibid).  
 
Matching buyers and seller - Searching 
Giaglis, Klein, and O’Keefe (2002) state that the electronic market has the ability to lower 
search costs for the consumers and let them obtain information about offers and prices. The 
producer can also benefit from this phenomenon since the e-marketplace allows the producer 
to address a large audience to communicate and advertise their offerings (ibid). According to 
the authors, the benefits for both consumers and producers should be incentives for direct 
communication, applying disintermediation. But, the immense size of information on the 
Internet has resulted in increased searching costs, since the search space has been wider (ibid). 
This has created opportunities for new intermediaries, so-called infomediaries, whose major 
function is to match buyers and sellers (ibid). The writers mean that this is the latest evidence 
for a continuing role of intermediaries in the e-marketplace. 
 
Matching buyers and seller - Price discovery 
Giagli et al. (2002) state that besides the same price discovery mechanisms as the traditional 
marketplace offers (auctions, negotiations, and firm offers), new or modified price discovery 
mechanisms have developed within the e-marketplace.  For example the customer can state 
certain product or price criteria, which are forwarded to the suppliers (ibid). Also products 
traditionally sold through negotiations or firm offers, now can be sold through electronic 
auctions (ibid). The authors explain that this phenomenon has opened up new opportunities 
for intermediaries on the e-marketplace.   
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Facilitation of transaction - Logistics 
The authors explain that the logistic costs are reduced due to the e-marketplace, especially 
when dealing with digital products and services. This trend will put pressure on intermediaries 
but also open up possibilities for differentiated intermediaries to re-enter the market (ibid). 
Giaglis et al. (2002) give an example of FedEx and UPS who have become major Internet 
intermediaries, contracting producers with direct sales to buyers.  
 
Facilitation of transaction - Settlement 
Intermediaries handling electronic transactions will, according to the authors, still play an 
important role in the e-marketplace. Nowadays the credit card payment system is the 
dominant mean of handling business-to-customer transactions but newcomers, so-called 
cybermediaries, will emerge as the technology evolve (ibid). Examples of cybermediaries can 
be electronic cash and secure third party payment service providers (ibid). But also traditional 
payment intermediaries enters the e-marketplace by implement their services on the Internet, 
e.g. banking (ibid).   
 
Facilitation of transaction - Trust 
The authors state that protection against players’ opportunistic behavior is more important in 
the e-marketplace than in the traditional marketplace. Further Giaglis et al. (2002) argue that 
trust building will become more important as the electronic commerce expands. This 
statement is based on increased needs for monitoring the behaviour of the market participants 
(ibid). Specialized intermediaries will emerge within this area, ensuring security for the 
customer, e.g. Verisign, and TRUSTe (ibid). Also traditional intermediaries such as credit 
card companies need to redefine their role at the electronic marketplace, monitoring and 
tracking electronic transactions (ibid). The authors also discuss that new price mechanisms 
will create the necessary infrastructure for trust building in the e-marketplace, which will 
result in an opening for new intermediaries dealing with adding value by building trust in e-
commerce transactions.       
 
Institutional infrastructure - Legal and regulatory infrastructure 
Giaglis et al. (2002) state that the regulatory function traditionally has been covered by 
intermediaries and that trend will continue on the electronic marketplace. Further the authors 
explain that it is the government that has the role as intermediary and the electronic 
marketplace will not change that. The government is expected to provide a legal and 
regulatory framework in order to simplify electronic transactions (ibid).  
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2.1.3 The future of intermediaries - towards a contingency model 
Giaglis et al. (2002) state that early research suggested that traditional intermediaries would 
be reduced, due to the electronic marketplace and its lower costs for electronic transactions. 
Some intermediaries may suffer difficulties for survival but it is difficult to generalize this 
statement, since the electronic marketplace open up new opportunities for intermediaries 
(ibid). Further the authors write that the future of intermediaries will depend on the market but 
also on the function the intermediaries serve and the value they can add.    
 
Giaglis et al. (2002) summarize the analysis in the previous sections by mention the 
influences of the electronic markets on traditional market functions and the effects of these 
influences on the future of intermediation. The analysis also point to example markets that 
will be affected by each influencing factor in the e-marketplace (ibid). The effects of the 
electronic markets on intermediation have been grouped into three major scenarios (ibid).    
 
The disintermediation scenario is explained by the authors as when the transaction costs are 
reduced between buyers and sellers, due to the electronic marketplace, it results in cutting the 
middlemen.  
 
The reintermediation scenario refers to intermediaries’ possibility to find opportunities in the 
e-marketplace by using e.g. differentiation, expertise or economies of scale, which allow the 
players to sustain an important role.  
 
The cybermediation scenario is explained by the authors as new intermediaries taking 
advantage of the opportunities that the electronic markets create, providing infrastructure 
support for market functions that will be complete restructured, due to electronic markets.  
 
Giaglis et al. (2002) write that the electronic market has no universal effects on the future of 
intermediation, and multiple factors depend regarding each scenario. One crucial factor is the 
present structure of the physical market and how the intermediaries are dependent on this 
structure regarding their potential to add value to the market (ibid). The authors state that 
fragmented producers provide more opportunities for intermediaries to add value than 
producers in an oligopoly. Table 3 below presents a set of determinant factors of the three 
alternative intermediation scenarios.  
 
Primary 
market 
function 

Sub 
market 
function 

Potential 
electronic 
market 
influences 

Likely effects on intermediation 
 

Example markets and 
participants 

Personalizati
on of 
products/ 
Services 

Disintermediation: Direct 
marketing strategies will allow 
sellers to employ one-to-one 
targeting of buyers. 

Information and digital 
products (e.g. news and 
software) 

Product/servi
ce bundling 

Cybermediation: Product bundling 
and cross-selling will provide 
opportunities for new entrants to 
enter the market. 

Integration or related 
products/services in a single 
market (e.g. car dealership and 
insurance) 

Matching 
buyers and 
sellers 

 
 
 
 
 
 
 
Determina
tion of 
product 
offerings 

Disaggregati
on of product 
components 

Disintermediation: Lower product 
mix handling costs will motivate 
sellers to maintain more complex 
and piecemeal product offerings. 

Component-based products 
(e.g. news) and pay-per-use 
products (e.g. individual event 
broadcasting) 
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 Demand 
aggregation 

Cybermediation: Lower costs of 
buyer ‘pooling’ will strengthen the 
bargaining power of intermediaries 
when negotiating volume 
discounts for products. 
 

Products where volume 
discounts can be achieved and 
a critical mass of buyers can 
be pooled together (e.g. home 
electronics) 

Searching Higher 
search costs 
for buyers 
 

Cybermediation: Infomediaries 
will ‘step in’ to assist buyers in 
locating and filtering information 
in the extended search space of the 
electronic market. 
 

Fragmented markets, in which 
no sellers dominate and buyers 
may engage in potentially 
complicated comparisons 
between product offerings 
(e.g. tourism) 

Redistri-
bution of 
mechanisms 
between 
markets 
 

Reintermediation/cybermediation: 
Intermediaries may reinvent 
themselves in the electronic 
marketplace, while new entrants 
will also emerge to provide 
alternative price discovery 
mechanisms for a certain market. 
 

E-markets in which there is 
scope for innovation 
through price discovery 
mechanisms not normally 
used in their traditional market 
counterparts (e.g. auctions for 
home products and holiday 
packages) 

 

Price 
discovery 

New price 
discovery 
mechanisms 
 

Cybermediation: New entrants will 
enter the electronic marketplace to 
provide infrastructure support to 
the new price discovery schemes. 
 

Multiple-seller, multiple-buyer 
markets, in which 
there is scope for price 
discovery through innovation 
(e.g. flight tickets) 

Lower costs 
for digital 
products 

Disintermediation: Electronic 
product delivery will enable direct 
sales strategies, putting pressure on 
traditional wholesalers, retailers, 
and resellers. 

Markets for digital (or 
digitalizable) products and 
services (e.g. software) 
 

Logistic 

Economies of 
scale and 
logistics 
expertise 

Reintermediation: Traditional 
intermediaries will leverage their 
expertise by emerging as major 
players in e-markets. 

Markets for physical products 
with high distribution/delivery 
cost (e.g. international trade) 

Increased 
need for trust 
 

Reintermediation: Traditional 
intermediaries with strong brand 
names will transfer their service 
portfolio in the electronic market. 

Banks, credit card companies, 
financial markets brokers, and 
other parties providing secure 
payments in electronic trans-
actions 

Settlement 
 

New 
payment 
mechanisms 
 

Cybermediation: New entrants 
(usually affiliated to established 
financial institutions) will emerge 
to provide settlement support for e-
payments. 

Electronic cash providers, 
smart card-based payments 
and other operators/facilitators 
of new payment mechanisms 

Facilitation of 
transaction 

Trust 
 

Increased 
requirements 
for 
monitoring 
and 
protection 
 

Cybermediation/reintermediation: 
New, specialized intermediaries 
will provide trusted third-party 
support in e-market transactions, 
while traditional intermediaries 
will also have to assume additional 
roles and responsibilities. 

Public key infrastructure 
providers, certificate 
authorities, secure payment 
providers, and so on. 
 

Institutional 
infra-structure 

Legal and 
regulatory 
 

Institutional 
support for 
electronic 
markets 
 

Reintermediation/cybermediation: 
Governmental organizations will 
continue to set the rules for 
electronic markets’ operations, 
possibly cooperating with new 
entrants to ensure transaction 
transparency and tractability. 

National governments, inter-
national policy makers (e.g. 
the European Union), private–
public key infrastructure 
providers, and so on. 

Table 3. Analysis of the likely effects of electronic markets on intermediation 
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2.2 Evaluating the role of intermediaries in the electronic value chain 
Janssen and Sol (2000) have in following theory presented a business engineering 
methodology that support identification and evaluation concerning various value chain 
configurations for intermediaries in the electronic value chain. The authors explain that roles 
can be constructed out of building blocks, including predefined behaviour representing 
various intermediaries. Further they state that various roles can be combined to construct a 
value chain of an organization. They describe each role with help of an independent agent. 
Each of those agents consists of a predefined behaviour. The authors have divided the agents 
in two main classes, consisting of organizational classes and intermediating classes. The 
organizational classes describe the behaviour of a particular role of an organization, such as 
buyers, sellers, and resources (ibid). Intermediating classes describe the behaviour of 
electronic intermediaries that can provide services on behalf of an organization (ibid).   
 
2.2.1Organizational agents 
According to Janssen and Sol (2000) the seller agent can advertise information, provide 
product information, start an auction, bargain with buyer or intermediaries, decide to sell 
products, ask for authentication, start a coalition of sellers and order to deliver products. The 
authors also state that the agent can arrange delivery times to buyers by interacting with 
inventory agents. The seller agent can apply different price strategies and those are the 
anxious strategy, the greedy strategy, and the cool-headed strategy (ibid). The first price 
strategy means that prices are lowered quickly towards the lowest acceptable price, the second 
strategy means that the price are lowered more slowly, and the final strategy is positioned 
between these strategies (ibid). 
 
The buyer agent is, according to Janssen and Sol (2000), similar to the seller agent but wants 
to buy instead of selling products. The buyer agent can use the same strategies as the seller 
agent (ibid). 
 
Janssen and Sol (2000) write that the resource agent’s main task is to control the utilization of 
the resources. The authors state that it includes advertising capacity, calculating bids, place 
bids on requests for resources, accepts bids, execute bids, and give priority to bids. Also he 
monitors agents about the status of the resources (ibid).  
 
2.2.2 Intermediating agents 
Information agents are by the authors explained as aggregators, collecting information for 
buyers and sellers. The gathered information can be used to recommend products, merchants, 
or customers (ibid). There are according to the authors different methods of data gathering 
and the information can be used for discover customer purchasing behaviour, helping 
customer finding offers meeting their preferences (ibid). 
 
Content agents are described by Janssen and Sol (2000) as someone who processes 
information from various sources and tries to extract useful features and elements about its 
content. 
 
The authors write that collaborative agents use feedback from customers in order to filter 
irrelevant information. The information is used to create likeability indexes for products, 
merchants, or buyers (ibid). The agents can from this index recommend products, merchants, 
or buyers (ibid).   
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Janssen and Sol (2000) write that the constraint agent uses features of items to determine their 
relevance. The requester has to formulate its request in terms of variables and constraints 
(ibid). This behavior was only mentioned, not implemented, by the authors. 
 
The writers explain that the translation agent transforms data provided by an agent into 
readable information. This agent can be used for mapping information for one-to-one 
communication or network (ibid). 
 
The coalition agent can, according to the authors, form a coalition with multiple buyers and 
sellers. The agent can be seen as an information broker, settling trades behalf of a large 
number of buyers and sellers (ibid). The reason for coalition existing is that it can obtain 
better deals than a situation with single buyers or sellers (ibid). 
 
The authors explain that the behaviour of the matching agent is to match cooperatively or 
competitively demand or supply. Received bids from buyers and sellers are advertised to 
other organizations, and the agent clear bids using a variety of matching protocols (ibid). This 
includes matching based on multi-attributes, matching based on auction principles and 
allocation based on contracting (ibid). 
 
A multi-attribute agent match demand and supply based on multiple attributes such as price, 
delivery time, reliability, and quality (ibid). 
 
An auction agent uses several competitive mechanisms to match buyers and sellers (ibid). The 
agent can act as an auctioneer or a broker, in the case of a broker there are no direct contact 
between buyers and sellers when matching supply and demand (ibid).  
 
Janssen and Sol (2000) state that the allocation agents use cooperative mechanisms to allocate 
activities among organizations. The agent communicates between buyer and resource agents, 
instead of between the seller and buyer (ibid). 
 
According to the authors the contracting agent has a set of resources in order to handle 
different tasks. The tasks can be delegated to other agents for compensation (ibid).   
 
The writers further explain that the workflow agent’s task is to guide the workflow through 
the value chain. The monitor agent can give status of the workflow and can gain information 
from the workflow agent (ibid). 
 
Janssen and Sol (2000) state that the trusted agent has four main tasks to perform; identifying, 
authorizing, transitional, and time stamping. Identifying is connected with a person’s name, 
authorizing verify attributes of a person other than identity, e.g. age and nationality (ibid). 
Transactional means that an incident that has been witnessed actually has occurred and time 
stamping is about verifying if documents have been modified (ibid).  
 
Monitor agents are, according to the authors, about process information based on monitoring 
of requests or status of tasks. Two main specializations are distinguished inventory and 
tracking and tracing agents (ibid). The inventory agent is responsible for the stock availability 
and to send requests for replenishment to buyer agents (ibid). Further the authors write about 
tracking and tracing agents who collect status information and monitor the status of product 
orders.   
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The authors conclude that a business engineering methodology can be very helpful for 
managers to evaluate the added value of electronic intermediary roles performed by their own 
organization or to evaluate the added value of the use of electronic intermediaries in their own 
trading processes. 
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2.3 Strategies for creating value 
Porter (2001) writes that it is important for a single company to gain a sustainable competitive 
advantage, in order to be more profitable than the average company. He declares that a 
competitive advantage can be low cost or premium price.  
 
These can be achieved in two ways:  
 

• Operational effectiveness means that the company does the same as the competitors 
but better (e.g. better technology, inputs, trained people, management structure). The 
author explains that the operational effectiveness is not a competitive advantage if the 
company cannot sustain the advantage on a better level compared to the competitors. 
This way of achieving a competitive advantage is rather difficult, according to Porter 
(2001), since competitors tend to act like copycats. That may lead to price competition 
that in turn undermines the industry profitability (ibid).  

 
• Strategic positioning, is defined by Porter (2001) as doing activities different form the 

competitors, which in turn deliver unique value to the customer (e.g. offering different 
features, services, logistical arrangements). He states that this way for achieving a 
competitive advantage is becoming more important, due to the fact that the operational 
effectiveness is difficult to sustain. Porter explains that in the strategic positioning, 
cost advantage or premium price is achieved by competing in a distinctive way, but 
also that the strategy involves a tailor made value chain that enable the company to 
offer unique value. He also explains that the strategic positioning is effective if the 
value chain is integrated. A competitor should not be able to gain the same advantage 
by copying one or two essential parts, they would need to copy the entire system 
(ibid). 

 
Porter (2001) suggests that strategic positioning can be achieved from six strategic steps: 
 

• Right goal, superior long-term return on investments. Poor strategies are built out of 
objectives as market shares and volume. 

  
• Value proposition, different from competitors. Strategy should define a way of 

competing that delivers unique value in a particular set of use for a particular set of 
customers. 

  
• Distinctive value chain, a sustainable competitive advantage is gained by performing 

with different activities than competitors or performs same activities in a different 
way. The steps of the value chain should be different from the competitors and tailored 
to a unique value proposition.  

 
• Trade-off, abandon some product features or services in the value chain in order to be 

unique. Being best at everything to all customers will result in lacking advantages. If 
not trade-offs are applied it may be easy for competitors to imitate the advantages 
without any sacrifices. 

 
• All elements a company does must fit together, activities must be reinforcing in the 

value chain. Fit increases advantage and makes it hard to imitate. It is hard to copy a 
whole system.  
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• Continuity of direction, means stand strong to the value proposition (even if missing 
opportunities), or else it may be difficult to develop unique skills. Improvements are 
necessary but strategic directions must guide them.         

 
Reading this give us a hint that a company need to find a sustainable competitive advantage in 
order to survive, and one way of doing that is, according to Porter (2001), by strategic 
positioning. Since the intermediaries suffering from disintermediation lack in some sort of 
value adding activities, strategic positioning or operational effectiveness may be ways of 
handling the situation. The options are many about what activities to add in order to create 
value and some concrete findings as Chaston (2001, p 59) describes is that one option for 
intermediaries is the development of a more entrepreneurial way that will offer more effective 
buying services for the customers. The author gives an example; as the customer contacts a 
single supplier (s)he will only receive information from that particular supplier. Here Chaston 
states that the intermediaries could offer the customer a wider search and gathering of 
information, and help evaluate the information to maximize the purchase for the customer. 
Also Janssen and Sol (2001) propose that “an intermediary might be able to provide a price 
discovery mechanism or acquire better knowledge of the market demand and supply 
characteristics”. Furthermore, the authors state that, “intermediaries can analyse consumer 
preferences and evaluate suppliers or they can supply marketing and customer demand 
information to suppliers”.   
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2.4 Strategic Options 
 
Directions for strategy development 
The figure 4 describes the extensive approaches of development directions, according to 
Jobber (1998, p 38), that a company can chose form for future directions for the business. The 
author also describes that this is called “strategic thrust” and the outcome of the matrix is 
what products and in which markets. There are overall four major directions according Jobber 
(1998, p 39) and Johnson and Scholes (2002, p 308): 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
Figure 4, directions for strategy development (source: Jobber (1998, p 38)) 
 
1. Market penetration or expansion/ protect or build 
Jobber (1998, p 39) writes that this strategy for a company is to take the existing products and 
sell to the existing markets with the attempt to increase the penetration. Johnson and Scholes 
(2002, p 310) explains that this strategy is an option which are concerning with protecting or 
building the present situation of the organization. Jobber (1998, p 38) describes that this is 
done by existing customers are getting more brand loyal, get new customers in the same 
market are buying our brand, making existing customers to use the brand more frequent or a 
larger quantity.  
 
2. Product development 
This strategy involves, according to Jobber (1998, p 39), increasing sales by improving 
present products or developing new products for current markets. Johnson and Scholes (2002, 
p 318) explain that there are several objectives a company has with product development, for 
example retailers follow the changing needs by introducing new product lines. The authors 
further describe that a core competences for successful organization is the ability to analyze 
and to realize a changing demand of a need of a customer group or client. Strategic 
development can, according to Johnson and Scholes (2002, p 318), be built around such core 
competences.  
 
3. Market development 
Jobber (1998, p 39) explains that this strategy is about selling existing products that are sold 
in different markets. Johnson and Scholes (2002, p 310) further explains that this can involve 
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extension into new market segment that are not currently served, development of new uses for 
existing products, and geographical spread either nationally or internationally.   
 
4. Diversification / enter new markets 
This strategy, according to Johnson and Scholes (2002, p 323) involves directions of 
development that will take the company away from its current products and present market at 
the same time. Jobber (1998, p 39) states that this strategy is the most risky, but might be 
necessary when a company’s current market and products provide small opportunities for 
future growth. This can be done, according to Johnson and Scholes (2002, p 323), by either 
use related diversification (“development beyond the present products and market, but still 
within the broad confines of the industry”) and unrelated diversification (“where the 
organization moves beyond the confines of its current industry”).          
 
Related diversification 
 
Vertical integration 
Chaston (2001, p 10) writes that the potential impacts of the Internet on the business-world 
are that it has the ability to cut costs, increase competition and improve the price mechanism. 
Chaston (2001, p 10-11) continues to describe that Internet in the business-to-business market 
are effecting operation costs, make it easier to locate the less expensive supplier, make supply 
chain management more efficient and firms are now able to significantly reduce inventory 
holding costs. The author likewise states that “it is also possible to evolve the proposition that 
emerging economies could be prime beneficiaries of e-commerce.” As the Internet tends to 
decrease the transaction costs and economies of scales becomes possible through vertical 
integration, there is imaginable that the optimal size of an organization of tomorrow could 
decrease (ibid).  
 
According to Dwyer and Tanner (2002, p 53) is vertical integration “bringing a function or 
technology within the boundary of the firm, assures continuity in the relationship because 
suppliers are now hierarchically connected employees.” Johnson and Scholes (2002, p 326) 
state that vertical integration “describes either backward or forward integration into adjacent 
activities in the value chain.” The authors continue to describe that backward integration 
refers to the activities that are involved with the input to a company’s present business (with 
other words; further back in the value chain). Johnson and Scholes explain as well that on the 
other hand that forward integration refers to activities that are involved with the output to a 
company’s present business, further forward in the value chain. Kotler (2000, p 247) writes 
that companies often can benefit from vertical integration and the author continues to describe 
that vertical integration makes it possible for companies to lower cost and increase the share 
of the “value-added stream”. Johnson and Scholes (1999, p 173) state that the practically 
difficulties and costs when trying to coordinate an extensive range of internal operations can 
outplay the theoretical advantages. According to Kotler (2000, p 247), more and more 
companies question how vertical they should be, and increasingly more companies are 
outsourcing activities to specialists.   

 
Horizontal integration 
According to Johnson and Scholes (2002, p 326) refers horizontal integration to “development 
into activities which are competitive with, or directly complementary to, a company’s present 
activities.”      
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Unrelated diversification 
Johnson and Scholes (2002, p 330) explain that unrelated diversification can be defined as 
“where the organization moves beyond the confines of the current industry.” The author 
continues to describe that this term really needs to be divided into three categories. The first 
one may involve extension for a company into new markets and new products by exploiting 
the current core competence of the company (ibid). Johnson and Scholes (2002, p 330) 
explains further more that the second one of the categories is that diversification in some 
cases, by the exploitation of a company’s core competencies, may go beyond the simple way 
of moving into existing markets but also the creation of genuinely new markets. The third, 
and last one, is the most extreme form of unrelated diversification where a company develops 
new competencies for new market opportunities and is less common used compared to the 
two above (ibid).  
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2.5 Alternative methods of strategy development 
Jobber (1998, p 540) writes that options for a company to strengthen their position on the 
market are to merge with or acquire competitors. 
 
Acquisitions 
Johnson and Scholes (2002, p 337) state that acquisition is “where an organization develops 
its resources and competencies by taking over another organization.” An advantage of 
acquisitions is that it allows organizations to enter new markets or product areas rapidity 
(ibid). The authors further describes that acquisitions might be the only options in some 
business, successfully entering a new market, when the market is changing in such speed that 
internal development is to slow. Johnson and Scholes also explain that another reason for 
acquisition is that companies initially might lack competencies to develop further internally. 
The competitive situation of a market is another reason for companies to choose acquisition 
(ibid). The authors explain as well that acquisition can be an option when an established 
supplier acquire a competitor to gain more market shares (the competitor’s customers) or to 
liquidate the competitor with the intent to reinstate balance of the supply and demand where 
to gain a more beneficial situation. 
 
Merges 
Reasons for merges, according to Johnson and Scholes (2002, p 339), might be the similar as 
with acquisitions, though this is an outcome of companies coming mutually together 
deliberately. Jobber (1998, p 540) explains that by joining company’s forces synergy among 
the participants in a merge are gained in production, purchasing, financial, marketing, 
research and development, and as well avoiding costly marketing combats. The author further 
describes that when companies merge this might give the possibility for the companies to gain 
the scales of operation that might be required in a more competitive environment. In 
marketing terms a merge and acquisition means a boost in sales and if the companies involved 
in the merge are active in the same market, an increase in market share is also expected (ibid).  
 
Joint Developments and Strategic alliances  
Johnson and Scholes (2002, p 340) define joint development as “where two or more 
organizations share resources and activities to purchase a strategy.” The authors further 
explain the joint development has become increasingly popular due to the more complex 
environment and difficulties for companies to cope with alone. Jobber (1998, p 542) writes 
that alliances still keep a certain degree of flexibility, for the companies involved, which 
differs from merges and acquisitions. Johnson and Scholes (2002, p 339) explain as well that 
there are a wide range of different joint developments and alliances, from very close internal 
relationships to extremely loose informal networks. Doyle (1998, p 433) states that high 
performance among companies is depending on the building of networks and alliances with 
outside partners to produce mutual benefits. Jobber (1998, p 542) further writes that a major 
incentive for forming strategic alliances is that the companies involved share development 
costs and taken risks, further more a strategic alliance might be the initial phase for a merge or 
acquisition. The author states as well that a key factor for success in strategic alliances is that 
the parties have the aspiration and capability to learn for the strategic alliance partner.    
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2.6 Business process redesign  
In order to handle the threat of disintermediation the whole or parts of the organization’s 
processes may need to be redesigned. This theory is covering the topic business process 
redesign.  
 
Davenport and Short (1990) write about the business process redesign (BPR), which they 
explain as “the analysis and design of work flows and process within and between 
organizations”. The business process is defined as the tasks performed to achieve a defined 
business outcome (ibid). If a company wants to improve its quality of operations it has to take 
the whole process into consideration not only a particular task of the business function (ibid).  
 
The authors suggest five steps to follow in order to redesign an inefficient or ineffective 
business process: 
 

1. Develop business vision and process objectives; meaning the entire process should be 
built on a foundation containing a specific business vision and related objectives. The 
objectives can be: 

 
• Cost reduction 
• Time reduction 
• Output quality 
• Quality of worklife/learning/empowerment 
  
2.  Identify process to be redesigned, there are two ways of doing this: 

 
• Exhaustive approach – meaning that all processes in the company are identified and 

then prioritized in order of redesign urgency. This may be very time consuming.  
• High-impact approach – the process that is most important or most in conflict with the 

business vision and process objectives is identified.   
 

3. Understand and measure existing processes – this must be done before redesigning 
them in order to understand them. Problems that are understood will not be repeated 
and accurate measurement becomes a foundation for future improvements.  

 
4. Identify IT levers, the IT should influence the redesign in an early stage. 

 
5. Design and build a prototype of process – process designs, after an agreement with 

owners and stakeholders, would be implemented on a pilot basis and examined for 
problems. When received final acceptance, full implementation should be done.  
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3. Frame of reference  
The frame of reference will contain a wide overview of the theories and a discussion of how 
we argued when justified and excluded among the them. Further on a discussion concerning 
development of our research questions will follow, which purpose is to help answering the 
research problem. As a final step in the frame of reference, an operationalization of the most 
important key words will take place.   
 
3.1 Discussion towards the frame of reference 
As discussed in chapter one, the key to solve disintermediation situations for intermediaries is 
having a proposition where the value contributed to the value chain is larger than the related 
costs. This is the underlying foundation leading towards the frame of reference. We will 
justify selected parts from the theory chapter, which we consider be the most essential, below. 
This will result in the frame of reference. We consider that the theories can be divided into 
two clusters based on their characteristics; theories concerning where to find value in the 
organization and theories concerning how to achieve those values.  
 
Giaglis, Klein, and O’Keefe (2002) have developed a model concerning potential roles of 
intermediaries in the traditional and the electronic marketplace. This model gives information 
about where an intermediary locates value in the value chain. Specific parts have been 
selected from the theory chapter in order to fit our purpose, how an intermediary can handle 
the threat of disintermediation. We will treat how intermediaries can gain value in both 
traditional and electronic markets. The distinct disintermediation scenario for intermediaries, 
on the electronic market, will not be treated in the frame of reference since it allows no 
options for the intermediary to handle the threat – the outcome is already given. Nor will 
institutional infrastructure be treated in the frame of reference since we consider that its 
possibilities for adding value in the resort/visiting industry are limited. We will focus on the 
possibilities for reintermediation and cybermediation on the electronic market and the 
functions purely performed by intermediaries on the traditional market, which may be 
potential ways for locating value-adding areas for the intermediary. Also essential parts from 
the theory by Janssen and Sol (2000); business engineering methodology supporting 
identification and evaluation concerning various value chain configurations for intermediaries 
in the electronic value chain, will be treated. Those theories consist of four agents and are 
selected in order to provide deeper knowledge about locating value adding activities when 
matching buyers and sellers. The remaining agents in the business engineering methodology 
theory are of no further interest for our study, since we can not see any clear connection 
between them and locating value.   
 
As stated in the theory chapter several theories concerning strategies and strategy 
development are presented. In the frame of reference we only select the theories we locate to 
be the most central and important for intermediary organizations to apply when facing the 
threat of disintermediation. First of all we consider Porter’s (2001) theory concerning how a 
single company can gain a competitive advantage to be of importance and most of all the 
second aspect regarding strategic positioning; value proposition and distinctive value chain. 
We believe that these theories to be applicable and useful on intermediaries in a traditional 
market as well as in an electronic market. Regarding the theory mentioned above a company 
needs to find a sustainable competitive advantage in order to survive, and one of the best ways 
of doing that is, according to Porter (2001), by strategic positioning. Since the intermediaries 
suffering from disintermediation lack in some sort of value adding activities, strategic 
positioning may be a way of handling the situation.   
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The next part in the theory chapter concerns directions for strategy development, also named 
“strategic thrust”. We choose to select only parts of the matrix presented in the theory. What 
we believe to be the most important parts of this theory concerning intermediaries facing the 
threat of disintermediation is the diversification part and the part of related diversification and 
unrelated diversification. The related diversification part consists of different integration 
alternatives; vertical and horizontal integration. We consider these integration alternatives to 
be one possible option for intermediaries to help them create value or strengthen their position 
in the value chain to defend them selves from the problems concerning disintermediation. The 
horizontal integration may also in some cases be an option to manage the threat if the market 
situation has the characteristics to support an action like this.      
 
The theory part of alternative methods of strategy development do we also consider to be of 
importance. The reason for this is that the theory is connected to the part above concerning the 
different integration alternatives. The theory concerning merges and joint development and 
strategic alliances is also of relevance. When these alternatives often are less comprehensive 
to perform, compared to acquisitions, but can still be an option for intermediaries to reinforce 
their position in the value chain or support them to crate value in order to cope with the threat 
of disintermediation. 
 
The theory presented in the theory chapter concerning business process redesign do we not 
consider to be of that great importance in this thesis because to include this theory in the 
research questions would make this paper to extensive. This theory do we somewhat reflect 
on to be a foundation or underlying theory that support the other strategies during 
implementation but as earlier mentioned this would first of all make the thesis to extensive. 
Second of all the problem area can, according to us, be reached though excluding this theory.    
 
In the table 4 below an overview of all theories presented in the theory chapter are displayed. 
This table is made to easier grasp the content of the whole theory chapters with all of the 
different aspects. As mentioned above we, consider that the theories can be divided into two 
clusters based on their characteristics; theories concerning where to find value in the 
organization and theories concerning how to get to those values. This division of the theories 
is also utilized in the table below. In the striving toward a frame of reference we first of all 
made the tale below to make the theory chapter more obvious and second of all we marked all 
the parts of the theories that would be excluded in the frame of reference in the colour grey.  
 
 
  



 29

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Table 4, A brief overview of the theories presented in the theory chapter. 

Locating values 
 
Contingency model – Giaglis, Klein, and O´Keefe 
(2002) 
Matching buyers and sellers 

• Determination of product offerings 
o Personalization of products/services 
o Product/service bundling 
o Disaggregation of product components 
o Demand aggregation 

• Searching 
o Higher search costs for buyers 

• Price discovery 
o Redistribution of mechanisms between 

markets 
o New price discovery mechanisms 

Facilitation of transaction 
• Logistic 

o Lower costs for digital products 
o Economies of scale and logistics 

expertise 
• Settlement 

o Increased need for trust 
o New payment mechanisms 

• Trust 
o Increased requirements for monitoring 

and protection 
Institutional infrastructure 

• Legal and regulatory 
o Institutional support for electronic 

markets 
 
Business engineering methodology – Janssen and Sol 
(2000) 

• Organizational agents 
o Seller agent 
o Buyer agent 
o Resource agent 

• Intermediating agents 
o Information agent 
o Content agent 
o Collaborative agent 
o Constraint agent 
o Translation agent 
o Coalition agent 
o Matching agent 
o Multi-attribute agent 
o Auction agent 
o Allocation agent 
o Contracting agent 
o Workflow agent 
o Trusted agent 
o Monitor agent 

How to achieve the values 
 
Gain sustainable competitive advantage - Porter 
(2001) 
• Operational effectiveness 
• Strategic positioning 

o Right goal 
o Value proposition 
o Distinctive value chain 
o Trade of 
o Fit 
o Continuity of direction 

 
Directions for strategy development - Jobber 
(1998), Johnson and Scholes (2002) 
• Market penetration or expansion/ protect or build 
• Product development 
• Market development 
• Diversification / enter new markets 

o Related diversification 
 Vertical integration 
 Horizontal integration 

o Unrelated diversification 
 

Alternative methods of strategy development - 
Jobber (1998) 
• Acquisitions 
• Merges 
• Joint developments and Strategic alliances 

 
Business process redesign - Davenport and Short 
(1990) 
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In the frame of reference (table 5) we have only included the parts of the theories that we find 
to be of relevance to our problem area. The grey marked parts from table 4 are excluded in 
this table 5. We have still divided the theories into the two clusters that we brought up in the 
previous section. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Table 5, The frame of reference. 

 
 
 
 
 
 
 
 
 

Locating values 
 
Matching buyers and sellers: 

• Determination of product offerings 
o Product /service bundling 
o Demand aggregation 

 Coalition agents 
 Multi-attribute agents 

• Searching 
o Higher search costs for buyers 

 Information agents 
 Collaborative agents 

• Price discovery 
o Redistribution of mechanisms 

between markets 
o New price discovery mechanisms 

Facilitation of transaction 
• Logistic 

o Economies of scale and logistic 
expertise 

• Settlement 
o Increased need for trust 
o New payment mechanisms 

• Trust 
o Increased requirements for 

monitoring and protection 

How to achieve the values 
 
Gain sustainable competitive advantage  
• Strategic positioning 

o Value proposition 
o Distinctive value chain 

 
Directions for strategy development  
• Diversification / enter new markets 

o Related diversification 
 Vertical integration 
 Horizontal integration 

o Unrelated diversification 
 
Alternative methods of strategy development  
• Acquisitions 
• Merges 
• Joint developments and Strategic alliances 
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3.2 Discussion towards research questions 
The purpose of the research questions will be helping us answer the research problem. We 
must consider what type of and how many questions we need to develop in order to cover up 
the whole research problem. When reading the research problem “how can intermediaries, 
that face the threat of disintermediation, from the changing business environment as an 
outcome of e-commerce, manage and avoid this obstacle?” we consider that there are two 
main sub questions to answer; where can the organization locate the value and how to achieve 
those values? This is also how we have divided the theories in the frame of reference. The 
figure 5 below shows how we will divide the research problem into sub questions.    
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 5, Dividing the research problem  
 
The company needs some sort of value to offer in order to manage disintermediation, this is 
already stated in the introduction chapter. Our reasoning is that the company needs to find a 
suitable value to add and find a way to reach this value, this is our opinion about how a 
company can avoid disintermediation. This is also what will be the base for our research 
questions.  
    
3.2.1 Research questions 
 

• How are the potential value adding activities for intermediaries, facing the threat of 
disintermediation, characterized in the visiting/resort industry1? 

 
• How can intermediaries within the visiting/resort industry1, facing the threat of 

disintermediation, handle the threat by using methods of strategy development? 
 
 
 
 
 
 

                                                            
1 See 4.6 Sample selection for more information for selecting this industry. 
 

How can intermediaries, that face the threat of disintermediation, 
from the changing business environment as an outcome of e-
commerce, manage and avoid this obstacle? 

Where to locate value? 

How to achieve the value?
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3.3 Operationalization 
The figure presented below will show the core concept of research questions and how they are 
taken from the dimension aspect to an operationalization level.  In order to answer our 
research questions the operationalizational level will help us identifying the different activities 
connected to strategy and value adding.    
 
Dimension Concept Conceptualization Operationalization 

Matching buyers and sellers Activities for uniting buyers 
and sellers with focus on 
determination of product 
offerings, searching, and 
price discovery, both on 
traditional and the electronic 
market. 

Identify activities 
connected with bundling, 
aggregation, search costs, 
redistribution of 
mechanisms, and new 
price mechanisms on the 
electronic marketplace or 
corresponding activities 
on the traditional market. 

 
 
 
Potential value adding 
activities 

Facilitation of transaction  Activities to ease 
transactions with focus on 
logistics, settlement, and 
trust, both on traditional and 
the electronic market. 

Identify activities 
connected with logistic 
expertise, need for trust, 
payment mechanisms, and 
monitoring on the 
electronic marketplace or 
corresponding activities 
on the traditional market 

Horizontal integration 
 

Organizations perform 
merges, acquisition, joint 
development, strategic 
alliances to integrate 
sideways, horizontal 

Identification of activities 
that can be connected to 
merges, acquisition, joint 
development or strategic 
alliances on a horizontal 
level  

Vertical integration Organizations perform 
merges, acquisition, joint 
development or strategic 
alliances to integrate 
forward or backward in the 
value chain 

Identification of activities 
that can be connected to 
merges, acquisition, joint 
development or strategic 
alliances on a vertical 
level 

 
 
 
 
 
Methods of strategy 
development 

Strategic positioning Organizations achieve 
competitive advantage by 
performing activities 
different from the 
competitors 

Identification of activities 
concerning positioning  

Table 6, Operationalization of internal methods of strategy development 
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4. Methodology 
In this chapter we will describe what methods we applied to answer our research questions. 
We will motivate and clarify the reasons to the chosen methods and how we applied these in 
the collection of empirical data. We will as well outline what research strategy we utilized 
and the reasons for this selection. Further on a description of our literature study and method 
for collecting data will follow. Finally we bring up eventually problems that might occur 
when conducting the research that might lead to a misleading result.  
 
 
4.1 Research purpose 
According to Lundahl and Skärvad (1999, pp 46) are there different purposes when 
conducting a research. The authors continue to describe that it exists five different research 
purposes; exploratory, descriptive, explanatory, diagnostic and evaluation.  
 
Our thesis leans towards an exploratory research purpose, since the problem formulation “how 
can intermediaries, that face the threat of disintermediation, from the changing business 
environment as an outcome of e-commerce, manage and avoid this obstacle?” tend to need a 
deeper investigation in order to get an understanding of the phenomenon, this is in line with 
what Jacobsen (2002, pp 70) states characterize an exploratory research. Other statements 
strengthening our beliefs about the thesis ending up in an exploratory research purpose is that 
the thesis´ theory chapter reveals what is earlier known in the research area and also that the 
problem formulation can be interpreted as a hypotheses. It is Lundahl and Skärvad (1999, p 
47) who have stated these directions for a thesis being characterized by exploratory research. 
We mean that the problem formulation is a kind of a hypothesis since we in the question 
consider the intermediaries being able to handle the problem even if it is not proved they can. 
Further information pointing at this thesis will end up in an exploratory research purpose is 
that Lundahl and Skärvad (1999, p 47) explain that expert interviews, literature review and 
uncomplicated oriented case studies often are used in exploratory researches. Our thesis 
contains a literature review and our research strategy will be applied as a case study. Another 
interesting view when identifying the research purpose is that an explanatory research often 
has, according to Lundahl and Skärvad (1999, p 48), an aim for statistically test hypothesizes. 
Therefore we can eliminate the explanatory research purpose since we have no intention using 
statistics as a base in our research. All factors above are pointing towards the same direction, 
the thesis are characterized by being an exploratory research.  
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4.2 Research Approach 
According to Eriksson and Wiedersheim-Paul (1999, p 63) there are often more than one 
approach to apply when collecting information. The research approaches to apply are 
quantitative research approach and qualitative research approach, and there are of course 
combinations of the approaches that are placed in between (ibid). Jacobsen (2002, p 34) 
explains that there is a disagreement concerning what data collecting strategy that are most 
suitable to explain the reality. He evolves this discussion with that there are two strategies to 
be applied; deductive and inductive.   
 
4.2.1 Qualitative or quantitative approach? 
According to Jacobsen (2002, p 56), the presentation of the problem should navigate the 
research approach. An exploratory problem will result in a method offering many variations, 
focusing few units (ibid). An explanatory problem will end up in a method catching the 
frequency of a phenomenon, focusing on many units (op cit, 57). The fact that the thesis is 
characterized by an exploratory problem formulation, gives us guidelines towards a 
qualitative research approach. Also, due to the complex nature of the subject and the research 
questions stated, we can draw the conclusion that this thesis will end up utilizing a qualitative 
research approach. The research approach will also, considering the formulation of the 
research questions, make us understand the actions of individuals and groups or relate 
different phenomena, which are one of the main characteristics for a qualitative research 
approach according to Lundahl and Skärvad (1999, p 101). Reasons strengthening that the 
thesis not will be conducted as a quantitative approach are that the approach mainly focuses 
on measurement in order to describe (op cit, 94). We consider the above discussion pointing 
towards the thesis ending up in a qualitative research approach.  
 
4.2.2 Inductive or deductive data collection strategy? 
Our thesis will be based on a deductive data collection strategy, where we will develop 
expectations founded on earlier written theories about strategies for building value and where 
to add value adding potential, which is in line with Jacobsen’s (2002, p 34) definition of 
deductive data collection. Then we will match our expectations with the reality, by study the 
empirical environment and see if the intermediaries’ actions correspond with any of our 
theories. We do not consider the inducting data collection strategy to be applicable on the 
thesis since it means collect relevant data from the reality without any expectations and then 
form the theories from the observations (op cit, p 35). 
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4.3 Research Strategy 
This thesis has the aim to investigate few research units due to the fact that our problem 
formulation demands a detailed investigation in order to be of significance, therefore a case 
study appears to be the most appropriate research strategy to apply. This reasoning is based on 
Denscombe’s (2000, p 41) discussion about case study involves the researcher using few 
research units to study in more detail. Another reason for conducting the case study is that we 
will apply an empirical study in the thesis and strive for highest possible quality in the 
outcome. This discussion is based on Eriksson’s and Wiedersheim-Paul’s (1999, p 103) 
reasoning about its good ability to investigate what has already happened and its ability to 
communicate with the reality. There are also certain guidelines pointing at conducting a case 
study, the research questions are formulated by asking “how” in a deeper understanding and 
the data we intended to assemble are of qualitative characteristics, which lean towards a case 
study. This statement is based on the figure below made by Yin (2003, p 5), where we 
focused on the indicated area dealing with focusing on form of research questions since that 
give us rich information about what research strategy to apply. 
 
According to Denscombe (2000, p 9) there are several research strategies and some that are 
more appropriate when stating certain research questions. Yin (2003, p 5) explains that three 
conditions exist when to use each strategy; (1) the type of research questions posed, (2) to 
what extent an investigator has the control over actual behavioral events and (3) the focus on 
contemporary or historical events (see the table 7 below).  
 
Strategy Form of research questions Requires control of 

behavioral events? 
Focuses on contemporary 
events 

Experiment How, why? Yes Yes 
Survey Who, what, where, how many, how 

much? 
No Yes 

Archival 
analysis 

Who, what, where, how many, how 
much? 

No Yes/No 
 

History How, why? No No 
Case study How, why? No Yes 
Table 7, Relevant situations for different research strategies. (Yin 2003, p 5) 
 
Further Lundahl and Skärvad (1999, p 51) explain that case studies have a limited importance 
in quantitative research method but have great significance within qualitative research 
method. Since we already stated our research approach as qualitative, the case study seems to 
be the most appropriate strategy. 
 
There are more reasons strengthening our conclusion about a case study is a prioritised 
research strategy to apply. Yin (2003, p 10) describes that a survey can be applied when the 
research questions is characterized by “what”, “who” and “where” or their derivatives – “how 
many and “how much”. This discussion eliminates the possibility ending up in a survey 
strategy since our questions are characterized by “how”-questions investigating a deeper 
meaning of the phenomenon.   
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4.4 Literature study 
Before we started searching literature we set down and discussed what theories that we might 
find relevant to our thesis and our research problem. The literature, in form of books, is 
exclusively borrowed from the library of Luleå University of Technology. We performed a 
data base search via the library and the search engines Lucia, Libris and Bibdia. We did as 
well an extensively search for articles though the search engines Emerald and Ebsco. The 
words, which where the base of our literature search, we used in the search engines were; 
disintermediation, value chain, supply chain, channel, conflict, distribution, intermediaries, 
Internet, e-commerce, integration and reintermediation. Our literature study is mainly based 
on literature and articles 
 
4.4.1 Data Collection Method  
Dahmström (1996, s 51) writes that the starting-point for data collection methods such as 
inquiries, observations, and interviews is that the data that are necessary to its purpose 
frequently are missing and are not available. 
 
Due to the relatively complex issue, we needed to construct complicated questions to use 
during the data collection. This is one of the main reasons to why we selected to conduct 
personal interviews as data collection methods. The interview was based on our interview 
guide (Appendix 1), which gave us a more open discussion with the respondent. The 
discussion below will strengthen our choice of data collection method. Personal interviews 
can, according to Eriksson and Wiedersheim-Paul (1999, p 86), be useful when asking 
complicated questions, especially if the respondent has received the questions in advance. 
Dahmström (1996, p 60) explains that one of the advances with the use of personal interviews 
as data collection method is that it enables a larger quantitative of questions and more 
complicate questions can be asked compared with other data collection methods, which we 
considered important when conducted a deeper investigation. Eriksson and Wiedersheim-Paul 
(1999, p 86) further explains that personal interviews are a controlled form of interviews 
where the interviewer can use the body language to create more expressed answers and that 
the questions asked can be followed up. 
 
Telephone interviews are, according to Dahmström (1996, p 63) the fastest way of collecting 
data and similar to personal interviews, in telephone interviews the interviewer have some 
possibilities to participate to make the answers have higher quality than when applying other 
form of data collection methods.      
 
We also made an agreement with the respondents that we could contact them by phone or e-
mail in order to follow up questions that we were not satisfied with.  
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4.5 Method problem 
There might be some problems when bringing empirical data into the theoretical framework, 
according to Eriksson and Wiedersheim-Paul (1999, p 38). Here the authors state that there 
are two main terms, validity and reliability.  
 
Eriksson and Wiedersheim-Paul (1998, p 38) explain that validity is about how well the 
measurement tool measures what it is supposed to measure. With that in our mind we guided 
the respondents through the interview guide before we launched the interview, in order to 
prepare him for what type of questions that we would ask. We also explained some of our 
main terms in order to make the respondent understand our questions in a correct way. We 
also tried to construct our questions to really get the answers we wanted according to our 
research questions.  
 
Eriksson and Wiedersheim-Paul (1998, p 103) state that reliability concerns how stabile and 
precise the outcome will be from the measurement tool. With this statement in remember we 
used a tape recorder during the interview in order remember valuable information, but also to 
not interrupt the interview with taking notes. We were aware of the risks that this may have 
created an atmosphere characterized by formality and presence for the respondents. Further 
we tried to act as objective as we could, not mixing our own values and attitudes into the 
result.  
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4.6 Sample selection 
To answer our research problem we were forced to find respondents within an industry that 
had the characteristics of intermediaries facing the threat of disintermediation. As mentioned 
in the introduction of this thesis, Chaston (2001) explains that the airline travel industry is a 
good example on a sector that has started to be disintermediated. We had this statement in 
mind when searching for potential industry to conduct our case study on. After an extensive 
search we concluded that the airline travel industry is a good example of an industry that 
actually has started to be disintermediated.  
 
Though the airline travel industry, as Chaston mentioned above, was in our case the main 
target. Due to the fact that this thesis has a few but important limitations that we had to take 
into account, the selection of industry, company, and respondent also effects from this 
restriction. The limitations that we had to take into account were among others; time 
limitations, financial limitations, and limitations concerning the extent of this thesis. These 
limitations resulted in that the airline travel industry was out of reach for our study as a 
consequence of the given limitations. We likewise concluded that the empirical research of 
the thesis was limited to be conducted on a regional geographical location. When 
investigating the potential of the airline travel industry we discovered indications that there 
was more than the airline travel industry that faced the threat of disintermediation in the travel 
business. We analyzed the distribution chain of the travel market and observed indications 
that this market, not only the airline industry, has the potential of bring disintermediation to 
reality. To determine if our indications had some significance we contacted Håkan Landström 
working as a project leader within small-scale tourism development (småskalig 
turismutveckling) in a project called Laponia. The conversation resulted in that Mr. 
Landström confirmed some of our expectations of the situation of the travel industry and gave 
of plenty of information. He explained that the disintermediation phenomenon is somewhat 
common in travel industry in the local and regional geographical area of Norrbotten. Mr. 
Landström recommended us to contact Tomas Jönsson at Incoming Nordkalotten – Konfaktiv 
AB, who was familiar in the subject of both disintermediation and the local and regional 
travel industry. He also recommended us to contact Destination Kiruna AB, which is the other 
incoming operator in Norrbotten. When we contacted Mr. Jönsson he recommended us to 
study Exportguiden (Sveriges Rese- och turistråd, 2001) to gain deeper knowledge of the 
Swedish travel industry and the potential of disintermediation. The Exportguiden is written by 
the Swedish travel and tourism council, targeting Swedish companies dealing with tourism 
and aiming for markets on the international arena.  
 
The figure 6 below shows the different actors within the visiting/resort industry as we refer to 
it in this thesis. The industry consists of, from the bottom of the model and up, the different 
suppliers (leverantörer), product coordinators (produktsamordnare), incoming operators 
(incomingoperatörer), foreign travel arranger (utländska researrangörer), foreign travel 
agency (utländska resebyråer) and the final customer (slutkunder). The two companies 
participating in our study are both incoming operators, acting at different levels within the 
visiting/resort industry. 
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Figure 6, Different actors within the visiting/resort industry, (source: Exportguiden, 2001)  
 

The Exportguiden gives us indications that potential disintermediation situations exist within 
the industry. If reading between the lines we can see that the export guide carefully mentions 
potential areas where Internet fill a function, but on the other hand it gives advice for not pass 
the middleman. We get the feeling that the export guide wants to defend the intermediaries 
from disintermediation but at the same time inform the producers about the Internet 
possibilities. By reading the material the export guide has provided us with the beliefs that 
disintermediation occur or may occur within the industry, and therefore it is also an attractive 
industry to do our study within. 
 
Later on after studying the Exportguiden and after another conversation with Mr. Jönsson we 
concluded that Incoming Nordkalotten – Konfaktiv AB was a potential respondent to our 
study, since our intention is to study the intermediary’s situation in the changing business 
environment due to e-commerce. Incoming Nordkalotten – Konfaktiv AB is an incoming 
operator that is active in the resort/visiting industry in Norrbotten. The company is one of 
several intermediaries in this industry and it works as a co-ordinator between the customers 
and the producers. When talking to Mr. Jönsson he also confirmed that Destination Kiruna 
AB is a similar company located in Norrbotten. These are the two and only incoming 
operators in Norrbotten region. The respondents will be further described in the following 
chapter.    
 
As mentioned above in the part of data collection method, the personal interviews are the 
most appropriate alternative to apply when facing a complex interview. Though we had 
settled a personal interview appointment with Mr. Dan Björk general manager of Destination 
Kiruna AB, Mr. Björk requested a telephone interview instead. Of course we agreed on this 
form of interview, and it was conducted the 26th of November 2003. A personal interview was 
conducted with Mr. Tomas Jönsson sales manager at Incoming Nordkalotten – Konfaktiv AB 
in Luleå 5th of November 2003.  
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4.7 Data presentation and analysis 
After collecting the empirical data, we needed to encode it in a proper way in order to achieve 
the goals with our research. Our personal interviews were based on open questions in order to 
penetrate the problem deeply, this also resulted in that we could catch the respondents own 
view of the surrounding. The interviews were written down afterwards and we tried to 
identify the key reasons that could be consistent with our research problem and research 
questions. 
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5. Empirical study 
In the following chapter collected material from two case study companies will be presented. 
The empirical study contains the outcome of two interviews with respondents from the 
resort/visiting industry. 
   
5.1 Incoming Nordkalotten - Konfaktiv AB 
Tomas Jönsson is the sales manager of the company Incoming Nordkalotten - Konfaktiv AB. 
Incoming Nordkalotten - Konfaktiv AB has five employees and the location of the company 
is Luleå, Sweden and the owner of the company is NEX resebyrå. Incoming Nordkalotten AB 
and Konfaktiv AB merged in 2002 to create the company of today. Konfaktiv AB was 
originally a network towards the domestic hotels and entrepreneurs in the county of 
Norrbotten. Incoming Nordkalotten - Konfaktiv AB is active in the resort/visiting industry in 
Norrbotten. The target market besides Sweden is France, Spain, Germany, Belgium, 
Luxembourg, Netherlands, Great Britain, and Italy. The organizational structure is extremely 
flat with responsibility divided in different functions, which makes the organization very 
flexible. The business idea of the company can in a simplified way be formulated as selling 
and packing event conferences and activities. The formal business idea of the company is as 
following: “Incoming Nordkalotten - Konfaktiv is a destination and event company in Luleå 
with competent and motivated staff with close cooperation with hotels, activity companies, 
and the economic life, packaging and selling quality secure and logistically well planned 
meeting conferences and incentive arrangements customized to the final customers and travel 
agencies in Sweden and the rest of Europe.”  
 
Incoming Nordkalotten - Konfaktiv AB is originally an incoming company but is also 
functioning as product developer and product coordinator in the lack of entrepreneurial spirit 
of other suppliers and cooperation partners.  
 
On a regional level Incoming Nordkalotten - Konfaktiv AB is occasionally facing the final 
customer directly but on a national and international level the company is often one of several 
intermediaries.  This makes the situation complex for the company with five employees that 
are working towards six countries in Europe. The competitive situation for Incoming 
Nordkalotten - Konfaktiv AB is complicated when sometimes another incoming company or 
travel agency in one cases are a competitors but in other cases the same companies might be 
partners, depending much on what the customer requests. Incoming Nordkalotten - Konfaktiv 
AB is the only incoming company in Luleå, though the major competitors on a domestic level 
are travel agencies that offer similar offerings. 
 
Incoming Nordkalotten - Konfaktiv AB has different Internet tools and questionnaire models 
that the customer can use on the company’s home page. The tools and models are an attempt 
from the company to tailor the upcoming experience for the customer on an early level. 
 
Incoming Nordkalotten - Konfaktiv AB is facing disintermediation from the local producer 
and Mr. Jönsson explains that the company has no exclusiveness contracts with the producers 
involved. He sees this disintermediation as a threat to a certain level. Mr. Jönsson further 
explains that Incoming Nordkalotten - Konfaktiv AB tries to be useful in the function toward 
the customer and the producer and explains that there should be a mutual triple win situation 
for all the three parts involved. The philosophy of Incoming Nordkalotten - Konfaktiv AB is 
that all parities involved should benefit from the cooperation. The customer saves time, the 
producer gain more customers and saves time and the incoming company earns profit in this 
deal. The local producer gain value from the incoming company's contact network and their 
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knowledge of the different customer demand because the constant interaction with the market. 
The main value adding activity in Incoming Nordkalotten - Konfaktiv AB is through 
bundling. 
 
The risk of disintermediation, Mr. Jönsson clarifies, is less obvious the longer the 
geographical distance to the final customer is. This phenomenon occurs, among other 
variables, because the final customer faces more difficulties to find the most efficient rout to 
the destination and the lack of knowledge of the producers in the location. 
 
According to Mr. Jönsson there is an up-going trend toward more use of Internet as a media 
when booking hotels. He believes that the future leans toward more use of Internet use when 
booking flight tickets and accommodation. 
 
Incoming Nordkalotten - Konfaktiv AB has not the same price as the producer of a specific 
service offered to the final customer. If the price provided from the producer is low on a 
specific service and there is no net profit to benefit from, the cooperation with the domestic 
producer and Incoming Nordkalotten - Konfaktiv AB is working on commission instead. On 
the domestic market Incoming Nordkalotten - Konfaktiv AB are trying to work on 
commission with the producer to avoid the problems with disintermediation, because the 
lower price incentive for the customer to purchase the offer directly from the producer is not 
of relevance with this approach. Mr. Jönsson explains that customers sometimes contacts the 
company to gather price and information of a certain destination and then contacts the 
producer directly and compares the price. Incoming Nordkalotten - Konfaktiv AB has specific 
contracts with all their producers. 
 
Mr. Jönsson explains that Incoming Nordkalotten - Konfaktiv AB is not striving to a larger 
extent to claim that the company perform better in any specific process than the competitors. 
Incoming Nordkalotten - Konfaktiv AB is creating value by positioning them self on the 
market. Mr. Jönsson describes that one very important aspect in the Incoming Nordkalotten - 
Konfaktiv AB’s industry is providing the offer from a safety point of view. This safety aspect 
has increasingly more important now a day due to tragic accidents and case of illness. The 
strategy positioning of the company to create value is built upon the location of the company, 
the northern part of Sweden. Incoming Nordkalotten - Konfaktiv AB has created a new 
registered trademark in their service offering named ICE TO MEET YOU ©. This is a new 
concept of using and exploiting the already existing natural recourses that Norrbotten 
possesses and offer these unique opportunities to the final customer. As Mr. Jönsson with own 
words explains “take what is for free and capitalize it”. ICE TO MEET YOU © as a concept 
was introduced the winter 2003. The positioning is concerned to provide different bundled 
offers that the final customer tailor to a certain extent, ranging from a spectacular dinner 
directly on the frozen sea to a snow mobile safari in the frozen archipelago including guiding. 
The positioning is mainly today towards the winter season.  
 
The value provided to the customer is the network that Incoming Nordkalotten - Konfaktiv 
AB possesses and can offer several different activities that different producers produce to the 
final customer, to be compared to the local producer that sometimes only have one activity to 
offer.  
 
Mr. Jönsson explains that the distance customers often arrange air travels by themselves and 
that Incoming Nordkalotten – Konfaktiv AB can arrange train or bus travels. He also tells it is 
important cooperate with companies that solves difficulties with the physical transport. 
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Incoming Nordkalotten – Konfaktiv AB is also building safety parachutes in their 
programmes if something goes wrong.  Another security for the customer is the law that 
regulates travels. Mr. Jönsson also explains that the logistic part is very important in order to 
live up to the expected quality. 
  
Mr. Jönsson considers the transaction security to be very important since it involves big 
money and is binding. He also explains that an electronic payment system would be good, but 
since most of Incoming Nordkalotten – Konfaktiv AB’s customers are situated in countries 
with less developed banking systems when it comes to IT. Many modems and Internet 
connections are too old.   
 
Further Mr. Jönsson explains that Incoming Nordkalotten – Konfaktiv AB has the ability to 
negotiate volume discount on the traditional marketplace, but not on the electronic. It does not 
depend on the Internet as a tool, but which customer and which market they work with. Prices 
are also very seasonal. Mr. Jönsson believes that Internet may work as an underlying system 
providing information to the sell department.  
 
When it comes to information searching Mr. Jönsson consider www.norrbottenlappland.se to 
be a good option. The problem if building an on-line booking system covering all producers is 
to access the servers of all companies. Another factor preventing a system like this is that the 
market may not yet be mature dealing with modern technology. 
 
Mr. Jönsson also states that it is very hard matching supply and demand when it comes to 
prices, quality and delivery time. For example may the customer demand sporty activities, but 
sporty activities can be divided in many subgroups and is not easy to define.     
 
Incoming Nordkalotten - Konfaktiv AB is an intermediary both on the traditional market and 
the electronic market. The company is on both markets using expertise to offer a unique 
bundled offer to the final customer. Some expertise comes from their experience from the 
market and their competencies some of the expertise comes from information input from 
statistically data and others from environmental observation. Overall, Mr. Jönsson explains 
that, Incoming Nordkalotten - Konfaktiv AB takes a greater responsibility toward the 
customer than the producer does. Due to the expertise in different areas within the company it 
can act more distinct on the markets and it is more difficult for the producer to disintermediate 
the company.  
 
Incoming Nordkalotten - Konfaktiv AB works with information input from several different 
sources, among other SCB (Statistics Sweden), the Swedish Travel and Tourism Council, 
industry statistics, and form environmental observations. Information comes also from 
customers and travel agencies the company cooperates with. Ones again the main competence 
is to coordinate information to provide unique bundled offers. Mr. Jönsson explains that the 
product development is of great importance for Incoming Nordkalotten - Konfaktiv AB, to 
provide the customer with offers that suits the demand of today and to ensure that the 
products provided have the quality that was promised in the offering. The activities to make 
the customer aware of the services Incoming Nordkalotten - Konfaktiv AB offer is among 
others through personal selling, trade fairs, and promotion travels.  
 
Technology in Incoming Nordkalotten - Konfaktiv AB is mainly the systems to support and 
organize the different activities. This is according to Mr. Jönsson a very important support for 
the company. The staff within Incoming Nordkalotten - Konfaktiv AB have a high level of 
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education and the tasks performed by the staff is, according to Mr. Jönsson, to a certain level 
stimulating further education. The quality control of the products are performed to some 
extent in advance when Incoming Nordkalotten - Konfaktiv AB controls the different 
producers to have a the level of quality that customers requires. Another aspect is to secure 
the offering by having alternative products if the primary product fails, caused by weather or 
mechanical failure, to ensure to customer satisfaction. This is also a matter of planning where 
every minute has to be taken into account.   
 
Mr. Jönsson explains that Incoming Nordkalotten - Konfaktiv AB to some extent is limited by 
their strategy when further develop value adding activities to the customer. This is scenario 
occur due to the fact that Incoming Nordkalotten - Konfaktiv AB is owned by NEX resebyrå 
and is to a certain level limited by the strategic approach that NEX resebyrå applies. Mr. 
Jönsson further explains that it is a matter of that Incoming Nordkalotten - Konfaktiv AB not 
applies strategies that do not match the strategies of NEX resebyrå. This phenomenon is most 
common on the local market.   
    



 45

5.2 Destination Kiruna AB  
Destination Kiruna AB is an incoming operator that has the entire Nordkalotten as domain. 
After the interview with Mr. Jönsson at Incoming Nordkalotten – Konfaktiv AB we was 
recommended to contact Mr. Dan Björk at Destination Kiruna AB. Incoming Nordkalotten – 
Konfaktiv AB and Destination Kiruna AB are the only incoming operator in the region of 
Norrbotten. We contacted Mr. Björk who is the managing director of Destination Kiruna AB. 
Destination Kiruna AB was established in 1981 by Mr. Björk and is today owned by 
Strömmma Kanalbolag and Icehotel AB. Mr. Björk explains that the only location of the 
company is in Kiruna, Sweden but the company also has a salesman active in the Stockholm 
area. Destination Kiruna, is further on placed by Mr. Björk, in the experience industry. The 
company has most of Europe as customer base, but the market plan of today aims more 
towards the German market. Though the Swedish market is the largest for Destination Kiruna 
AB. The business idea of Destination Kiruna AB is in a simple way explained by Mr. Björk as 
“to attract as many company groups as possible to our [Destination Kiruna AB’s] sphere of 
interest.” The organizational structure of the company is flat with five employees. The roles 
within the organization are divided into different areas of functions. The only own produced 
activity delivered directly to the final customer is guiding services in different activities. All 
other activities are purchased on a domestic level. The main competition comes from the 
surrounding neighbouring countries and on a lower level the rest of the destinations 
worldwide. 
 
Destination Kiruna AB is as Incoming Nordkalotten – Konfaktiv AB at different occasions 
active in different levels of the distribution chain. Occasionally the company is selling directly 
to the final customers, and sometimes the suppliers sell also to the final customers. Mr. Björk 
explains that he does not believe that the suppliers to one hundred percent would be there just 
for them and the suppliers must have that degree of flexibility to have the opportunity to as 
well sell to the final customers. Destination Kiruna AB has certain contracts with all of their 
suppliers. 
 
When it comes to different strategies that Destination Kiruna AB applies, Mr. Björk explains 
that the company tries both to create a competitive advantage through operational 
effectiveness and strategic positioning, though the weight is on the strategic positioning. The 
positioning is concerning business travels within all the geographical area of Nordkalotten. 
The strategic positioning, Mr. Björk evolves, is attempting to position Destination Kiruna AB 
as a well known, experienced company with 22 years in the industry. The company, the 
managing director explains, is known both by the name of its employees and the brand name 
it self.  The company has also the reputation to be reliable and make customers satisfied.        
 
Destination Kiruna AB uses the Internet as to introduce the customer to the company and to 
the product that the company offers. Destination Kiruna AB’s home page is not offering any 
booking or reservation possibilities, but is more or less an information page to present the 
customer to the company. To be able to obtain more detailed information of the company and 
the offers the visitor are directed to contact the company by phone, e-mail, or fax machine.  
Mr. Björk further explains that he believes that Destination Kiruna AB wants to speak to their 
customers. There are no possibilities to make any kind of transactions on Destination Kiruna 
AB home page. Destination Kiruna AB’s policy is, according to Mr. Björk, to always to 
contact the customer by phone. 
 
Destination Kiruna AB’s main value adding activity is, as with other incoming operators, 
bundling products and offerings. Mr. Björk explains that as a result of the personal contact 



 46

with the company’s customer, Destination Kiruna AB has the information to tailor made the 
bundling offers to each unique customer. Destination Kiruna AB has the advantage to use 
economies of scale when serving a large amount of customers to the same supplier.  
 
Destination Kiruna AB has first of all on their home page gathered information about 
different bundled travels to help customers finding the right travel. Also the homepage, as 
mentioned above, has e-mail, fax machine addresses and phone number to help customers to 
find the right tailor made travel that they are searching for. Mr. Björk further evolve that 
Destination Kiruna AB frequently help the suppliers to find customers and the other way 
around when the company participates in trade fairs, advertising, and have a full time 
employed sales person in Stockholm. The company also frequently working towards their 
biggest customers by offer them demonstration and sell travels. 
 
Destination Kiruna AB has, according to Mr. Björk, a good reputation and this is a result of 
well-performed missions and satisfied customers. The company is skilful in creating a value 
to the brand name and this result in that companies dare to trust Destination Kiruna AB when 
sending their customers to travel managed by Destination Kiruna AB. The phenomena of 
customers to sending their customers to Destination Kiruna AB is, according to Mr. Björk, 
happening more frequently nowadays and these arrangements are of exceptionally importance 
not to fail. With other words the company has competence of creating goodwill and to make a 
reliable brand name, especially in the markets the company has its focus on. Mr. Björk 
explains that the matching supply and demand with sellers and buyers are very seldom 
involving price. Instead the matching involve content, to a certain level the accessibility of the 
products. 
 
Destination Kiruna AB is owned by Strömma kanalbolag AB and Icehotel. The current 
strategy is basically the same strategy as the company applies when it was founded. Strömma 
Kanalbolag and Icehotel are joint owners because the strategy applied by Destination Kiruna 
AB is chaired by the two joint owners and this is the reason to why they are partners.  
 
Mr. Björk is doubtful to if there is a real serious threat of disintermediation ahead for 
Destination Kiruna AB. He further explains that the disintermediation scenario is only likely 
to occur if the incoming operator is lacking in its value creating towards the suppliers and this 
is a consequence of bad communication between the incoming operator and its suppliers. Mr. 
Björk further explains that straight communication mutual respect among the incoming 
operator and the suppliers are the key to have a prosperous relationship, with no incentives to 
disintermediation.  The two joint owners sell their products both through Destination Kiruna 
AB as well as directly to the customer. In the time when the company was founded there was, 
according to Mr. Björk a threat of disintermediation but he consider the threat of today to be 
minimal. If problem of disintermediation would arise, the managing director continues to 
explain that Destination Kiruna AB would have to replace suppliers but only after a dialog 
with the parties involved. Mr. Björk explains that communication is the very key to, not only 
disintermediation but also a healthy relationship to a company’s partners. On the local level it 
is common that companies that want a certain travel or activity do not contact Destination 
Kiruna AB, but contacts the supplier directly. This is, according to Mr. Björk, that companies 
on the local level believe that they have the same knowledge of travel and activities on the 
local market. But if a local company wants to invite several of their customers to 
Nordkalotten, it is more likely that the local company contacts Destination Kiruna AB for 
assistant.   
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6. Analysis 
In this chapter the empirical material will be compared with the selected theories. The data 
from the interviews will be analyzed together and the chapter will have the order of the 
research questions.  
 
This chapter has a certain structure of two blocks following each research question in the 
chronological sequence of the frame of reference. From the frame of reference we had 
assumptions of what parts of the theory we thought was important to incoming operator in the 
visiting/resort industry facing the threat of disintermediation, these will be identified in the 
chronological order mentioned above. Each theory part connected to the research questions 
are summarized in two figures at the end of each section. We have divided the chapter in this 
way to make this chapter more obvious to the reader and make it easier to grasp.    
 
6.1 Value adding activities 
This part will investigate if the theories concerning value adding activities match the 
empirical data, the result is presented in table 8 below. 
 
6.1.1 Matching buyers and sellers 
The following section of the analysis will investigate if there are any value adding activities to 
locate within matching buyers and sellers on the traditional or electronic marketplace.  
 
Determination of product offerings 
We have identified value adding activities concerning determination of product offerings in 
both Incoming Nordkalotten – Konfaktiv AB and Destination Kiruna AB. Giaglis, Klein, and 
O´Keefe (2002) explain that the intermediary can receive market signals and pass them on to 
sellers, allowing them to improve their product mix, by being closer to the buyer. Mr. Jönsson 
explains that the local producer gain value from Incoming Nordkalotten – Konfaktiv AB´s 
network and their knowledge about different customer demand, because of constant 
interaction with the market. The company is also supporting suppliers in product 
development. Mr. Björk explains that Destination Kiruna AB nurse the personal contact with 
the customer and use the information for creating offers, which includes involving the sellers. 
 
Incoming Nordkalotten - Konfaktiv AB´s and Destinations Kiruna AB´s main value adding 
activities comes from bundling offers. Incoming Nordkalotten – Konfaktiv AB has different 
Internet tools available in order to customize the customer experience and Destination Kiruna 
AB mainly use personal contact for customize their offers. According to Giaglis et al. (2002), 
bundling results in flexible product mixes, which also should be derived to the possibilities for 
customisation via the Internet. They also write that bundling is about value creation through 
bundle offers that in the traditionally marketplaces were offered by separated industries. 
Incoming Nordkalotten – Konfaktiv AB and Destination Kiruna AB are not only bundling 
their offers in the electronic marketplace, but in the traditional marketplace as well. Further 
there are no signs of Incoming Nordkalotten – Konfaktiv AB and Destination Kiruna AB are 
unbundling their offers. 
 
Giaglis et al. (2002) also state that negotiating volume discount has been easier due to the 
Internet, since it allows buyers to be pooled. We have identified a variant of this theory in our 
study, which is that the customers are pooled even on the traditional market. Mr. Jönsson 
explains that volume discount can be achieved, but discounts can also be achieved in certain 
segments and markets. But his beliefs about Internet supporting the achievement of volume 
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discounts are low. Mr. Björk also explains that Destination Kiruna AB has the advantage to 
use economies of scale when serving a large amount of customers to the same supplier.  
 
Also multi-attribute and coalition agents are identified to a certain extent, since the companies 
can match demand and supply based on multiple factors and that Incoming Nordkalotten – 
Konfaktiv AB and Destination Kiruna AB are settling trades behalf of a large numbers of 
buyers and sellers regarding bundling offers. Mr. Jönsson explains that it is hard to know 
exactly what the customer demands, since there are different subgroups under each category 
of activities to choose from.  
 
Searching 
The core thinking in the theory concerning searching, of Giaglis et al. (2002), is that an 
intermediary can assist buyers and sellers in reducing search costs by establish a one-contact 
for information gathering.   
 
Incoming Nordkalotten - Konfaktiv AB works with information input from several different 
sources. This information is coordinated in order to create unique bundled offers for the 
customers, the same goes for Destination Kiruna AB. By bundling offers, the straining 
information searches for single customers and producers are reduced. The theory and what is 
mentioned in the empirical chapter matches as it comes to reducing search costs, but the 
theory tend to highlight that this is something occurring in the electronic marketplace. 
Incoming Nordkalotten – Konfaktiv AB and Destination Kiruna AB manage to do this in the 
traditional marketplace as well.  
 
The theory about information agents is also identified, since Incoming Nordkalotten – 
Konfaktiv AB and Destination Kiruna AB provide information to both buyers and sellers. 
Also collaborative agents can be identified since feedback from customers is used for product 
development and bundling offers. 
 
Price discovery 
Giaglis et al. (2002) explain price discovery as the process for determining the price at which 
demand and supply matches.  
 
We cannot identify any alternative or new price discovery mechanisms within Incoming 
Nordkalotten – Konfaktiv AB or Destination Kiruna AB connected to the electronic 
marketplace. Incoming Nordkalotten – Konfaktiv AB is working on commission on the 
domestic market since that tend to reduce the incentives for customers purchasing directly 
from the producers. Commission is also used when there is no net profit to benefit from. In all 
other cases net profit is the price method. Mr. Jönsson considers the Internet be more of an 
underlying information provider, which is in line with what Mr. Björk thought about Internet. 
Prices are also depending on seasons.  
 
The theory also says that the customer can state certain product or price criteria, which are 
forwarded to the suppliers. This statement can in somewhat be connected to what is already 
written about searching, that Incoming Nordkalotten – Konfaktiv AB deals with information 
from different sources there among customer demand. And that Destination Kiruna AB has 
personal contact with their customers, basing their product offers on their demands. But Mr. 
Björk also explains that matching buyers and sellers seldom involves price, it is the content 
that is important.  
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6.1.2 Facilitation of transactions 
The following section of the analysis will investigate if there are any value adding activities to 
locate within facilitation of transactions on the traditional or electronic marketplace.  
 
Logistics 
Value adding activities are identified since Incoming Nordkalotten – Konfaktiv AB is very 
concerned about the logistics on the traditional marketplace and cooperates with distribution 
companies providing insurances and travel guarantees, one or two safety parachutes are also 
built in the offered package. This is done in order to act up to the customer’s expected 
demand of quality. But the theory concerning creating value through economies of scale and 
logistic expertise on the electronic marketplace are not identified. 
 
Settlement 
The theory concerning settlement is about transfer payments. The role for the intermediaries 
can be to facilitate or monitor the transactions. This is a theory we cannot identify within 
Incoming Nordkalotten – Konfaktiv AB or Destination Kiruna AB on the electronic market 
since they do not act on that market but it is identified to a certain extent on the traditional 
marketplace. Mr. Jönsson explains this with that many customers come from countries with 
less developed banking systems when it comes to Information Technology. He also states that 
if using an electronic payment system, it is important to be able to provide 100% security. Mr. 
Jönsson further explains that transaction security still is very important, even though 
Incoming Nordkalotten – Konfaktiv AB mainly plays on the traditional marketplace. Mr. 
Björk states that it is important having a personal contact with the customers, which in turn 
results in acting at the traditional marketplace.  
 
Trust 
The trust theory concerns the trust mechanism established to protect the involved parties from 
the opportunity of other actors in the market and provide a trusted third-party support 
transactions. This value adding activity is not identified within Incoming Nordkalotten – 
Konfaktiv AB or Destination Kiruna AB since either of the companies act as a transaction 
trust building intermediary (such as banks or credit reporting bureaus) in the traditional or the 
electronic market. 
 

Main activities Sub activities Identification 
Product /service bundling Identified 

Bundle offers but do not 
unbundle offers, mainly in the 
traditional marketplace. 

Demand aggregation Identified 
Customer demand is pooled in 
the traditional marketplace. 

Coalition agents Identified 
Multi-attribute agents Identified 
Higher search costs for buyers Identified 

Provide both buyers and sellers 
with information, mainly on the 
traditional marketplace. 

Information agents Identified 
Collaborative agents Identified 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
Potential value 
adding activities 

 
 
 
 
 
 
 
 
 
 
 
 
 
Matching buyers and 
sellers 

Redistribution of mechanisms 
between markets 

Not identified 
Commission is used to prevent 
disintermediation 
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 New price discovery 
mechanisms 

Not identified 

Economies of scale and 
logistic expertise 

Identified 
To a certain extent on the 
traditional marketplace 

Increased need for trust  Identified 
In the traditional marketplace 
only 

New payment mechanisms Not identified 

 

 
 
 
Facilitation of 
transaction 
 
 
 Increased requirements for 

monitoring and protection 
Not identified 

Table 8, Identification of values 
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6.2 How to achieve values 
 
6.2.1 Strategic positioning  
Mr. Jönsson, representing, Incoming Nordkalotten - Konfaktiv AB and Mr. Björk 
representing Destination Kiruna AB are a well involved in the way of thinking of the theories 
concerning the research question connected with methods of strategy development to handle 
the threat of disintermediation. In the theory part concerning value-creating strategy, written 
by Porter (2000), Incoming Nordkalotten - Konfaktiv AB builds their competitive advantage 
mainly on strategic positioning. Destination Kiruna AB does as well has the strategic 
positioning as main focus when build its competitive advantage but also to a certain degree 
also uses operational effectiveness in their way to compete. The geographical location and the 
resources in the surrounding do to large extent affect Incoming Nordkalotten - Konfaktiv 
AB’s strategic positioning, and these, including safety, are the strongest factors in the 
company’s positioning. As explained in the empirical chapter the new positioning of 
Incoming Nordkalotten - Konfaktiv AB is the ICE TO MEET YOU © concept. Incoming 
Nordkalotten - Konfaktiv AB also position the company in the resort/visiting industry 
emphasizing the business travelers but has in the resent years also included private travelers 
and leisure travels. Mr. Björk explains that Destination Kiruna AB position the company in 
the experience industry emphasizing business travelers within the geographical boundaries of 
Nordkalotten. A part of what Mr. Björk emphasize in Destination Kiruna AB’s positioning is 
a strong brand name that would make the customer trust the company and feel confident when 
a customer turn to them. This brand name is built upon several years of experience and many 
satisfied customers, which make the brand name unique. The factors of Incoming 
Nordkalotten - Konfaktiv AB’s positioning makes it quite difficult for competitors to copy-cat 
the strategic positioning due to the fact that the geographical location and the surroundings are 
somewhat unique and the extensive network of cooperation partners have a wide range of 
different activities to offer.  

  
Value proposition 
As Porter (2001) state in the theory chapter is value proposition concerning that a strategy 
should define a way of competing that delivers unique value in a particular set of use for a 
particular set of customers. The main value proposition of Incoming Nordkalotten - Konfaktiv 
AB is built upon a rare network of several various cooperation partners. The cooperation 
partners rage from international travel agencies placed in different parts of Europe to domestic 
service producers. The values proposed to the customers are on one hand the rare travel/resort 
events but on the other hand the value proposed is the bundled products offered. The bundling 
products are domestic travels/transport, accommodation, and the combination of various 
activities from various producers. The products have the positioning of exclusive travel events 
in an arctic climate. Destination Kiruna AB also has the value proposition of bundling 
products to their customer as well as a network of partners. The company offers moreover a 
value to the customer in for of trust. This vale is probably of importance when a customer to 
Destination Kiruna AB invites their customer a business meeting/travel to Nordkalotten 
managed by Destination Kiruna AB. The vale proposition is to make the “original” customer 
to feel confident, peaceful and to trust Destination Kiruna AB on important travels as 
mentioned above. If the travel delights the customer who was invited to the business 
meeting/travel it also puts company that invited the customer in a favourable light. And at the 
same time if the business meeting/travel fails the company who invited their customer will 
probably also get a bad reputation. Another value to be contributed to the customers of 
Destination Kiruna AB is that the company has a full time employed sales person to meet 
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customers placed in southern Sweden a more personal way than by phone, fax machine or e-
mail. 
 
Distinctive value chain   
Distinctive value chains is, according to Porter (2001), gained by performing with different 
activities than competitors or perform same activities in a different way to gain a competitive 
advantage. Further more, he explains that, the steps of the value chain should be different 
from the competitors and tailored to a unique value proposition. The distinctive value chain in 
the case of Incoming Nordkalotten - Konfaktiv AB is, if simplifying it, a unique set of various 
products and a difficult to imitate network of partners. Further more Mr. Jönsson explains that 
information is very essential in Incoming Nordkalotten - Konfaktiv AB’s value chain. The 
information leaven all through the whole value chain. Almost the same distinctive value chain 
is presented in the case of Destination Kiruna AB, moreover Mr. Björk repeatedly mentions 
that communication with the suppliers and customers are of the greatest importance. 
  
6.2.2 Directions for strategy development 
The theory of strategy development, explained by Jobber (1998), describes the extensive 
approaches of development directions that companies can choose from for future directions 
for the business. During the interview we located several different directions for strategy 
development. The different directions of strategy development that Incoming Nordkalotten - 
Konfaktiv AB implements for future progress are, according to us; product development, 
market development, and diversification. The company also applies alternative methods of 
strategy development. All the directions of strategy development will be further examined in 
the section below. 
 
When investigating Incoming Nordkalotten - Konfaktiv AB it appears that the company has 
an important role in its network, and the company functions as both coordinator and to some 
extent a product developer. The product development is made in concurrence with the 
producers involved to gain mutual benefits. Incoming Nordkalotten - Konfaktiv AB gets the 
input and has the knowledge of the market demand and has a great opportunity to assist the 
producers with input of how to further develop the products. The diversification direction for 
strategy development is the direction when Incoming Nordkalotten - Konfaktiv AB takes one 
of their core competencies, knowledge, and assists certain producers in their product 
development on a different level in the distribution chain. The cooperation with some 
producers can be seen as a joint development with the parties involved. All parties gain value 
from the joint development, the producers receive better and more competitive products and 
Incoming Nordkalotten - Konfaktiv AB are to some extent able to tailor the products they 
offer to the existing demand on the market. The joint development is more characterised by a 
loose informal network, where Incoming Nordkalotten - Konfaktiv AB helps the producer by 
also profit from the joint development, than a close internal relationship, as Johnson and 
Scholes (2002) explain. 
 
During the interview, as mentioned above, we located several different directions for strategy 
development. The different directions of strategy development that Destination Kiruna AB 
implements for future progress are, according to us; product development, market 
development, and diversification.  
 
6.2.3 Alternative methods of strategy development 
The company also applies alternative methods of strategy development. All the directions of 
strategy development will be further examined in the section below. 
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One clear strategy, that Destination Kiruna AB implements, is the alternative methods of 
strategy development. This strategy takes form of merges, joint development or from another 
point of view as acquisition. The two joint owners of Destination Kiruna AB are Strömma 
Kanalbolag and Icehotel are of course contributing to the progress of Destination Kiruna AB. 
Icehotel is one large player on the market and customers can reserve travels to the Icehotel 
both through Destination Kiruna AB and directly with the Icehotel. 
 
Destination Kiruna AB has contracts with all of its suppliers and this can be seen as a joint 
development with the parties involved. All parties gain value from the joint development, the 
suppliers receive a larger amount of customers and Destination Kiruna AB are able to offer 
more reliable suppliers to the demand on the market. The joint development is characterised 
by very loose informal networks but have over a long time evolved into a stronger form of 
relationship. 
 
Another strategy that Destination Kiruna AB nowadays is implementing is market 
development. The new market that Destination Kiruna AB emphasises is the German market, 
which previously not has been served with this kind of attention though it has to some level 
been covered before as a part of the whole European market. 
 
The analysis part of how to achieve values there were parts of the theory that we did not find 
at all when conducting the empirical study. We discovered as well that parts of the theory that 
was excluded in the frame of reference on the other hand were applied of the research objects. 
The theories we did not discover in the empirical study but that were included in the frame of 
reference were strategic alliances and strict horizontal and vertical integration and unrelated 
diversification. Instead we discovered that the theory part concerning product development, 
market development and operational effectiveness were instead used among the two 
companies when handling the threat of disintermediation. 
 
 
How to achieve values 

Incoming 
Nordkalotten-
Konfaktiv AB 

Destination Kiruna 
AB 

Gain sustainable 
competitive advantage  

Operational 
effectiveness 

Not applying this to any 
further extent 

Competing to some 
extent by trying to 
make things better than 
competitors  

Strategic positioning -
Value proposition  

Rare network of several 
various cooperation 
partners 

Bundling products to 
the customer and 
network partners, trust, 
strong brand name 

Gain sustainable 
competitive advantage  
 

Strategic positioning-
Distinctive value 
chain 

A unique set of various 
products and a difficult 
to imitate network of 
partners 

A unique set of various 
products, 
communication  

Directions for strategy development 
 

Product development, 
market development, 
and diversification 

Product development, 
market development, 
and diversification 

Alternative methods of strategy development Joint development Merges,  
Joint Development, 
acquisition 

 
Table 9, Shows the summarized analysis part of achieve values.  
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7. Conclusions and future research proposals 
In this chapter we will answer our research problem and present the conclusions that our 
research contributed to. We will as well give suggestions to future research areas. 
 
Our research problem of this thesis was to investigate how intermediaries, that face the threat 
of disintermediation, from the changing business environment as an outcome of e-commerce, 
can manage and avoid this obstacle.  
 
 
7.1 Conclusions 
 
7.1.1 Locating value 
The analysis showed what values adding activities that can be identified for an intermediary 
within the visiting/resort industry. We consider that there are three major values preventing 
disintermediation that can be identified for incoming intermediaries, but all identified values 
will be discussed in the following section. 
 
The first value identified can be ascribed to the process called inbound logistics in the value 
chain, which involves receiving input to the offer produced. The value can be found in the 
“searching” area and was identified as “higher search costs for buyers” and “information- and 
collaborative agents”, where the intermediaries support both buyers and sellers in their 
searching process, but also where customers provide the intermediaries with feedback. This 
information is in turn used to create the bundled offers. Important is also that this is not a 
phenomenon only happening in the electronic marketplace but in the traditional as well. 
 
The second value for incoming operators that can be identified can be ascribed to the process 
called operations in the value chain, it is where different inputs are transformed into the offer. 
The value that was identified was called product/service bundling. In this case this concerns 
bundling different activities in order to create a customized offer. We consider this be the 
main value for the intermediaries mange to avoid the threat of disintermediation. We can also 
draw the conclusions that the bundling procedure can be supported by Information 
Technology but not necessary, since many customers demand personal interaction.  
 
The third value is ascribed to outbound logistics in the value chain and concerns arrangements 
for bringing the customer to the location. This value is somewhat blending together with the 
bundling value, but was still identified in the logistic area. The most important within this area 
is to provide the customer with security and back ups, in order to reduce risks. 
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Figure 7 below connects the identified values with the value chain, in order to give the reader 
a clearer picture of where in the value chain to locate activities with the characteristics of 
avoiding disintermediation. The areas marked grey are those areas we consider most 
important. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 7, Values integrated in the value chain 
 
Other identified value adding activities are demand aggregation (including coalition- and 
multi-attribute agents). Even though these activities are identified we do not consider them as 
the main activities for preventing disintermediation. It can possible be ascribed to the 
marketing and sales area in the value chain and may work more as a catalyst but not as a main 
activity for incoming operators avoiding disintermediation.   
 
The same goes for increased need for trust, because even though intermediaries in the 
visiting/resort industry will use monitoring companies for their transactions in the traditional 
market this will not be a main activity for intermediaries avoiding disintermediation.  
 
Our conclusions in general when it comes to locating potential value adding activities are that 
they are not supported from technology to a full extent. Instead the actors mainly play on the 
traditional marketplace, and still manage to locate the most important values for avoiding 
disintermediation. The reasons for this can be as Mr. Jönsson stated, that it is a complex issue, 
building an IT- based information system for the customer. The main problem is to access the 
supplier servers and the information they are containing, another problem is that the suppliers 
may not yet be ready using modern data based systems. Mr. Björk states that Destination 
Kiruna AB mainly uses Internet in an informative way, introducing the company to the 
customer. But they have also gathered information about different bundled travels on the 
Internet to a certain extent, the same goes for Incoming Nordkalotten – Konfaktiv AB.    
 
Further conclusions are that the visiting/resort industry tends not to be relatively sensitive 
when it comes to prices. The producer should therefore look upon intermediaries with quality 
values as an investment in time, networks, and knowledge about the market. Not as a burden 
generating extra costs for the customer. Worst-case scenario would be if the producing 
company applied disintermediation and needed to increase its prices in order to cover up for 
those values the intermediary no longer nurse for. We recommend the producing company to 
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balance the benefits and costs for using intermediaries and calculate if it is worth applying 
disintermediation.  
 
7.1.2 Strategy development 
The conclusions that can be drawn, from the empirical study compared to the theoretical parts 
from this thesis, are several and out of different aspects. The conclusions cannot bee general 
conclusions for all intermediaries but the incoming intermediaries in the northern part of 
Scandinavia.   
 
Both Incoming Nordkalotten – Konfaktiv AB and Destination Kiruna AB are familiar with 
the phenomena of disintermediation and have different approaches to the problem. The two 
companies, participating in our investigation, face disintermediation most of all on the local 
market, but also to some extent in the international market. As we can outline from comparing 
the theories to the empirical study Incoming Nordkalotten – Konfaktiv AB and Destination 
Kiruna AB are placed at different location in the problem process of disintermediation.   
 
Incoming Nordkalotten – Konfaktiv AB is well aware of the threat of disintermediation and 
has bundling as their major value to protect their position in the distribution chain. The main 
strategy for creating a competitive advantage is made through strategic positioning of the new 
concept of ICE TO MEET YOU©. The close cooperation with some of their suppliers 
concerning product development strategy helps the company to keep dependable suppliers 
that will not exclude them form the distribution chain. The value provided to the customer not 
to reject Incoming Nordkalotten – Konfaktiv AB when order an adventure to Nordkalotten is 
the wide network of different suppliers that create a unique set of bundled products that can 
be provided to a fair price. The suppliers also sell their products through contacts on the 
Internet but can not alone offer a travel that has that wide of range of products to choose from 
that Incoming Nordkalotten – Konfaktiv AB has to offer. 
 
Information is also the key for Incoming Nordkalotten – Konfaktiv AB to all its business. The 
information from the market tells them what the customer demand and what the company 
should offer. On the other hand are the suppliers dependent upon Incoming Nordkalotten – 
Konfaktiv AB because it is a kind of gatekeeper that possesses information of what products 
and how the products should be offered to the demand on the market. Incoming Nordkalotten 
– Konfaktiv AB handles the information to their advantage and supports the suppliers with 
product development and at the same time creates an even grater relationship and brings the 
supplier closer and more dependent. Moreover we do not believe that expanding Incoming 
Nordkalotten – Konfaktiv AB’s market to the consumer market is an activity to prevent the 
threat of disintermediation. 
 
Destination Kiruna AB has on an early stage in the history of the company created close 
relationships with the suppliers on the local market. This has to some extent made the 
suppliers in an initial stage dependent of Destination Kiruna AB and the flow of customer 
provided to the supplier. These actions have made the suppliers comfortable and have been 
somehow spoiled with the customers provided to them by Destination Kiruna AB. The 
incoming operator has the advantage of suppliers that are dependent on the company. We 
would suggest that these actions taken already on an early stage in Destination Kiruna AB’s 
history made the direct opportunity of e-commerce for the suppliers somewhat abundant. The 
suppliers had already built up a strong relationship with the customer provider Destination 
Kiruna AB that the opportunity of e-commerce was not of a great importance. With other 
words previous action taken by the company aid them today. Though this feeling of having 
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dependent supplier can be of danger if the company takes the suppliers for granted and the 
suppliers themselves start to attract customer in a wider range. The attraction of customer can 
be facilitated by the use of Internet to attract both national and international customers.   
 
The value provided to the value chain is the access for suppliers to the customers. The value 
provided to the customer, to make them employ Destination Kiruna AB, is the good 
reputation of the company and their ability to offer and bundle different activities. These 
activities are the key to why Destination Kiruna AB keeps its place on the market. We believe 
that some of these actions have been taken, by the staff on Destination Kiruna AB, with the 
intention to crate value and to keep the place in the distribution chain. But on the other hand 
we conclude that some of the actions were taken not with the intention to avoid 
disintermediation, but had a positive side effect that gained the company. Further more we do 
not believe that focusing the German market is an activity to prevent the threat of 
disintermediation. 
   
We see the solution to the problem of handled the threat of disintermediation in strategies to 
be to have a close cooperation with a company’s partners. A joint development, loose or 
formal, can be a good strategy to make the suppliers dependent upon the intermediary. This 
joint development can be of for example a stronger joint development in form of product 
development as with Incoming Nordkalotten – Konfaktiv AB or by contracting the suppliers 
as with Destination Kiruna AB. The value proposition that makes the intermediaries keep 
their place in the distribution chain is the unique network of suppliers and the ability to bundle 
the different offers to the customers. This wide range of activities is difficult for one supplier 
to offer to a customer, but is easy for an Incoming operator to coordinate. 
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7.2 Summary of the conclusions 
The figure 8 below will wrap up what is written in chapter 7, concerning important findings 
about how intermediaries that face the threat of disintermediation from the changing business 
environment as an outcome of e-commerce, can manage and avoid this obstacle. The first 
value that can be identified is about supporting buyers and sellers in the information search 
process and can be ascribed to the inbound logistics to the value chain. The second value 
identified is about bundling offers and can be ascribed to the operation part of the value chain, 
while the third identified value is about logistics and can be ascribed to the outbound logistics 
within the value chain. These identified values can be achieved by having a close cooperation 
with the company’s partners. They can also be achieved by possessing a unique network of 
suppliers, but also the ability to handle information and communication.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

Figure 8, summary of the conclusions 
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“how can intermediaries, 
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environment as an 
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7.3 Future research proposals  
 
In the process of writing this thesis we discovered several questions at issue: 
 

• Investigate how intermediaries handle the threat of disintermediation in other 
industries 
 

• Investigate if same findings as this thesis discovered will appear in different 
geographical locations but in the same industry 

 
• Investigate if there are any universal vale adding activity that are important in the 

majority of industries when intermediaries are handling the threat of disintermediation 
 

• Investigate the phenomenon of disintermediation in different levels in the distribution 
chain within the travel/visiting industry   

 
• Investigate in what sequence does, an intermediary that face the threat of 

disintermediation, use the different theory parts in our theory chapter to handle the 
threat? More clearly explained; does an intermediary, mentioned above, first located 
different value adding potential options and then tailor their strategy concerning this. 
Or is the method an opposite to the first option; does an, intermediary that face the 
threat of disintermediation, has the existing strategy as a foundation and from this 
limitation investigate different value adding potential options? 
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Appendix 1 - Interview guide 
 
General information 
 
• The name of the respondent 
• The occupation of the respondent 
• The name of the company 
• The industry the company is active 
• Location 
• Business idea 
• Business form 
• Organizational structure 
• Competition situation 
• Role in the distribution chain 
• Employees 
 
Disintermediation situation 
 
On what level is the company an intermediary? 
Does your company sell directly to the final customer? 
Does your producer sell direct to the consumer customer? (bypassing you) 

• Do you consider this as a threat against your business? 
• How does this affect your business? 
• How does this affect your relation with the producer? 
• Have you discussed this matter with the parties involved? 
• Have you taken any actions regarding this matter? 

 
Strategies for creating value 
 

• How does the company use operational effectiveness to create value?  
• How does the company use strategic positioning to create value?  

 
o What in the strategic position does the company emphasize?  

 
• In the process of avoiding disintermediation if the market (existing or new) and products/services (new 

or existing) are two major variables how did/would you use them?   
 

• In the process of avoiding disintermediation how was integration (forward/backward/horizontal) an 
option?  

 
• In the process of avoiding disintermediation how were merges and joint development and strategic 

alliances of relevance?  
 

• How will/was the strategies be implemented?  
 



    

Allocating value adding activities 
 

• Do the company act as a traditional intermediary? 
• Do the company act as a player on the electronic marketplace? 
• Are there possibilities for one-stop-shopping? 

 
• Does the company find opportunities for avoiding disintermediation situations by using differentiation, 

expertise, or economies of scale? 
• Does the company take advantages of the opportunities that the e-market creates? 

 
• Where do the company locate value adding opportunities in order to avoid the threat of 

disintermediation? 
 

• Speak freely about: 
• Logistics 
• Transaction security 
• Bundling/unbundling 
• Information gathering 
• Economies of scale 
• Payment mechanisms 

 
• Speak freely about: 

• Activities concerning receiving products 
• How the products are assembled 
• Activities concerning connecting products and customers 
• Activities concerning sales and promotion 
• Activities concerning keeping value of the offer over time 

 
• Process of receiving inputs  
• How technology support different activities and processes within the company 
• Activities concerning staff 
• Activities concerning quality control 

 
 
 
 


