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ABSTRACT:

This thesis examines how digital transformation drives business model innovation in interna-
tional firms and why scaling outcomes differ across borders. The study starts from the observa-
tion that digital technologies have widened the scope for new value propositions, delivery ar-
rangements, and revenue models, yet understanding of these changes has remained fragmented
across information systems, strategy, and international business research. A clearer explanation
has therefore been needed of how digital transformation is translated into business model
change and how this change is shaped by international operating conditions.

The objective of the thesis is to explain the relationship between digital transformation and busi-
ness model innovation in international firms and to identify the conditions under which digitally
enabled business models can be transferred and scaled across borders. The thesis has been po-
sitioned at the intersection of digital transformation, business model innovation, dynamic capa-
bilities, and internationalisation. It has been guided by the view that digital transformation does
not automatically produce successful business model innovation. Rather, digital opportunities
are interpreted, selected, and transformed through organisational capability processes, while
international outcomes are shaped by institutional and ecosystem conditions in different mar-
kets.

A qualitative research design has been employed. The study has combined a systematic literature
review with a secondary evidence synthesis of four internationally active firms operating under
different regulatory, market, and ecosystem conditions. Through this design, conceptual evi-
dence has been integrated with case-based material to develop an explanation that is both the-
oretically grounded and practically relevant.

The findings indicate that digital transformation has been linked to business model innovation
through recurring pathways, including data-driven augmentation, digital channel reconfiguration,
platformisation and ecosystem orchestration, and monetisation redesign. Across these pathways,
business model change has been enabled by the interaction of sensing, seizing, and transforming
routines. International scaling has been shaped by regulation and data governance, ecosystem
complements, network position, and market readiness. A central conclusion is that business
model portability and business model performance should be treated as distinct. A digitally en-
abled model may be transferable in technical terms, yet still perform weakly if local compliance
conditions, partner structures, or market constraints are not adequately addressed.

It is concluded that digital transformation should be understood not only as technological adop-
tion but as a managed process of business model redesign under varying international conditions.

KEYWORDS: digital transformation, business model innovation, internationalisation, dynamic
capabilities, scaling, cross-border strategy
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1 Introduction

1.1 Background and context

Digital Transformation (DT) is no longer a question of technological adoption, but is a
strategic and organisational renewal challenge, which changes the way firms create, de-
liver, and capture value (Verhoef et al., 2021). This thesis has a strong focus on DT as an
enabler of Business Model Innovation (BMI) with an explicit focus on the international
scaling problem: how do digitally enabled business models get designed, governed and
adapted so that they can travel across borders without losing coherence or legitimacy
(Teece, 2010; Teece, 2018). The practical significance is obvious. Digital technologies re-
duce some traditional barriers to international expansion by facilitating remote coordi-
nation, more rapid experimentation, and low marginal cost replication of software ena-
bled activities (Legner et al., 2017). Yet the same technologies also escalate cross border
complexity because value creation increases its reliance on data governance, rules of the
platforms, and ecosystem complements that differ across markets (Yoo et al., 2010; Jaco-

bides et al., 2018).

The international setting makes DT enabled BMI analytically challenging because of what
is technically replicable may not be organisationally executable or institutionally ac-
ceptable in host markets (Suchman, 1995). Cross border operations expose firms to di-
verse regulatory regimes, enforcement capacity and expectancy of legitimacy around
privacy, algorithmic decision making and platform governance (Kostova, 1999). These
constraints govern whether a business model can scale through a process of standardi-
sation or must be redesign through a process of localisation of particular layers (Kostova
and Zaheer, 1999). International business (IB) research has long established that firms
face liabilities of foreignness and outsidership that impact learning, trust, and access to
opportunity in foreign markets and these liabilities remain salient in digitally mediated
contexts in which network effects and complements may be locally bounded (Johanson
and Vahlne, 2009). Therefore, the fundamental question is not whether DT is important
or not. The enigma lies as to why DT enabled BMI scales in some cross border settings

but become constrained, fragmented, or contested in others (Chen et al., 2019).
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Given the literature that is emerging about born digital companies, it is necessary to
clarify what is considered an international firm in this study. Here, an international firm
is a firm that creates and captures value across national markets through recurring cross
border activities, customers or partner relationships. This includes established multina-
tional enterprises and internationally active small and medium sized firms. It also in-
cludes born digital firms when the activity in the foreign market is substantial rather than
incidental, such as sustained foreign revenues, acquisition of international customers, or
cross border ecosystem participation (Oviatt and McDougall, 1994; Reuber and Fischer,
2011). This inclusive boundary captures the fact that small and digital native firms can
internationalise fairly quickly, but maintains analytical attention on instances where the
cross border constraints significantly influence DT enabled BMI outcomes rather than
viewing any online transaction as internationalisation (Johanson and Vahlne, 2009; Mon-

aghan et al., 2020).
1.2 Problem statement and Research Gap

The literature provides good foundations, but does not yet present a cumulative ex-pla-
nation of the translation of DT into scalable BMI across borders. Research in infor-mation
systems and strategy indicates that DT can facilitate BMI by creating novel design spaces
for value propositions, activity architectures and value capture mechanisms, particularly
when digital infrastructures and governance allow for quick iteration and re-combination
(Vial, 2019; Tilson et al., 2010). DT has also been linked with strategic renewal and or-
ganisa-tional change, with recent syntheses emphasising the importance of the congru-
ence of technology, organisation and governance, rather than of the simple deployment
of technology, as the key to achieving transformation effects (Hanelt et al., 2021). In par-
allel with the literature on BMI, it is becoming clear that innovation at the business
model level is different from product or process change because it entails non trivial
reconfiguration of the activity system and value logic, often spanning firm boundaries
and partner roles (Zott and Amit, 2010). This is especially important when it comes to
international settings, where boundary spanning and partner dependence are common.

A further strand explains mechanism. The Dynamic Capabilities (DC) view argues that
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firms achieve renewal when they can sense opportunities, seize them through business
model design and commitments, and transform structures and routines to scale change
(Teece et al., 1997; Teece, 2007). This mechanism lens is widely used in DT research be-
cause it helps explain why similar digital investments produce different outcomes across
firms (Warner and Wager, 2019). Yet, existing research often stops at the general claim
that digital technologies enable BMI and that DC matter, without specifying the business
model design choices and governance trade offs that determine whether a DT enabled
model is portable across borders and resilient under divergent institutional expectations

(Teece, 2010; Teece, 2018).

International business research, for its part, explains why scaling across borders is
shaped by liabilities of foreignness and outsidership, institutional diversity, and distance
dimensions that condition transferability and legitimacy of organisational practices (Kos-
tova, 1999; Berry et al., 2010). These insights imply that international scaling cannot be
reduced to technical replication. Even a digitally delivered model must secure local legit-
imacy, trusted partner relationships, and compliance with jurisdiction specific rules
around data, consumer protection, and platform governance (Suchman, 1995). Yet, DT
and BMI studies frequently treat such cross border conditions as background context
rather than modelling them as moderators that reshape the DT to BMI pathway and its
outcomes (Luo, 2021). As a result, the literature provides limited guidance on when in-
ternational firms should standardise a digital business model core and when they should
localise specific layers to sustain legitimacy and ecosystem fit (Banalieva and Dhanaraj,

2019).

Three gaps follow. First, there remains insufficient specification of the intermediate
business model design choices that make DT enabled value creation portable across mar-
kets, particularly choices related to governance of data, interfaces, and partner incen-
tives (Teece, 2010; Jacobides et al., 2018). Second, cross border conditions are not con-
sistently integrated into DT enabled BMI explanations, even though evidence suggests
that institutions, infrastructure maturity, and ecosystem complements shape interna-

tional scaling outcomes (Chen et al., 2019; Luo, 2021). Third, findings vary across con-
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texts, firm types, and levels of digital maturity, creating ambiguity about when born dig-
ital scaling logics generalise to other international firms and when physical embed-
dedness and local complements remain decisive (Monaghan et al., 2020). This thesis ad-
dresses these gaps by explaining DT enabled BMI as a mediated and context contingent
process rather than a direct association, and by distinguishing business model portability

from realised performance in host markets.
1.3 Research aim, objectives and questions

Methodologically, the study responds to the above gaps through a structured synthesis
of high quality secondary sources, integrating peer reviewed research with systemati-
cally selected firm level materials used to evidence DT initiatives and business model
changes. This design is appropriate because prior research already establishes that digi-
tal technologies can enable BMI and that DC matter (Vial, 2019; Teece, 2018), so the
novelty is not in re asserting these links, but in specifying how DT initiative portfolios are
translated into business model redesign and when cross border conditions amplify, de-
flect, or block scaling. The empirical emphasis therefore sits on identifying recurring DT
to BMI pathways, and on theorising boundary conditions that affect portability, legiti-

macy, and ecosystem fit across countries (Johanson and Vahlne, 2009).

1.3.1 Research aim

The aim of this thesis is to explain how DT drives BMI in international firms and to clarify

the cross-border conditions under which DT-enabled BMI is more likely to succeed.

This aim reflects two core premises in prior research. First, DT generates strategic value
when it enables firms to reconfigure activities, relationships, and value creation logic,
rather than when it merely digitises existing processes (Vial, 2019; Verhoef et al., 2021).
Second, international operations introduce liabilities and distances that affect the trans-
ferability, legitimacy, and performance consequences of new practices and business
models (Zaheer, 1995; Berry et al., 2010). The thesis therefore focuses on DT-to-BMI

pathways and on the international context as a set of moderating conditions.
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1.3.2 Research objectives

To operationalise the aim, the thesis pursues three objectives:

e To identify and synthesise DT-to-BMI pathways described in prior research and
observable in international firm contexts, emphasising how digital technologies
enable changes in value creation, delivery, and capture .

e To analyse cross-border moderators that shape these pathways, including liabili-
ties of foreignness, institutional diversity, and distance dimensions relevant to
digital operations and business model transfer .

e To derive actionable decision rules that translate the synthesis into managerial
guidance, clarifying how international firms can align DT initiatives with coherent

BMI choices under differing cross-border conditions .

1.3.3 Research questions

This thesis is organised around two Research Questions (RQ):

e RQ1: How does DT contribute to BMI in international firms?
e RQ2: Under what cross-border conditions does DT-enabled BMI support interna-

tional scaling and competitive advantage?

Together, RQ1 and RQ2 frame DT as a driver of business model change and position in-
ternational context as a set of conditions that shape whether those changes can be
scaled and sustained. The questions also ensure that the thesis remains grounded in IB
concerns, including legitimacy, distance, and cross-border learning, while maintaining

focus on business model-level outcomes rather than on technology implementation aloe.

1.4 Theoretical Contributions

The thesis contributes theoretically in three ways. First, it integrates DT and BMI research
with internationalisation logic by treating outsidership and legitimacy constraints as
causal moderators rather than as peripheral context. Second, it refines the DC lens for

this setting by specifying capability reconfiguration as the mechanism through which DT
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initiatives become business model design choices, making cross border scaling an out-
come of both learning and governance, not only of technological replication. Third, it
introduces the distinction between business model portability and business model per-
formance, clarifying why a design that works domestically can travel poorly when insti-

tutional requirements and ecosystem complements differ across markets.
1.5 Key concepts and definitions

This thesis relies on three central constructs: DT, BMI, and the international firm. Clear

definitions are necessary because each construct is used inconsistently across fields.

1.5.1 Digital Transformation (DT)

DT is defined here as a strategic and organisational process through which a firm lever-
ages digital technologies to achieve substantial changes in value creation and opera-
tional logic, including changes to structures, capabilities, and business processes (Vial,
2019; Warner & Wager, 2019). This definition emphasises transformation rather than
digitisation. It also aligns DT with organisational renewal, where digital technologies en-

able reconfiguration of resources and activities at scale (Verhoef et al., 2021).

1.5.2 Business Model Innovation (BMI)

BMl is defined as purposeful and non-trivial change in the firm’s business model design,
involving modifications to the activity system through which value is created and deliv-
ered, and to the mechanisms through which value is captured (Zott & Amit, 2010). This
definition treats the business model as an interdependent system of activities that spans
firm boundaries, which is particularly relevant when digital technologies increase reli-
ance on partners and ecosystems (Jacobides et al., 2018). BMI may include new revenue
logics, new customer engagement mechanisms, new partner configurations, or shifts

from product-centric to service-centric offerings supported by digital infrastructures.

1.5.3 International firm

In this thesis, an international firm is defined as an organisation that creates and captures

value across national markets through recurring cross border activities, customers, or
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partner relationships. This includes established multinational enterprises and interna-
tionally active small and medium sized firms. Born digital firms are included when they
exhibit substantive foreign market engagement, such as sustained foreign revenues, in-
ternational customer acquisition, or cross border ecosystem participation, rather than
occasional exporting through digital channels. This boundary ensures the analysis re-
mains centred on international scaling challenges where institutional fit, partner access,
and legitimacy expectations materially shape DT enabled BMI outcomes (Johanson and

Vahine, 2009; Monaghan et al., 2020)..
1.6 Scope, assumptions and delimitations

1.6.1 Scope

The thesis investigates DT-driven BMI in the context of international firms, with a focus
on the outcome of business models and not on particular technologies. The empirical
and analytical focus is of a synthesis-oriented design that combines a structured review
of academic literature as well as a systematic selection of secondary sources. The sec-
ondary evidence is purposively sampled and theory guided, and has a focus on interna-
tionally active companies and documented cases that involve clear and verifiable signs
of digital initiatives and observable business model change, and covering variation in
digital maturity, industry ecosystem dependence and cross-border exposure. Firm level
materials such as annual reports, investor presentations, and reputable case repositories
are used to triangulate DT initiative portfolios, capability reconfiguration signals, and
BMI outcomes, consultancy and industry analyses are used selectively for contextual
support, where primary firm materials are limited. This is an appropriate scope given
that DT and BMI are often communicated through public strategic narratives and detect-
able changes in value proposition, delivery architecture and monetisation, and that com-
parative analysis across cases across the international firms can highlight recurring path-

ways and boundary conditions.
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1.6.2 Assumptions

Three assumptions are guiding the thesis. First, DT is assumed to be more than the adop-

tion of digital tools and therefore, strategic consequences should be observable at the

business model level (Vial, 2019). Second, BMI is assumed to be an appropriate lens for

an understanding of how DT creates economic value, because DT often alters the feasible

configuration of activities and relationships (Teece, 2018). Third, international context is

assumed to be consequential and not incidental. Cross-border differences are consid-

ered as meaningful constraints and enablers which have the potential to moderate out-

comes (Berry et al. 2010; Zaheer 1995).

1.6.3 Delimitations

Several delimitations are applied to keep the study analytically focused.

The thesis does not try to measure the causal effect of DT on firm performance
with the help of econometrics. Instead, it creates an integrated conceptual ex-
planation and it derives patterns supported by prior research and secondary ev-
idence.

The thesis does not offer any technical evaluation of particular digital technolo-
gies. Technologies are seen as enablers, the strategic value of which is contingent
on the extent to which they alter activities, relationships and value logic (Yoo et
al., 2010).

The thesis prioritizes internationally active firms with observable initiatives of DT
and business model narratives. Firms that are strictly domestic or that are not
properly documented in public sources are not within the main purview.

The thesis recognizes that "international firms" encompasses born-digital firms
as well as traditionally established firms that are in the midst of DT. Nonetheless,
the focus is not so much on digital nativity per se, but on DT as a transformation
process and while acknowledging that born-digital internationalisation is now a

marked empirical phenomenon (Yang et al., 2025).
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These delimitations align with the thesis aim and ensure that the analysis remains cen-
tred on DT-to-BMI pathways and cross-border conditions, rather than dispersing into

broader debates on digital society or generic innovation.
1.7 Thesis structure

The thesis is structured into seven chapters, followed by a conclusion and supporting
materials. Chapter 1 introduces the topic, defines the core concepts, articulates the re-
search gap, and presents the research aim, objectives, and research questions. Chapter
2 reviews the literature on digital transformation, business model innovation, and inter-
nationalisation, and develops the conceptual framework linking digital transformation
to business model innovation under cross-border conditions. Chapter 3 explains the re-
search design, including the systematic literature review protocol and the approach to
secondary evidence synthesis and case selection logic. Chapter 4 presents the systematic
literature review findings, synthesising digital transformation to business model innova-
tion pathways, cross-border moderators, capability patterns, and the interim refined
framework and propositions. Chapter 5 reports the cross-case secondary evidence syn-
thesis, including within-case narratives, cross-case comparison, and decision rules linked
to the research questions. Chapter 6 integrates and discusses the results by triangulating
the literature and case evidence, interpreting findings through theory, and presenting
contributions and managerial implications. Chapter 7 provides the final synthesis, sum-
marises answers to the research questions, offers practical recommendations, and out-
lines limitations and future research directions. The conclusion then summarises the
overall argument and closes the thesis, followed by the reference list and supplementary

tables.

1.8 Chapter summary

Chapter 1 established the central problem of the thesis and positioned it at the intersec-
tion of digital transformation, business model innovation, and internationalisation. It ar-
gued that the key issue is not whether DT matters, but why DT-enabled business models

scale unevenly across borders. The chapter defined the core constructs, set the scope
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and delimitations, and specified two research questions focused on DT-to-BMI pathways
and the cross-border conditions that shape scaling. It also stated the thesis contribution,
namely a mediated and context-contingent explanation that distinguishes business

model portability from business model performance.
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2 Literature Review

This chapter critically reviews the literature to build an argument, not only a summary,
about how DT enables BMI in international firms and under which cross border condi-
tions scaling succeeds or fails. The review is organised to support the thesis objectives
and research questions by, first, clarifying DT and BMI foundations, second, specifying
the mechanism lens through DC, and third, integrating internationalisation perspectives
that explain why DT enabled business model designs travel unevenly across countries.
Throughout, emphasis is placed on areas where findings diverge across firm types, in-
dustries, and levels of digital maturity, because these inconsistencies motivate the con-
ceptual model and the thesis focus on boundary conditions rather than generic claims

of positive effects.
2.1 Digital transformation (DT) foundations and dimensions

DT has matured from a technology-centric idea to an organizational and strategic phe-
nomenon that reconfigures how firms create value, coordinate activities, and compete
(Vial, 2019; Bharadwaj, 2019). Across business and information systems scholarship, DT
is increasingly treated as a multi dimensional change process rather than a discrete in-
formation technology (IT) project (Hanelt et al., 2021). Digital business strategy research
also treats DT as a shift in the firm’s competitive logic and boundary choices (Bharadwaj
et al., 2013). This distinction matters because many initiatives labelled “digital” do not
constitute DT. Basic digitization typically refers to converting analogue information into
digital form, and digitalization often denotes using digital technologies to improve exist-
ing processes and channels (Verhoef et al., 2021). DT goes further by reshaping the or-
ganization’s value logic, operating model, and capability base. DT strategies often specify
the targeted domains of change and the governance needed to coordinate them (Matt

et al., 2015; Legner et al., 2017).

A helpful synthesis is to view DT as a sequence of interrelated moves: (i) establishing
digital foundations, (ii) scaling digital processes and decision making, and (iii) enabling

strategic renewal through new business models and boundary spanning structures (Vial,
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2019; Hanelt et al., 2021). In this view, DT is not defined by specific technologies. Rather,
it is defined by the extent to which technologies are mobilized to shift organizational
capabilities and the firm’s value creation architecture. Consequently, the same technol-
ogy (for example cloud computing) can support mere process efficiency in one firm but
enable business model innovation (BMI) in another, depending on governance, comple-
mentarities, and managerial intent (Verhoef et al., 2021). To clarify the boundary be-
tween digitization, digitalization, and DT as analytically distinct phenomena, Figure 1
presents a staged view of typical initiative types and the kinds of organisational change
they imply.

The literature converges on several recurring dimensions of DT. First, DT involves a tech-
nology dimension, including digital infrastructures, modular architectures, and data plat-
forms that allow recombination and rapid experimentation (Yoo et al., 2010). Second, it
involves an organizational dimension that includes changes in structures, routines, coor-
dination mechanisms, and skills. Third, it involves a strategic dimension, which concerns
changes in the firm’s positioning, scope, and boundary decisions, including the shift from
product centric strategies to platform, service, and ecosystem strategies (Hanelt et al.,
2021). Fourth, DT frequently entails a governance dimension because digital value crea-
tion depends on how data, standards, and interfaces are controlled and shared, inter-

nally and across partners (Legner et al., 2017; Verhoef et al., 2021).

This multi dimensional framing also clarifies why DT is particularly consequential for in-
ternational firms. Cross border operations multiply the complexity of DT because infra-
structures, institutional constraints, and partner ecosystems differ across countries. A DT
initiative designed in a home market may not travel easily to host markets due to regu-
latory divergence, data localization, privacy regimes, and heterogeneous customer ex-
pectations. At the same time, DT can reduce some traditional barriers to international
scaling by lowering information costs and enabling remote coordination, digital distribu-
tion, and rapid replication of software enabled activities (Banalieva and Dhanaraj, 2019;
Luo, 2021). This duality creates the central puzzle of this thesis: DT can support global

scale and speed, but it also intensifies challenges of legitimacy and local fit. To consoli-



21

date the definitional diversity in the DT literature, Table 1 summarises influential con-
ceptualisations of DT and highlights the dimensions that each perspective foregrounds.
A key limitation in the DT literature is that empirical findings are often not directly com-
parable because DT is operationalised through heterogeneous proxies, ranging from ma-
turity models and survey based self assessments to specific technology adoption lists
(Vial, 2019). This creates a measurement problem that partly explains why reported ben-
efits vary by industry and by maturity stage, with early digitisation sometimes yielding
efficiency gains while later transformation is more strongly associated with strategic re-
newal and business model redesign (Verhoef et al., 2021). For international firms, the
issue is amplified because the same initiative can face different regulatory and ecosys-
tem constraints across countries (Hanelt et al., 2021). This supports the thesis emphasis

on DT initiative portfolios as inputs whose effects depend on capability reconfiguration

and cross border context rather than on adoption alone.

Table 1. Selected conceptualizations of DT and core dimensions

Source How DT is conceptualized Emphasis Implied DT di-
mensions most
salient

Vial (2019) | A process that triggers significant Process logicand |Strategy, organiza-
changes to an entity’s properties organizational tion, technology,
through combinations of digital tech- |change governance
nologies

Hanelt et al. |A phenomenon that reconfigures System level recon- |Strategy, organiza-

(2021) value creation and organizing figuration tion, ecosystem
through digital technologies

Verhoef et | A multi disciplinary construct span- | Clarification of Technology, strat-

al. (2021) ning digitization to transformation scope and discipli- |egy, market, or-

nary bridges ganization
Legner et al. |Digitalization wave reshaping BISE re- | Infrastructure and |Technology, gov-
(2017) search agenda data driven organ- |ernance, data ar-
izing chitecture

Matt et al. Coordinated changes in strategy, Strategic alignment |Strategy, organiza-

(2015) structure, and IT to exploit digital and transformation |tion, IT alignment
technologies strategy

Yoo et al. Digitization creates layered modular |Architectural re- Technology archi-

(2010) architectures enabling new organiz- | combination and tecture, modular-
ing logics innovation ity, ecosystem
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While definitions vary, two themes recur. DT is both (i) a reconfiguration of capabilities
and (ii) a reconfiguration of value creation structures. This observation becomes im-
portant in later sections because it suggests that DT should be examined through mech-
anism lenses that can explain capability reconfiguration and strategic renewal rather

than treated as an exogenous shock.

Digitization Digitalization _ BT Continuous renewal
(data conversion) (process and channel improvement) Zf('s'i:rat_egiafandig;gg‘nizaﬁbna| (ongoing reconfiguration)
renewal

! 1 4

— Typical initiatives: — Typical initiatives: — Typical initiatives: — Typical initiatives:
* scanning « enterprise systems s platformization « experimentation
integration ‘ portfolios

= data capture » data productization

igi i «+ governance redesign
« basic automation el ks 2 = new ecosystem roles g 2
+ dynamic partner

| « analytics in operations h
orchestration

= novel revenue logics

Figure 1. A staged view from digitization to DT and typical initiative types
Note. Author’s own figure, informed by (Vial, 2019; Verhoef et al., 2021).

Figure 1 is not presented as a deterministic maturity model. It functions as an analytic
device to distinguish operational digital improvements from changes that plausibly alter

the business model.

2.2 Business model innovation foundations

Business model innovation (BMI) has become a central construct in strategy research
because it explains competitive advantage that cannot be reduced to product features
or process efficiencies alone (Chesbrough, 2010). The business model is commonly
treated as the system of interdependent activities that determines how a firm creates
and captures value (Amit and Zott, 2001; Zott and Amit, 2010). This activity system view
is valuable for DT research because digital technologies often reshape activity interde-
pendencies, information flows, and boundary decisions, thereby enabling new configu-

rations of value creation that transcend functional silos and national borders.

The business model concept has also been developed as a representation of a firm’s
value logic, including the value proposition, the architecture of value delivery, and the

mechanisms of value capture (Osterwalder et al., 2005). Combining these perspectives
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suggests that a business model includes both design elements (what the firm offers, to
whom, and how) and systemic properties (how activities fit together and how the system
is governed). BMI then refers to novel changes in this design and system that materially

alter how value is created and captured (Foss and Saebi, 2017).

Two clarifications from the literature are particularly relevant. First, BMI is not synony-
mous with business model change. Incremental changes in pricing or minor channel ad-
justments may not qualify as innovation unless they reconfigure the activity system or
value logic in ways that are nontrivial and difficult to imitate (Teece, 2010). Second, BMI
is not the same as innovation within a business model. Firms can innovate products,
processes, or marketing while leaving the business model intact. BMI requires novelty at
the level of the value creation architecture or the value capture mechanism (Casadesus

Masanell and Ricart, 2010).

The BMI literature is conceptually rich, and it also contains a boundary problem that
affects cumulative knowledge (Foss and Saebi, 2018). Some studies treat BMI as a dis-
crete change in one or more business model elements. Other studies require system
level reconfiguration in activity interdependencies, governance, and value capture logic
(Zottetal., 2011). In such cases, the same empirical change may be coded as incremental
adjustment in one stream and as innovation in another (Foss and Saebi, 2017). This the-
sis follows the activity system and value logic view to maintain analytical discipline. It
also clarifies why cross-border scaling is not a simple replication exercise. A business
model can be technically transferable and still fail if governance choices and complement

dependencies misfit local ecosystems (Jacobides et al., 2018).

The Long Range Planning tradition emphasizes that business models and strategy are
related but distinct. Strategy concerns choices about positioning and advantage, while
the business model explains the logic of value creation and capture that implements
strategy (Casadesus Masanell and Ricart, 2010). This distinction is helpful in international
contexts because a firm may hold a coherent global strategy but operate multiple local-

ized business models. Conversely, DT can induce BMI that forces strategic reconsidera-
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tion, for example when a product firm becomes a platform orchestrator or when a mul-
tinational enterprise (MNE) shifts from asset heavy foreign operations to digitally medi-

ated cross border delivery (Stallkamp and Schotter, 2021).

A major contribution of the BMI literature is the identification of design themes that
shape performance. Activity system research often distinguishes novelty centred designs,
which create value through new activity linkages, and efficiency centred designs, which
create value through lower transaction and coordination costs (Zott and Amit, 2010). DT
can support both: analytics and automation can reduce costs, while platforms and data
driven services can support novel value propositions. Yet, for DT enabled international
growth, novelty and efficiency interact. Scaling a novel digital business model interna-
tionally depends on whether activities can be replicated across contexts and whether
the firm can manage cross border liabilities such as outsidership and legitimacy chal-
lenges (Johanson and Vahlne, 2009; Kostova and Zaheer, 1999). To operationalise BMI in
a way that aligns with DT research, Table 2 outlines core forms of BMI and specifies how

digital initiatives typically enable each form at the business model level.

Table 2. What counts as BMI and common forms relevant to DT

BMI form

Description at business
model level

DT relevance

lllustrative sources

Value proposi-
tion innovation

Novel bundles, outcomes,
or digitally augmented of-
ferings

Data driven services,
personalization, out-
come based contracts

Teece (2010); Verhoef
et al. (2021)

Value creation
and delivery in-
novation

Reconfiguration of activi-
ties, roles, and bounda-
ries

Platform orchestra-
tion, ecosystem part-
nering, remote deliv-
ery

Amit and Zott (2001);
Zott and Amit (2010)

Value capture in-
novation

Novel revenue logic or
monetization mecha-
nisms

Subscription, usage
based pricing, data
monetization

Teece (2010); Foss and
Saebi (2017)

Governance and
boundary inno-
vation

Redesign of control over
interfaces, standards,
data, and complements

APl governance, data
access rules, partner
accreditation

Legner et al. (2017);
Stallkamp and Schotter
(2021)

Note. Author’s own compilation, based on (Teece, 2010; Foss and Saebi, 2017).

Taken together, the BMI foundations indicate that DT enabled BMI should be studied as
activity system reconfiguration under constraints. This leads to the next section, which

discusses mechanisms linking DT to BMI using a capability based lens.
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2.3 Mechanisms linking DT to BMI

To explain how DT drives BMI, it is not sufficient to list technologies or initiatives. A mech-
anism perspective is needed to account for how firms repeatedly reconfigure resources
and activities. The dynamic capabilities (DC) view is widely used for this purpose. DCs
are typically defined as the firm’s abilities to integrate, build, and reconfigure internal
and external competences to address rapidly changing environments (Teece et al., 1997;
Eisenhardt and Martin, 2000). While the concept has been debated, it remains influen-
tial because it connects environmental change to strategic renewal through identifiable

processes and managerial actions (Winter, 2003).

The DC view is also contested. It has been criticised for risks of tautology and for blurred
boundaries between ordinary capabilities and higher order capabilities, particularly
when capability labels are inferred from outcomes (Eisenhardt and Martin, 2000). This
matters for DT enabled BMI research because it can encourage post hoc explanations
that re describe success rather than specify mechanisms (Winter, 2003). In this thesis,
DCis therefore used in a constrained way as a mechanism vocabulary to trace how sens-
ing, seizing, and transforming routines structure decision sequences from DT initiatives
to business model design choices, without assuming that DC automatically produce su-

perior performance.

The DC view is particularly relevant to DT because digital technologies increase the pace
of competitive shifts and expand the space of possible business model designs. Data and
software allow rapid experimentation, but they also require new orchestration and gov-
ernance routines. Empirical work suggests that DT succeeds when firms develop capa-
bilities for sensing opportunities, seizing them through investments and business model
design, and transforming the organization through continuous reconfiguration (Teece,
2007; Warner and Wager, 2019). This triad maps naturally onto DT enabled BMI: sensing
identifies new digital value opportunities, seizing converts them into viable business

model designs, and transforming aligns structures and routines to scale the model.

Microfoundations research further clarifies that DCs are enacted through lower level

processes such as managerial cognition, decision rules, resource allocation routines, and
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coordination mechanisms (Warner and Wager, 2019). In DT contexts, microfoundations
often include digital sensing via analytics, experimentation routines, agile governance,
and ecosystem partnering capabilities. The key implication is that DT drives BMI when
digital initiatives are coupled with the capability to learn, reconfigure, and govern across
organizational boundaries. The DC microfoundations that translate DT initiatives into
business model outcomes are summarised in Figure 2, which positions sensing, seizing,

and transforming as the key renewal mechanisms.

A complementary stream connects business models and DCs directly. Business models
can be treated as both (i) objects of design and (ii) vehicles for executing dynamic strat-
egy. From this perspective, DCs shape the firm’s capacity to innovate its business model,
while the business model becomes the manifestation of reconfigured capabilities in the
market (Teece, 2018; Foss and Saebi, 2017). This is consistent with the argument that
business models and DCs co evolve: changes in customer interaction data can shift sens-
ing routines, which in turn enable new value capture mechanisms, which then require

further transformation of governance and operations.

DT also creates distinctive capability demands because digitization produces layered
modular architectures that change how innovation is organized (Yoo et al., 2010). Layer-
ing and modularity can accelerate recombination and international scalability because
software components can be replicated at low marginal cost. However, the same prop-
erties can increase dependence on complements, standards, and external partners
(Legner et al., 2017). Consequently, DT enabled BMI depends on ecosystem orchestra-
tion capabilities, including the ability to manage interfaces, align incentives, and govern

data access across borders (Stallkamp and Schotter, 2021).



27

Sensing microfoundations

+ Analytics
« Market learning
+ Partner scanning

BMI Outcomes

DT initiatives

« Data Platforms

Seizing microfoundations

« Business model design
« Investment choices
« Governance of interfaces

Transforming microfoundations

+ Restructuring
« Capability Redeployment
« Operating model renewal

« New value proposition
+ Activity system redesign
« New value capture

— —

» Digital Channels
« Automation, APls

Figure 2. DC microfoundations as mechanisms linking DT initiatives to BMI outcomes
Note. Author’s own figure, informed by (Teece, 2007, Warner and Wdger, 2019).

This mechanism logic implies that DT does not automatically result in BMI. DT initiatives
can remain trapped at the operational improvement level unless sensing, seizing, and
transforming microfoundations are sufficiently developed to support business model
level change. To connect initiative types to mechanism logic, Table 3 maps common DT

initiative clusters to the DC microfoundations they most directly activate and to the BMI

levers they are most likely to influence.

Table 3. Mapping typical DT initiatives to DC microfoundations and BMI effects

DT initiative
cluster

Dominant DC microfoun-
dations enabled

Likely BMI lever

Selected supporting
sources

Enterprise wide
data platform

Sensing via analytics, real
time monitoring

New value proposition
through personaliza-
tion, data products

Vial (2019); Teece
(2018)

Digital channels
and customer
engagement

Sensing and seizing
through rapid feedback
loops

New delivery architec-
ture, direct cross bor-
der reach

Verhoef et al. (2021);
Banalieva and Dhana-
raj (2019)

Automation and
process digitiza-
tion

Transforming via routine
redesign, capability rede-
ployment

Efficiency centred ac-
tivity system redesign

Hanelt et al. (2021);
Winter (2003)

APl and plat-
form govern-
ance

Seizing and transforming
through interface control
and partner orchestration

Ecosystem oriented
business model and
new capture mecha-
nisms

Yoo et al. (2010);
Stallkamp and Schot-
ter (2021)

Note. Author’s own compilation, based on (Teece, 2007; Warner and W¢ger, 2019).
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The international dimension adds an additional layer. DC microfoundations may not
transfer easily across subsidiaries and partner networks because they depend on mana-
gerial attention, institutional constraints, and the availability of complementary assets
such as digital infrastructures and skilled labour. Therefore, cross border conditions are
not merely contextual variables. They plausibly moderate how DT initiatives translate
into capability reconfiguration and BMI outcomes. This logic motivates the incorporation

of internationalization lenses in the next section.

2.4 Internationalization lenses relevant to DT enabled BMI

IB scholarship provides several perspectives to explain cross border expansion and its
constraints. For this thesis, two families of lenses are particularly relevant: (i) network
based internationalization logic and (ii) early and accelerated internationalization per-

spectives.

The network view embedded in the revisited Uppsala model (UM) argues that interna-
tionalization is constrained not only by lack of knowledge but also by network position.
The “liability of outsidership” describes the disadvantages of being outside relevant net-
works in foreign markets, which limits access to opportunities and learning (Johanson
and Vahine, 2009). This concept is useful for DT enabled BMI because many digital busi-
ness models depend on network effects, complementors, and platform participation. In
such contexts, outsidership may be particularly costly: a platform can be technically scal-
able yet fail to gain foreign traction if local users, partners, and institutions do not join

(Chen et al., 2019; Stallkamp and Schotter, 2021).

The UM has been further adapted to the modern environment. Contemporary work em-
phasizes that uncertainty and learning remain central, but relationship building, trust,
and commitment processes occur in more complex, digitally mediated networks (Vahlne
and Johanson, 2017; Coviello et al., 2017). DT can reduce some forms of uncertainty
through data and digital monitoring, but it can also create new uncertainties related to

regulation, cybersecurity, and legitimacy. Hence, the UM suggests that DT enabled BMI
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requires strategies that build insider status, often through partnerships, local comple-

mentors, and credible governance commitments.

A second family of lenses is associated with accelerated internationalization, and inter-
national new ventures (INV). INVs are internationally expanding from the outset or very
soon after, often by using knowledge, niche positioning and network resources rather
than by accumulating foreign market experience over time (Oviatt and McDougall, 1994).
Born global theory also frames early internationalisers as firms that internationalise rap-
idly without gradual market commitment processes (Hennart, 2014). DT has facilitated
the increasing prevalence of such paths by reducing the cost of coordination and provid-
ing the opportunity for global reach via digital channels. This does not mean that the
internationalization becomes frictionless. Rather, there is a shift in the sources of friction.
Issues of legitimacy, localization, platform governance and institutional constraints start
to become more salient than physical distribution constraints (Monaghan et al., 2020;

Brouthers et al., 2016).

The born digital argument does not imply that physical embeddedness becomes irrele-
vant. Recent evidence shows that born digital firms may still deploy foreign direct invest-
ment, particularly into geographically and culturally distant markets, to access non digi-
tal complements and to reduce frictions that cannot be solved through digital channels
alone (Kogut and Singh, 1988; Stallkamp et al., 2023). This qualification strengthens the
thesis motivation: DT can expand the opportunity set for international scaling, but cross
border diffusion still depends on ecosystem access, local legitimacy, and learning pro-
cesses. The Uppsala emphasis on outsidership remains theoretically useful, even when

internationalisation is digitally accelerated (Johanson and Vahine, 2009).

Born digital firms accentuate these dynamics. Born digitals are firms that have an offer-
ing and operations that are deeply digital from the start. They might scale rapidly as a
result of software and data to replicate, but face unique cross border challenges as value
creation is dependent on digital ecosystems, standards and data governance (Monaghan
et al., 2020; Banalieva and Dhanaraj, 2019). Empirical research on ibusiness firms indi-
cates that network effects and country level influence can be a factor in international

penetration, and outsidership liabilities can be managed through strategic sequencing
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across markets (Chen et al., 2019). This fits in with the UM logic, but is accepting that

digital firms may not follow gradual expansion in traditional sense.

Internationalization lenses also direct attention to legitimacy. MNE legitimacy is more
complex than domestic legitimacy because it is evaluated by multiple institutional audi-
ences across countries. Organizational legitimacy under complexity suggests that MNEs
must manage competing expectations and potential conflicts between global con-
sistency and local conformity (Kostova and Zaheer, 1999). This is particularly relevant for
DT enabled BMI because new data uses, algorithmic decisions, and platform governance
arrangements often raise legitimacy questions that vary across jurisdictions. Table 4 syn-
thesises the internationalization lenses most relevant to DT enabled BMI and clarifies
how each lens helps explain cross border variation in the scalability and legitimacy of

digital business models.

Table 4. Internationalization lenses and expected relevance to DT enabled BMI

network logic

strained by network posi-

tion and relationship
learning

business models require in-
sider status, complement-
ors, and trust

Lens Core idea Relevance to DT enabled Selected sources
BMI
UM revisited, | Internationalization con- |Platform and ecosystem Johanson and Vahlne

(2009); Vahine and Jo-
hanson (2017)

Outsidership
and network

Being outside networks

reduces learning and op-

Digital scaling depends on
local participation and com-

Chen et al. (2019);
Stallkamp and Schot-

effects portunity access plement availability ter (2021)
INV perspec- |Early internationalization | DT enables early global Oviatt and McDougall
tive through unique re- reach but shifts constraints |(1994); Monaghan et

sources and networks to legitimacy and govern-  |al. (2020)

ance

Digital econ- |Digitalization reshapes Explains new advantages Banalieva and Dhana-
omy internal- | firm specific advantages |such as network advantage |raj (2019); Luo (2021)
ization and governance choices |and data based advantages

Note. Author’s own compilation, based on (Johanson and Vahlne, 2009; Banalieva and Dhanaraj,
2019).
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2.5 Digitalization and international business (IB): what recent evidence

says

Recent evidence in IB scholarship increasingly treats digitalization as a force that re-
shapes foundational assumptions about internationalization costs, firm specific ad-
vantages, and the boundaries of the firm. Internalization theory has been extended to
account for the digital economy by arguing that digitalization changes both the costs of
transferring advantages across borders and the nature of those advantages themselves
(Banalieva and Dhanaraj, 2019). In this view, digital firms often possess network ad-
vantages, data advantages, and algorithmic capabilities that do not map neatly onto tra-
ditional asset based advantages. These advantages may scale quickly, but they can also

be fragile if trust, legitimacy, or regulatory permissions are undermined.

A parallel stream investigates how digitalized service multinationals and platform firms
internationalize. Conceptual and empirical work suggests that digital service MNEs may
rely less on ownership of foreign assets and more on orchestrating ecosystems and dig-
itally mediated governance (Hennart, 2019; Stallkamp and Schotter, 2021). The platform
context introduces distinctive international strategy questions because network effects
can be local, global, or hybrid. This shapes entry sequencing, localization strategies, and
partner acquisition strategies. Empirical findings on ibusiness firms indicate that inter-
national penetration depends on mitigating outsidership liabilities and strategically se-
lecting markets where diffusion can generate credible momentum (Chen et al., 2019).
This implies that DT enabled BMI does not eliminate the importance of country context.

Instead, it alters how country context matters.

Systematic reviews provide further consolidation. A recent systematic review on the in-
ternationalization of digital firms highlights fragmentation across domains and identifies
drivers, strategies, outcomes, and contexts as key organizing themes (Yang et al., 2025).
This synthesis reinforces the thesis motivation that research remains scattered across

information systems, strategy, and IB, even though the underlying phenomenon is inher-
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ently cross disciplinary. For digital platform based firms, a systematic review in the Jour-
nal of World Business emphasizes the need to integrate perspectives on platform char-
acteristics, internationalization patterns, and typologies (Li et al., 2025). The review also
points to unresolved questions about how platform governance choices interact with

host country institutions and local complementors.

The most recent multidisciplinary review focused specifically on DT in IB provides an in-
tegrative agenda that positions DT as a driver of new global strategies and organizing
forms, while recognizing persistent frictions in cross border contexts (Schmeisser et al.,
2026). A crucial implication for this thesis is that DT should not be treated as a universal
enabler. Its effects depend on the cross border conditions that determine whether digi-

tally enabled activity systems are legitimate, interoperable, and scalable.

The born digital literature further reinforces this point by arguing that this process of
rapid internationalization is not enough to eliminate the need for market embeddedness.
Born digitals could be subject to some new constraints because digital offer is interwo-
ven with national infrastructures, payments, identity regimes and regulatory standards
(Monaghan et al., 2020). Survey evidence also links digitalisation to the internationalisa-
tion strategy choices of born-digital firms (Vadana et al., 2021). This is consistent with
evidence showing that digitalization can bring down the cost of information but increase
the complexity of governance and compliance at the cross-border level (Luo, 2021). In
addition, digitalization can affect the relationship between global standardization and
local responsiveness. Since software is replicable, firms will be tempted to standardize
globally. Yet, the institutional structures and legitimacy expectations can impose the
need for localized design, content governance, and data practices in order to force hybrid

business model designs.

Findings also differ by type of firm. Platform focussed studies emphasise network effects,
governance and complement availability as key bottlenecks in international scaling (Li et
al., 2025) whereas the SME oriented stream more often frames digitalisation as a re-
source leverage mechanism that lowers barriers to information and increases reach
through e commerce, digital value chain activities and market learning on platforms (Bar-

goni et al., 2024). These differences suggest that DT enabled BMI cannot be generalised
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through a single scaling logic. Instead, boundary conditions seem to depend on ecosys-
tem dependency as well as on the extent to which value creation is co produced with
local complements, reinforcing the thesis focus on moderators and portability rather

than replication alone (Monaghan et al., 2020).

A very practical way of thinking about the travel of business models across borders is to
talk about core elements and peripheral elements. Core elements consists of basic value
creation architecture, data logic, and interface standards. Peripheral elements comprise
localized complements, customer experience layers and compliance adaptations. DT of-
ten increases the modularity of this separation. However, modularity is by no means au-
tomatic. It needs deliberate architecture and governance (Yoo et al., 2010; Legner et al.,
2017). This framing is in line with the view that international scalability is a design out-
come rather than a default property of digital technologies. To translate these arguments
into an international portability logic, Figure 3 distinguishes between business model
elements that should be stable for global scalability and elements that usually need to

be adapted locally so as to be legitimate and compliant.

Business model core (global) Cross border moderators Business model periphery (local)

« Data architecture & standards :> « Institutional constraints & enforcement :> « Regulatory compliance layer
« Platform governance rules : « Digital infrastructure maturity :: e Local partners & complements
o Algorithms & pricing logic « Network position & complement availability « Content & customer adaptation
o Partner interface design :> « Cultural expectations around data & service :> « Trust & legitimacy signalling

] |

Expected Outcome

— Scalable BMI when core is stable and periphery
is adaptable without breaking governance integrity

Figure 3. How business models travel across borders under DT: a modularity and legitimacy
logic
Note. Author’s own figure, informed by (Yoo et al., 2010; Legner et al., 2017).

This conceptualization also relates back to the UM. Outsidership can be reduced through

the construction of local periphery elements by way of partnerships, whilst the core
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maintains coherence. On the other hand, too much localization can lead to fragmenta-
tion of the global model and a lack of learning synergies, while too much standardization

can trigger legitimacy failures.
2.6 Methodological insights from prior studies

Methodologically, the studies on DT, BMI, and digital internationalization show three

dominating trends.

First, systematic literature reviews are typical to the field of DT and digitalization schol-
arship in line with the conceptual fragmentation in this field. Reviews are synthesis works
that try to integrate constructs and propose research agendas, but often fall short of
creating testable mechanism models that incorporate international moderators (Hanelt
et al., 2021; Tranfield et al., 2003). This observation supports the rationale for the design
of the thesis: a conceptual framework is necessary, but it must be based on mechanism

logic and cross border contingencies.

Second, qualitative case studies are prominent, particularly when it deals with under-
standing how firms build DCs for DT. This is in part due to the complexity of organiza-
tional change that DT entails, and the difficulty of capturing microfoundations through
cross sectional surveys alone (Warner and Wager, 2019; Eisenhardt, 1989). Case evi-
dence is especially helpful for unravelling sequences: how initiatives are put in motion,

how governance unfolds, how business models are redesigned over time.

Third, IB studies of digital firms involve both multi case and quantitative designs, which
frequently employ platform diffusion data or international performance indicators. Such
studies are valuable, as they shed light on country level and network effects that are key
to the process of digital internationalization (Brouthers et al., 2016). However, many em-
pirical studies emphasize on entry patterns or performance results without directly ob-
serving business model design processes (Chen et al., 2019). This leaves a methodologi-
cal gap for the current thesis, which aims at explaining DT to BMI pathways and the con-

ditions under which these pathways are valid.

A further limitation is the range of substantial differences in measurement approaches

between studies, especially for DT and BMI. DT is alternately operationalized through IT
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investments, digital maturity proxies or qualitative assessments, whereas BMI some-
times is seen as a binary outcome and sometimes as a multi dimensional construct (Ha-
nelt et al., 2021). This lack of alignment leads to reduced comparability and adds to frag-
mented findings (Foss and Saebi, 2017). Therefore, one contribution of this thesis is to
propose an integrative conceptual model that can be used to guide operationalization

decisions in the following empirical chapters.

These methodological patterns have a direct link to the questions of the thesis research.
RQ1 requires tracing how DT initiatives translate into business model redesign, which
requires evidence on sequence, choices on governance and capability routines, not just
correlations of digital adoption and performance. RQ2 needs attention to identifying
cross border conditions that determine scaling results, which necessitates comparison
across markets and ecosystems to reveal when portability fails. The use of secondary
sources in this thesis, therefore, is not a limitation, but rather a fit to purpose choice, to
allow for the triangulation of literature from peer reviewed studies and documented firm
evidence in the derivation of pathways and boundary conditions difficult to capture us-
ing single method designs (Eisenhardt, 1989; Tranfield et al., 2003). In order to render
the methodological implications and outstanding gaps more explicit across the core
streams, Table 5 summarises representative studies and reviews, and indicates their fo-
cus, context, principle insight and the particular gap that motivates the present thesis.

The table also clarifies how the evidence base maps on to requirements of RQ1 and RQ2.

Table 5. Representative studies and reviews informing DT enabled BMI in international firms
and the gaps addressed in this thesis

Study (citation) Focus and Context / Core insight Gap motivating this
method firm type thesis
Vial (2019) Review and  |Cross indus- |DT is organisational Limited integration
research try transformation, not IT |with IB boundary
agenda adoption conditions
Verhoef et al. Conceptual Customer DT portfolios vary by |Cross border scala-
(2021) synthesis centric trans- | domain and maturity |bility treated implic-
formation itly
Hanelt et al. Conceptual Strategy and | DT enables strategic Limited specifica-
(2021) synthesis IS renewal and BMI tion of portability
across markets
Foss and Saebi  |Conceptual BMI research | Clarifies BMI forms Weak linkage to in-
(2017) review and mechanisms ternationalisation
constraints
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Teece (2010) Conceptual Business Governance and value | Cross border institu-
models and |capture central to BM |tional fit under de-
strategy veloped

Warner and Wa- |Mechanism  |DCin DT Microfoundations con- | Limited cross bor-

ger (2019) oriented syn- nect DT to renewal der comparison

thesis

Johanson and Theory revi- |UM revisited |Outsidership and net- |Digital scaling impli-

Vahlne (2009) sion works shape interna- | cations require inte-

tionalisation gration

Monaghan et al. |Conceptual Digital plat- | Digital scaling depends | Limited linkage to

(2020) forms on platform govern- BMI design choices

ance and ecosystems

Li et al. (2025) Systematic re- | Platform Internationalisation Need mediated

view based firms | conditioned by gov- model linking DT,
ernance and institu- DC, BMI
tions

Schmeisser et al. | Multidiscipli- |IB and DT DT reshapes strategy, |Need mechanism

(2026) nary review but national context |view at business

remains decisive model level

Stallkamp and Conceptual Digital firms | Digitalisation changes |Boundary condi-

Schotter (2021) internationalisation tions across ma-

pathways turity levels unclear

Stallkamp et al. |Empirical Born digital |Born digitals use FDI Link to BMI out-

(2023) study firms for complements and |comes and portabil-

distance frictions ity needs theorising

Bargoni et al. Systematic re- | SMEs Digitalisation supports |BMI mechanisms

(2024) view SME internationalisa- |and cross border

tion through distinct | moderators need
domains integration

Finally, transparency standards for evidence synthesis have advanced. The PRISMA (Pre-
ferred Reporting ltems for Systematic Reviews and Meta Analyses) statement provides
widely used guidance for transparent review reporting, including flow diagram represen-
tation of screening and inclusion (Page et al., 2021). While the present thesis is not po-
sitioned as a full systematic review, adopting systematic search and screening principles

strengthens methodological credibility and reduces selection bias.
2.7 Synthesis and conceptual model for this thesis

The preceding sections converge on a single organising claim. DT contributes to compet-
itive advantage in international firms primarily when it is translated into coherent

changes in the business model, and when those changes remain scalable and legitimate
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across borders. This translation is neither automatic nor uniform. It depends on the
firm’s capability reconfiguration and on the cross border context in which the new busi-

ness model must operate (Vial, 2019; Johanson and Vahine, 2009).

First implication concerns the role of DT initiatives. DT initiatives are best understood as
a portfolio rather than a single programme, typically including customer facing initiatives
(digital channels, digital customer experience, personalization), operational initiatives
(automation, analytics embedded in routines, digitally enabled coordination), and archi-
tecture and governance initiatives (enterprise data platforms, modular architectures, ap-
plication programming interfaces, platform governance, and cybersecurity controls)
(Verhoef et al., 2021; Legner et al., 2017). In this thesis, these initiatives are treated as
inputs that expand the opportunity set. Yet they do not by themselves constitute busi-
ness model change, a distinction that remains blurred in parts of the literature (Vial,

2019).

Second implication concerns mechanism. The DC view provides a mechanism lens linking
DT initiatives to business model outcomes through sensing, seizing, and transforming
processes (Teece, 2007). Capability reconfiguration is positioned as the pivotal interme-
diate layer. Sensing capability concerns identifying digital opportunities and threats
through analytics driven learning and partner scanning. Seizing capability concerns busi-
ness model design and commitment decisions, including monetization logic and govern-
ance rules for data and interfaces. Transforming capability concerns restructuring and
boundary decisions required to scale the new model, including redeploying resources,

redesigning roles, and re aligning governance (Warner and Wager, 2019; Teece, 2007).

Third implication concerns what counts as business model change. BMI is treated as a
system level outcome reflected in changes to value proposition, activity system design,
value capture mechanisms, and governance. DT can enable BMI by lowering marginal
costs of replication, enabling continuous iteration through data feedback loops, and
shifting value creation toward ecosystem orchestration (Teece, 2010; Jacobides et al.,
2018). BMI outcomes nevertheless vary in scope, ranging from efficiency centred rede-
sign to novelty centred redesign with new roles and interaction patterns (Zott and Amit,

2010).
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IB scholarship explains why DT to BMI pathways yield divergent results across markets.
Cross border moderators operate at multiple levels. Institutional regimes shape feasible
data use, platform governance, and legitimacy expectations. Network conditions shape
diffusion because outsidership liabilities persist and network effects and complements
can be locally bounded (Johanson and Vahlne, 2009;). Digital economy arguments fur-
ther suggest that data, network, and orchestration advantages interact with market
structure and institutional constraints (Banalieva and Dhanaraj, 2019). Recent evidence
syntheses reinforce that international scaling depends on governance choices and host
market institutions, not only technological replicability (Schmeisser et al., 2026; Li et al.,

2025).

Two further features are incorporated in the model. First, feedback loops are acknowl-
edged because BMI generates digital traces and learning that can strengthen sensing and
redirect later DT initiatives. Second, portability is separated from performance because
a business model can be technically replicable yet underperform when legitimacy or out-

sidership constraints block adoption.

The framework yields three expectations that guide the analysis and connect directly to
the thesis research questions. First, DT initiatives contribute to BMI only when DC micro-
foundations translate digital options into coherent business model design choices (Teece,
2007; Warner and Wager, 2019). Second, cross border moderators are expected to influ-
ence both the translation of initiatives into capabilities and the translation of capabilities
into outcomes, rather than operating only at the final stage (Johanson and Vahine, 2009;
Banalieva and Dhanaraj, 2019). Third, international scaling outcomes are expected to
depend on maintaining a stable business model core while adapting local layers through
governance and network embedding choices (Zott and Amit, 2010; Jacobides et al.,
2018). Bringing these streams together, Figure 4 presents the integrative conceptual
framework guiding this thesis, linking DT initiatives to BMI outcomes through capability

reconfiguration while making cross border conditions explicit as moderators.
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2.8 Chapter summary

Chapter 2 built the conceptual base of the thesis. It clarified DT as a multi-dimensional
transformation process, treated BMI as system-level redesign, and used dynamic capa-
bilities as the mechanism linking digital initiatives to business model change. It then in-
tegrated internationalisation logic to show why outsidership, legitimacy, and institu-
tional diversity shape cross-border outcomes. The chapter closed by presenting the con-

ceptual framework that guides the empirical chapters and the later integrated discussion.
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A. DT Initiative Portfolio (Inputs)

Customer Facing Initiatives Digital Channels, Personalization,
Customer Experience

Operational Initiatives  Automation, Analytics,
Digital Coordination

Architecture & Enterprise Platforms,
Governance Initiatives Cyberiecurity, Data Governance

—— Enabled Options & Constraints
v

B. Capability Reconfiguration

l Sensing Capability =~ Market Learning & Opportunity Design |

| Seizing Capability  Business Model & Governance Choices J

| Transforming Capability Operating Model & Partner Alignment

v
———— Market Facing Logic
v

C. BMI Outcomes

| Value Proposition Redesign |

| Activity System Redesign I

| Value Capture & Governance J

.
Internationalization Consequences
~

D. International Scaling Outcomes

[ Global Scalability |

l Local Fit & Legitimacy |

l Sustained Advantage ‘

v—
Cross-Border Moderators

Institutional Network Market & 2
Conditions Conditions ‘ [rsiithre | (RN Rt ‘
.

Feedback Loops & Learning

Digital Traces & Adaptation Over Time

Figure 4. Conceptual framework: DT enabled BMI in international firms
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3 Methodology

3.1 Research design and rationale

This thesis has a two-part research design. Part one is a Systematic Literature Review
(SLR). Part two is a secondary evidence synthesis based on a small selection of interna-
tional firms as cases. The design is selected to deal directly with the research questions.
RQ1 asks the question of how Digital Transformation (DT) contributes to Business Model
Innovation (BMI) in international firms. RQ2 asks under what conditions of cross-border

conditions DT-enabled BMI supports international scaling and competitive advantage.

The SLR offers an organized account of what the literature has to say on DT to BMI path-
ways, mechanisms of capability, and cross-border moderators. It also helps to determine
where there is divergence in the evidence in terms of firmer type and level of digital
maturity. The case synthesis then traces these relationships through firm-level evidence,
which is important because business model change is typically visible through sequences
of decisions, governance choices, and redesign of value capture rather than through sin-
gle observable events. This combination facilitates explanation and not just description.
The overall logic is in line with evidence-informed review guidelines in management re-
search, which views review work in terms of its being a transparent and replicable

method, rather than as a sort of informal narrative summary (Tranfield et al., 2003).

A second design choice is the use of secondary evidence. DT and BMI are often commu-
nicated through public stories, product architecture and pricing changes, ecosystem
partnership announcements, and risk disclosures related to data governance. These
traces can frequently be found in annual reports, investor presentations, earnings call
transcripts, product documentation and pricing pages. Document analysis is therefore a
suitable method, provided that the source selection, extraction and interpretation are
explicitly structured (Bowen, 2009). This approach also lends itself to cross-case compar-
ison, as similar categories of evidence can be captured on a cross-country basis across

countries where firms operate.
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The two strands of the research design are summarised in Figure 5, and how the outputs
from them contribute to the subsequent chapters. As shown in Figure 5, the SLR provides
information about pathway taxonomy and moderator categories, whereas the portabil-

ity testing of case synthesis and the boundary conditions by pattern matching between

m Case Symbhesis Strand
v

Selection of 4-5 International Firms
v
Document Evidence & Extraction
v .

¥

Outputs for Chapter 4 | Within-Case Business Medel Mapping |

2

‘ Cross-Case Pattern-Mutching |
Outputs for Chayter 5
Integration <

cases.

Triangulation ot 3LR Patterns & Case Patterns
v

Refined Pathways & Boundary Conditions

QOutputs For,Chapter 6

Figure 5. Research design and outputs of the thesis

3.2 Philosophical position and approach

The thesis follows a practical approach. The aim is to construct an explanation with a
theoretical foundation and utility for international business decision making. DT, BMI
and Dynamic Capabilities (DC) are considered analytical constructs that dictate how ev-

idence is collected and compared and not labels applied after outcomes have been noted.

The study is conducted using an abductive logic. In practical terms, this means that ex-
isting theory is used to inform the initial extraction template and coding categories, while
evidence from the included studies and cases is used to inform a refinement of explana-
tion of pathways and boundary conditions. Abduction is especially appropriate for re-

search that integrates several literature streams and heterogeneous data sources and it
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supports the desired to develop a mechanism-oriented account of the translation of DT

in a business model redesign (Dubois and Gadde, 2002).
3.3 Systematic literature review protocol

The SLR is a structured process and involves the following steps: planning, search,
screening, quality appraisal, extraction, and synthesis. This sequence makes it possible
for the review to be documented and duplicated, which adds methodological credibility
(Tranfield et al., 2003). Reporting is organised according to Preferred Reporting Items for
Systematic Reviews and Meta Analyses (PRISMA) guidance consisting of a clear structure
for reporting identification, screening, eligibility assessment and final inclusion (Page et

al., 2021).

3.3.1 Databases and search scope

The search focused on peer-reviewed journal articles and peer-reviewed review papers
from the journals covered by the international business, strategy, and information sys-
tems. The core databases used were Scopus and Web of Science Core Collection. Busi-
ness and management coverage was enhanced with ABI/INFORM (ProQuest) and Busi-
ness Source Complete (EBSCO). In addition, citation chasing was attempted to identify
relevant studies that might not be identified through the keyword search alone. Hand
searching was used for leading outlets in the international business and global strategy

to ensure coverage of high-impact work.

Hand searching targeted Journal of International Business Studies, Journal of World Busi-
ness, International Business Review, Strategic Management Journal, Long Range Plan-
ning, Business and Information Systems Engineering, Information Systems Research,
Journal of Management, Journal of Management Studies, The Journal of Strategic Infor-
mation Systems, and Journal of Business Research. Journal-wise screening outcomes are

reported in Supplementary Table S3.

The publication window was selected as 2008 -2026 to account for the emergence of
platform-based and data-driven business models and the exponential increase of DT

scholarship. Only English language studies were included.



44

3.3.2 Search strings and fields

Search strings were structured around three concept blocks: DT, BMI, and international-
isation. Title, abstract, and keyword fields were used where supported by the database.
Table 6 provides the compact view of search blocks used across sources, ensuring con-

ceptual coverage while keeping the search manageable.

Table 6. Core search string blocks used across databases

Concept Example terms Notes
block
DT “digital transformation” OR digitalization OR “dig- | Captures DT and adja-
ital strategy” OR “digital business strategy” cent framing
BMI “business model innovation” OR “business model |Captures BMI and plat-

change” OR “business model*” OR platform™ OR |form and ecosystem

ecosystem* work
Interna- |international™® OR cross-border OR global OR mul- | Captures cross-border
tional tinational OR “foreign market” scaling terms

To maximise transparency, a complete database-specific search table is provided as Sup-
plementary Table S1. Supplementary Table S1 includes the exact query syntax, fields, ap-

plied filters, and the documentation rules used during export and logging.

3.3.3 Inclusion and exclusion criteria

Screening was guided by explicit inclusion and exclusion criteria to ensure construct rel-
evance and cross-border fit. Table 7 summarises these rules. Table 7 is used consistently

across all screening stages to reduce discretionary selection.

Table 7. Inclusion and exclusion criteria

Criterion Include Exclude
Publication |Peer-reviewed journal articles and Editorials, non-reviewed re-
type peer-reviewed reviews ports, opinion pieces
Topic fit DT linked to BMI or business model DT discussed with no business

change in an international setting model implications




45

Unit of Firms with cross-border activity, deliv- |Purely domestic studies with no

analysis ery, or international platform reach international component

Evidence |Empirical, conceptual, or review with  |Unclear method or unclear con-
clear method description struct use

Time win- |[2008-2026 Outside window unless theory

dow foundational

Language |English Non-English texts
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3.3.4 Screening process and PRISMA documentation

Screening occurred in two stages. First, titles and abstracts were screened against Table
7. Second, full texts were assessed for eligibility. Duplicates were removed prior to

screening. Full-text exclusions were logged with reasons to maintain an audit trail.

Identification of studies via databases and registers

fpr—
Records identified: n= 320 Records removed before
= Scopus = 65 B screening. 35
s Web of Science = 73 Duplicate records removed
o ABI/INFORM = 57 N (h=15)
£ Business §ource Complete v Records marked as ineligible
S (EBSCO) =45 L by automation tools (n = 10)
= Google Scholar/ Citation Records removed for other
chasing = 80 reasons (n = 10)
et
Y
)
Records screened > Records excluded
(n = 285) (n =236)
A 4
Reports sought for retrieval o| Reports not retrieved
o (n=49 (n=10)
I=
a
o
3 \ 4
Reports assessed for eligibility » .R %ﬁﬁiﬁﬁiﬂﬁﬁoﬁf
(n=49) BMI/business model change (n = 6)
+ No cross-border or international
context (n = 5)
« Method/constructs unclear or weak
(n=7)
« Not eligible publication type (n = 4)
A4
ke N ) .
Y Studies included in review
3 (n=27)
o
i=

Figure 6. PRISMA-style screening flow used for the SLR

Figure 6 presents the PRISMA-style screening flow used in the review. Searches across
Scopus, Web of Science Core Collection, ABI/INFORM, Business Source Complete, and
supplementary Google Scholar and citation-chasing procedures identified 320 records.

Before screening, 35 records were removed, including duplicate records (n = 15), records
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marked as ineligible by automation tools (n = 10), and records removed for other reasons
(n =10). This left 285 records for title and abstract screening, of which 236 records were
excluded. Forty-nine reports were then sought for retrieval, and all were successfully
retrieved. Full-text assessment was conducted for 49 reports, of which 22 were excluded.
The main reasons for full-text exclusion were that DT was discussed without explicit BMI
or business model change (n = 6), no cross-border or international context was present
(n = 5), the method or constructs were unclear or weak (n = 7), or the publication type
was not eligible (n = 4). The final synthesis therefore retained 27 studies, which are re-
ported in Supplementary Table S2. To strengthen transparency, journal-wise inclusion

and exclusion counts are also reported in Supplementary Table S3. (Page et al., 2021).

3.3.5 Quality appraisal

Quality appraisal was used to strengthen comparability and reduce the influence of weak
evidence. A light rubric was applied across included study types, focusing on method
clarity, construct clarity, context reporting, evidence strength, and cross-border rele-
vance. Table 8 presents the rubric used. Studies scoring low were retained only for sen-

sitivity checks, while the main synthesis relied on medium and high scoring studies.

Table 8. Quality appraisal rubric
Dimension Guiding question Score 0 | Scorel | Score 2

Method clarity Are data and method steps de- Missing |Partial Clear

scribed clearly

Construct clarity |Are DT and BMI defined and applied |Weak |Mixed Clear

consistently

Context reporting |Are firm type and international con- | Missing |Partial Clear

text reported

Evidence strength |Are claims supported with traceable |Weak |Moder- |Strong

evidence ate
Cross-border rele- | Does the study inform scaling Low Medium |High
vance boundary conditions

Note. Each included study was scored from 0 to 2 on the five dimensions above, giving a total
score from O to 10. Studies scoring O to 4 were treated as low quality and used only for sensitivity
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checks. Studies scoring 5 to 7 (medium) and 8 to 10 (high) formed the main synthesis. The rubric
was used to support consistent appraisal and transparent inclusion decisions.

3.3.6 Data extraction and synthesis strategy

Data extraction followed a structured template capturing: study aim, unit of analysis,
firm type, sector, geography, DT initiative type, BMI form, capability mechanism framing,
moderators, and reported outcomes. The extraction template also recorded how each
study defined DT and BMI, because definitional drift is a known limitation across streams.
The synthesis then grouped evidence into (i) DT-to-BMI pathways aligned with RQ1, and

(ii) cross-border moderators aligned with RQ2.

To support transparency of what evidence underpins the synthesis, Supplementary Table
S2 summarises the characteristics of the included studies, including study type, context,

and primary contribution to RQ1 or RQ2.
3.4 Case sampling strategy for the secondary evidence synthesis

The secondary evidence synthesis uses purposive sampling with theoretical variation.
The aim is not representativeness. The aim is to test whether DT-to-BMI pathways and
boundary conditions remain credible under contrasting settings. Four to five cases are

targeted to balance analytical depth with cross-case comparison.

The selection logic draws on case-based theory building principles that emphasise repli-
cation logic across cases. Some cases are selected for literal replication, where similar
pathways are expected. Other cases are selected for theoretical replication, where dif-
ferences in institutional context, ecosystem dependence, or digital maturity are ex-

pected to shape outcomes (Eisenhardt, 1989).

Table 9 summarises the criteria used to select cases and the intended variation across

them. These criteria are applied before evidence collection to reduce selection bias.

Table 9. Case selection criteria and target variation
Criterion Operational rule Target variation

International Recurring activity in two or more |Regional versus multi-region

scope foreign markets presence
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DT visibility Public evidence of DT initiatives | Data platform, platform govern-

over time ance, servitisation

BMI observabil- | Clear shifts in offering, delivery, |Subscription shift, ecosystem

ity or monetisation role change
Evidence availa- | Multi-year documentation in High versus medium disclosure
bility credible sources depth

Cross-border Exposure to regulation or comple- | High versus low constraint set-

friction ment dependence tings

3.5 Data sources and data extraction

Secondary sources were organised into three tiers. Tier 1 includes firm-authored mate-
rials such as annual reports, investor presentations, earnings call transcripts, corporate
governance reports, and product and pricing pages. Tier 2 includes regulatory and mar-
ket infrastructure documents where relevant, particularly those describing risk factors,
data constraints, or platform governance obligations. Tier 3 includes reputable case re-

positories and peer-reviewed teaching cases where available.

Document analysis guides the treatment of these sources as data. This requires system-
atic selection, a transparent extraction procedure, and an explicit linkage between claims
and evidence items (Bowen, 2009). Where documents are used for secondary analysis,
an audit trail is maintained to document what was collected and how it was interpreted

(Johnston, 2014).

Extraction is organised using the Business Model Canvas (BMC). BMC is used to capture
business model elements in a comparable way across firms and across time periods (Os-
terwalder et al., 2005). Table 10 shows the extraction template structured by BMC blocks.

Table 10 also clarifies the types of indicators that are extracted to evidence BMI.

Table 10. Evidence extraction template structured by BMC blocks
BMC block Evidence captured Example indicators

Value proposition | Offering shifts linked to dig- | Data-driven service layer, outcome-

ital features based promise
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Customer seg- Segment changes across New foreign segments, enterprise

ments markets versus consumer shift

Channels Delivery and distribution Direct digital delivery, platform distri-
changes bution

Customer rela- Interaction model changes |Self-service, automated support

tionships

Key activities Activity system redesign APl management, partner onboard-

ing, data operations

Key resources Digital assets and routines |Data platform, analytics stack, gov-

ernance routines

Key partners Ecosystem changes Local complements, alliances, plat-

form complementors

Cost structure Cost drivers linked to DT Cloud spend, compliance overhead

Revenue streams | Monetisation changes Subscription, usage-based, tiered

pricing

3.6 Data analysis plan

Analysis proceeds in two layers: within-case mapping and cross-case pattern matching.

3.6.1 Within-case mapping

Within-case analysis builds a timeline of DT initiatives and maps business model design
before and after key shifts. The BMC template provides the core structure for this map-
ping, ensuring that value proposition, delivery architecture, and value capture can be
compared across cases. Each case produces three outputs: (1) a DT initiative timeline, (2)
a BMC map of business model change, and (3) a short analytic memo explaining cross-

border constraints and responses.

Within-case work also records disconfirming evidence. This is important because public
narratives often emphasise success. Capturing inconsistencies and gaps reduces the risk

of treating disclosure as proof.
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3.6.2 Cross-case pattern matching

Cross-case analysis compares cases using the same construct set: DT initiative portfolio
type, capability signals, BMI form, and cross-border constraint type. The goal is to iden-
tify recurring DT-to-BMI pathways and specify boundary conditions that shape portabil-
ity and performance across markets. Replication logic strengthens confidence when pat-

terns recur across cases under variation (Eisenhardt, 1989).

Figure 7 summarises the analysis workflow from evidence collection to pathway synthe-
sis. As shown in Figure 7, extraction and coding feed into within-case outputs, which
then feed into cross-case matrices used to identify pathways and moderators.

Source collection ; BMC-based Within-case Cross-case matrices Pathway labels and

and evidence inventory extraction and coding timelines and BMC maps and pattern matching boundary conditions
aligned to RQ1and RQ2

Figure 7. Analysis workflow from evidence extraction to pathway synthesis

3.7 Data management and ethics

All materials used are publicly available and legally accessible. No personal data is col-
lected, and no private firm data is requested. Sources are stored with a consistent file
naming convention that includes firm name, year, and document type. A retrieval log is

maintained for web-based sources to record when evidence was accessed.

Claims in later chapters are linked to traceable evidence items. This practice is treated as

part of research integrity and supports transparent secondary analysis (Johnston, 2014).
3.8 AQuality, validity, and reliability

Trustworthiness is addressed through credibility, dependability, confirmability, and
transferability. These criteria are widely used to assess qualitative work, particularly
where data sources are heterogeneous (Lincoln and Guba, 1985). Practical steps used to

support these criteria are consistent with established guidance (Shenton, 2004).

Credibility is strengthened through triangulation across document types. Annual reports,
investor presentations, and product documentation have different disclosure incentives.

Convergence across them increases confidence in extracted evidence. Dependability is



52

supported through an audit trail consisting of search logs, screening decisions, extraction
templates, and coded evidence inventories. Confirmability is supported by linking ana-
lytic claims to source locations and recording contradictory evidence where it appears.
Transferability is supported through explicit case selection criteria and contextual report-

ing for each case.

Reliability of the SLR is supported through explicit inclusion criteria and a structured
screening sequence (Tranfield et al., 2003). PRISMA-style reporting increases transpar-
ency around inclusion and exclusion decisions (Page et al., 2021). The quality appraisal

rubric in Table 8 provides a documented basis for weighting evidence in the synthesis.

A known limitation is disclosure bias in secondary sources. Firms may underreport failed
initiatives or contested outcomes. This risk is addressed by triangulating across materials,

logging missing disclosure, and avoiding speculative inference when evidence is weak.
3.9 Chapter summary

Chapter 3 explained the research design and justified the use of a structured SLR com-
bined with a cross-case secondary evidence synthesis. It specified the search strategy,
screening logic, quality appraisal rubric, case sampling criteria, extraction templates, and
analysis procedures used to answer the research questions. It also clarified how credi-
bility, dependability, confirmability, and transferability were supported through triangu-

lation, explicit inclusion criteria, and a documented audit trail.
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4 Findings Part | - Systematic Literature Review (SLR) results

This chapter reports the results of the SLR. The synthesis draws on the 27 included stud-
ies listed in Supplementary Table S2. The analysis is organised around the Chapter 4 out-
line. It starts with a descriptive overview. It then synthesises DT-to-BMI pathways in in-
ternational settings. Next, it identifies cross-border moderators. It then consolidates ca-
pability patterns linked to stronger and weaker outcomes. It closes with an interim

framework and propositions for future testing.
4.1 Descriptive overview of the literature

The included studies are concentrated in a relatively small group of high-impact outlets.
Most contributions appear in Journal of International Business Studies and Long Range
Planning, with further coverage in Strategic Management Journal and selected journals
in information systems. This pattern is important because it locates the conversation at
the intersection of international business, strategy, and information systems. It also
helps explain why concepts and terms do not always travel cleanly across studies (Vial,
2019; Hanelt et al., 2021). The journal-wise screening summary reinforces this point. As
shown in Supplementary Table S3, the final synthesis retained 27 studies distributed
across a limited set of journals. Journal of International Business Studies contributed 8
included studies, followed by Long Range Planning with 5, and Strategic Management
Journal with 3. Business and Information Systems Engineering, Journal of Management,
and Journal of World Business each contributed 2 studies, while The Journal of Strategic
Information Systems, Journal of Business Research, Journal of Management Studies, In-
formation Systems Research, and International Business Review each contributed 1
study. The same table also reports the journal-wise screening profile used in the review,
with title and abstract exclusions totalling 236 records and full-text exclusions totalling
22 records. This distribution suggests two things. First, research directly linking DT, BMI,

and international scaling remains concentrated rather than widely dispersed across jour-
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nals. Second, a substantial share of initially identified studies did not satisfy the com-
bined threshold for conceptual relevance, international context, and methodological

clarity required for inclusion.

The publication profile also shows an uneven build-up over time. Early anchor studies
established the basic logic of internationalisation and early digital value creation (Oviatt
and McDougall, 1994; Teece et al., 1997). A second wave consolidated business model
foundations and digital innovation architecture (Amit and Zott, 2001; Yoo et al., 2010). A
third wave brought DT into sharper focus as a form of strategic renewal and highlighted
its implications for international business theory (Vial, 2019; Banalieva and Dhanaraj,
2019). The most recent work calls for stronger integration, especially around digital plat-

forms and international scaling (Li et al., 2025; Schmeisser et al., 2026).

The evidence base remains heavily weighted toward theory. Most included studies are
conceptual or review-based. Only one included study provides a direct empirical test
using firm-level data on digital internationalisation outcomes (Chen et al., 2019). This
imbalance is itself a finding. It helps explain why many claims are expressed as mecha-
nisms, agendas, or conceptual models rather than as settled causal estimates (Hanelt et
al., 2021; Schmeisser et al., 2026). It also creates space for synthesis, because the litera-

ture needs to be read collectively to show what it suggests and where it remains silent.

Three theoretical lenses dominate the sample. The first is the Dynamic Capabilities (DC)
lens, used to explain how firms translate digital initiatives into strategic renewal through
sensing, seizing, and transforming processes (Teece, 2007; Warner and Wager, 2019).
The second is the business model lens, where business models are treated as value cre-
ation and value capture logic and as an activity system (Teece, 2010; Zott and Amit, 2010).
The third is internationalisation logic, especially the revisited Uppsala model with its em-
phasis on networks and outsidership (Johanson and Vahlne, 2009; Vahine and Johanson,
2017). These lenses are often discussed in parallel. The SLR shows that stronger expla-

nations emerge when they are connected in a single chain.

Context coverage is uneven. Many studies are cross-industry and general in orientation.
A smaller group focuses on digital platforms and digitalised service multinationals (Hen-

nart, 2019; Li et al., 2025). Born-digital firms also receive explicit conceptual attention
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(Monaghan et al., 2020). Yet the empirical base remains limited for questions concerning
business model design choices and governance trade-offs across borders (Chen et al.,
2019; Schmeisser et al., 2026). This creates a practical problem. Managers face real
choices about how to scale and how far to adapt, but the literature often offers high-

level guidance rather than decision-ready conditions.

Overall, the descriptive overview leads to one clear conclusion. The literature strongly
supports DT as a source of strategic options. It is less explicit, however, on the pathways
through which those options are converted into portable business model designs across
borders (Vial, 2019; Teece, 2018). This gap motivates the pathway synthesis developed

in the next section.
4.2 DT pathways that lead to BMI in international settings

Across the included studies, DT is not presented as one programme. It is considered as a
portfolio of initiatives that changes flows of information, coordination routines and gov-
ernance structures (Vial, 2019; Verhoef et al., 2021). BMI, on the other hand, is a system-
level shift. It involves value proposition changes, value delivery changes, value capture
changes, and governance changes (Teece, 2010; Zott and Amit, 2010). The SLR suggests
that DT makes BMI when three things come together. Digital efforts increase viable de-
sign options. DC processes are those that turn those choices into commitments. Business
model designing thereafter stabilises these commitments into an activity system and

value logic (Teece, 2007; Teece, 2010).

The synthesis determines four recurring pathways (DT-to-BMI) that are most salient in
an international setting. These pathways are not exclusive. They often combine. Still,
they are different in their core mechanism and also in the limitations they have in terms
of scaling. Table 11 summarises the taxonomy and provides a link to representative

sources for each pathway.

Table 11. Taxonomy of DT-to-BMI pathways in international firms
Pathway | Typical DT ini- Dominant BMI change fo-| Cross-border | Representa-

label tiative focus mechanism cus scaling logic | tive studies
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Data- Data plat- Digital sensing |Value proposi- |Portability de- |Vial (2019);
driven aug- |forms, analyt- |and rapid tion extension |pendsondata |Legneretal.
mentation |ics, digital op- |learning and new data- |governance fit |(2017)
erating data enabled ser- and analytics
vices deployment ca-
pability
Digital Digital chan- |Seizing through | Delivery archi- |Standardise Verhoef et
channel re- |nels, self-ser- |channel rede- |tecturerede- |coreinterface, |al.(2021);
configura- |vice, digitally |signand cus- |[signand cus- [localise experi- |Matt et al.
tion mediated cus- |tomer inter- tomer relation- | ence and com- |(2015)
tomer interac- |face choices ship model pliance layers
tion change
Platform- |Platform gov- |Orchestration |Governance Scaling depends |Chen et al.
isation and |ernance, inter- | routines and and boundary |on network ef- [(2019); Li et
ecosystem |face rules, network build- |innovation, fects, local com- | al. (2025)
orchestra- |[complementor |ing ecosystem plements, and
tion management value creation |outsidership
mitigation
Monetisa- |New pricing Seizing through | Value capture |Portability de- |Teece
tion and architecture, |business model |innovation and |pends on will- |(2010); Amit
value cap- |subscription commitment activity system |ingness-to-pay |and Zott
ture rede- |or usage logic, |and revenue fit norms and local |(2001)
sign bundling architecture contracting con-
straints

Note. Author’s own synthesis, informed by the studies listed in Supplementary Table S2.

Table 11 clarifies how there is a movement of the literature from "digital initiatives" to
"business model outcomes". The pathways vary in terms of their major object of rede-
sign. The data-driven augmentation path primarily involves an extension of the value
proposition. It is often with an analytics and digital learning loops (Vial, 2019). The digital
channel reconfiguration pathway makes changes in how value is provided and the way

how customers interact with the firm (Verhoef et al., 2021). The platformisation pathway
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leads to shifting the boundary of the business model and design of governance by exter-
nalising value creation in ecosystems (Li et al., 2025). The monetisation pathway is con-
cerned with value capture logic and also fit between pricing architecture and the under-
lying activity system (Teece, 2010).

The review also shows that these pathways vary in their dependency structure. Channel
reconfiguration can scale with fewer external dependencies than platformisation. Plat-
formisation depends on complementors and network participation. This dependence in-
creases exposure to outsidership and localisation pressures (Johanson and Vahlne, 2009;
Chen et al., 2019). Data-driven augmentation depends on internal data governance and
analytics routines. It also depends on external legitimacy and regulatory fit when data
crosses borders (Legner et al., 2017; Luo, 2021). Monetisation redesign depends on cus-
tomer willingness-to-pay and contracting norms. These often vary by market, even with

a stable product core (Teece, 2010; Hennart, 2019).

The key outcome of Section 4.2 is therefore not a claim that one pathway dominates.
The finding is that DT-to-BMI pathways are diverse, and each pathway carries a different

set of cross-border constraints. This leads to the moderators in the next section.

4.3 Cross-border moderators

The included studies converge on a central point. International scaling is not automatic
in digital contexts. Cross-border conditions shape whether a DT-enabled business model
can be transferred and adopted (Johanson and Vahlne, 2009; Li et al., 2025). The SLR
identifies four moderator categories that recur across the international business and dig-
ital platform literature. These moderators operate before and after business model re-

design. They shape both capability development and market outcomes.

Table 12. Cross-border moderators shaping DT-enabled BMI outcomes
Moderator cat- | What varies across Why it matters for DT- | Representative studies

egory borders to-BMI pathways

Regulation and |Data access rules, pri- |Limits data portability |Luo (2021); Schmeisser
data govern- vacy expectations, lo- |and shapes platform et al. (2026)

ance calisation constraints  |governance legitimacy
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Ecosystem
structure and

complements

Availability of comple-
mentors, standards,

partner depth

Determines platform
take-off and local value

creation capacity

Chen et al. (2019); Li et
al. (2025)

Network posi-
tion and outsid-

ership

Insider access, trust,

opportunity visibility

Shapes diffusion speed
and partner acquisition

in host markets

Johanson and Vahlne
(2009); Vahlne and Jo-
hanson (2017)

Market readi-
ness and adop-

tion frictions

Customer trust, digital
payment rails, infra-

structure stability

Affects customer inter-
face design and moneti-

sation feasibility

Hennart (2019); Mona-
ghan et al. (2020)

Regulation and data governance emerges as a core constraint. Digital advantage often
relies on data flows and algorithmic capability. Yet cross-border rules shape what is fea-
sible and legitimate (Luo, 2021). This constraint is strongest for data-driven augmenta-
tion and platformisation. It is less direct for channel redesign, although customer data

and identity systems still matter (Verhoef et al., 2021; Schmeisser et al., 2026).

The second dominant moderator is ecosystem structure and complements. Business
models that scale through platforms need network effects to take hold and require com-
plements to exist. The empirical evidence on ibusiness firms reveals the role of the net-
work effects and local participation in international penetration (Chen et al., 2019). The
review literature on the plat-form effect reinforces that the design of governance and
the host market institutional fit interacts with the availability of complements (Li et al.,
2025). This suggests that platformisation is often limited by local ecosystem readiness

instead of technical replicability.

Network position and outsidership is the third moderator. The revisited Uppsala model
considers internationalisation as a networked learning. Outsidership minimizes the ac-
cess to opportunities and slows down learning (Johanson and Vahlne, 2009). In digital
situations, the mechanism continues. A platform can be technically scalable but it can
break down without access to insiders and credible commitments to local actors (Vahine
and Johanson, 2017). This moderator has influence on all the pathways, but becomes

decisive in those where business models rely on partners.
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Market readiness and adoption frictions constitute a fourth set of moderators. Digital-
ised service multinationals have different frictions than asset-heavy firms. They may be
less dependent on ownership and more dependent on orchestration but are still subject
to the constraints of trust and legitimacy (Hennart, 2019). Born digital firms bring up
similar issues. Digital reach is swift, but for a product, local infrastructure, payment sys-
tems and regulatory standards may limit diffusion (Monaghan et al., 2020). This moder-
ator is especially relevant for the redesign of monetisation and for reconfiguration of

channels.

A practical implication is derived from Section 4.3. Cross-border moderators do not op-
erate as a final stage filter only. They influence previous design decisions. They also in-
fluence which investments in capabilities have the most pay-off (Banalieva and Dhanaraj,
2019; Luo, 2021). This insight has a direct link to capability patterns in the following sec-

tion.
4.4 Capability Patterns Related to Success and Failure

The SLR is a great supporter of DC to be the main mechanism lens for DT-enabled re-
newal (Teece, 2007; Warner and Wager, 2019). It also explains what this means in prac-
tice. "Capability" is not a weighty description. It is referring to identifiable routines and

governance choices which link portfolios of initiatives to business model redesign.

Three capability patterns are repeated in studies of successful renewal: The first is pat-
tern is stronger sensing with digital learning. Digital sensing is about analytics, customer
feedback loops and scanning of partners and complements. It helps to recognize viable
business model moves earlier (Teece, 2007). It is also central to the augmentation of
data-driven value proposition innovation where an organization is learning from the us-
age data (Vial, 2019).

The second pattern is seizing by explicit business model commitment. Seizing is not only
investment selection. It includes governance decisions which help to stabilise a design.
It involves decisions on interface rules, pricing architecture and boundary decisions

(Teece, 2007). This type of pattern is most visible in platformisation and monetisation
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redesign. In the case of platform models, taking control involves rule-setting and incen-
tive design for complementors (Li et al., 2025). In monetisation shifts, seizing encom-

passes the alignment of revenue logic and activity system economics (Teece, 2010).

The third pattern is changing by organisational reconfiguration. Transforomation is about
aligning structures, roles and routines as per the new business model. It entails the re-
building of coordination, resources reallocation and changes in governance processes
(Warner and Wager, 2019). It is also influenced by digital architecture. Layered modular
architectures promote recombination yet simultaneously necessitate the imposition of
order (Yoo et al., 2010). The implication is simple. Without a transformation of capability,

firms can digitise processes but without changing the business model.

The SLR also shows regular patterns of failure. One first pattern of failure is trapped dig-
itisation. Firms may implement digital tools without having to alter the system of activity.
In such cases, DT is still operational improvement, but not BMI (Vial, 2019). A second
failure pattern is poor governance in ecosystem models. When the platform rules are
unclear or unstable, complementors do not commit. Scaling then stalls, particularly
across borders (Li et al., 2025). A third pattern of failure is outsidership persistence. Firms
may underinvest on local partner embedding and legitimacy work. Market entry then is

shallow despite digital reach (Johanson and Vahlne, 2009; Chen et al., 2019).

The core insight from Section 4.4 is that “Capability patterns explain why similar digital
initiatives produce different business model outcomes”. Cross-border conditions amplify
this variance because they shape learning speed, partner access, and governance feasi-

bility (Banalieva and Dhanaraj, 2019; Schmeisser et al., 2026).
4.5 Interim framework and propositions

Sections 4.1 to 4.4 support an interim framework that refines Chapter 2’s conceptual
model. The refined framework makes two changes. It adds explicit pathway categories
from Table 11, It also clarifies that cross-border moderators influence both (i) the trans-
lation of initiatives into capability reconfiguration and (ii) the translation of capabilities

into business model outcomes. Figure 8 presents the refined framework.
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Figure 8. Refined interim framework from the SLR
Based on Figure 8, the SLR yields a set of propositions that are testable in future empir-

ical work. These propositions are framed to link directly to RQ1 and RQ2.

P1. DT initiative portfolios are more likely to produce BMI when firms develop sensing

routines that convert digital data into opportunity identification.

P2. Seizing routines that include explicit business model governance choices strengthen

the translation of DT initiatives into scalable BMI outcomes.

P3. Transforming routines increase the likelihood that DT moves beyond operational im-

provement and results in system-level BMI.

P4. Data-driven augmentation pathways are more portable across borders when data

governance fit supports lawful and legitimate data use in host markets.

P5. Platformisation pathways scale internationally when complement availability and

partner participation support network effects in host markets.

P6. Outsidership weakens international scaling outcomes even when digital offerings are

technically replicable, because learning and partner access remain networked.

P7. Monetisation redesign improves cross-border performance when pricing architec-

ture aligns with local willingness-to-pay and contracting conditions.

P8. Business model portability does not guarantee business model performance, be-

cause cross-border moderators can block adoption even when design transfer is feasible.
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In summary, Chapter 4 clarifies what the SLR evidence base supports and what it does
not. The literature supports DT as a source of strategic options and supports DC as a
mechanism lens. It also shows that cross-border scaling depends on moderators that
shape both capability development and market adoption. These results inform the cross-
case secondary evidence synthesis in Chapter 5, where the pathway taxonomy and prop-

ositions guide within-case mapping and cross-case comparison.
4.6 Chapter summary

Chapter 4 showed that the SLR supports a mediated explanation of DT-enabled BMI ra-
ther than a simple technology effect. Four recurrent DT-to-BMI pathways were identified,
together with four moderator categories that shape international scaling outcomes. The
review also showed that governance, capability reconfiguration, and business model de-
sign choices matter more than technology adoption alone. These findings produced the

interim framework and propositions that guide the case analysis in Chapter 5.
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5 Findings Part Il: Cross-case secondary evidence synthesis

This chapter reports the results of the cross-case synthesis based on secondary firm ev-
idence. The purpose is to complement the SLR results by tracing how DT initiatives trans-
late into observable BMI choices in real international firms, and by making the cross-
border frictions visible at the level of governance, ecosystem access, and local fit. The
analysis uses the pathway taxonomy and moderator categories established in the SLR as
coding anchors, so the case material can be compared systematically rather than nar-
rated as isolated stories. In practical terms, Table 11 and Table 12 provide the classifica-
tion backbone for the case mapping, while the BMC extraction logic introduced in Chap-

ter 3 is used to record business model changes in a comparable format across cases.
5.1 Sample profile and case overview

The case set was selected using the criteria in Table 9, with an explicit goal of theoretical
variation rather than representativeness. Four firms were chosen because each exhibits
(i) sustained international activity, (ii) visible DT initiative portfolios over multiple years,
and (iii) observable business model shifts. The cases also cover distinct DT-to-BMI path-
ways identified in the SLR. Two cases represent subscription and recurring revenue re-
configuration in software and services. One case represents platform and ecosystem
scaling under strong governance demands. One case represents an industrial incumbent
moving from product-centric selling toward digitally mediated services and recurring

software revenues.

Figure 9 positions the four cases on two selection dimensions used throughout the anal-
ysis: ecosystem dependence and digital maturity of the core offering. This positioning
matters because it shapes which cross-border constraints become binding. When eco-
system dependence is high, outsidership and complement access can dominate scaling
outcomes. When ecosystem dependence is lower, institutional constraints and pricing

architecture tend to dominate.
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Figure 9. Case selection map for cross-case synthesis (ecosystem dependence x digital maturity)
Note. Author’s own figure, informed by case selection logic in Chapter 3 and DT pathway typol-
ogy from the SLR.

Table 13 summarises the case set and the evidence base used for each firm. Evidence

sources follow the tiered logic set out in Chapter 3. The emphasis is on firm-authored

reports and filings, supported by investor materials when they add detail on business

model design choices or on recurring revenue logic.

Table 13. Case selection and evidence sources (cross-case synthesis)

Case | Sector and | Primary DT | Core BMI Interna- | Main evi- | Dominant
firm baseline initiative | change ob- |tional scal-| dence | cross-bor-
business |clusters ob-| served ing pat- sources der fric-
model served | (BMC-level) tern used (sec- tions
ondary) coded
Adobe |Creative Product-led |Value cap- |Global Annual re- | Pricing and
and docu- |digital ture rede- |subscrip- |portand |market
ment soft- |channels, |signaround |tionscal- |investor |mix; com-
ware, mon- |data-driven |subscription |ing with materials |pliance in
etised marketing |tiers and tiered of- regulated
through re- |and lifecy- |add-ons; ferings and segments;
curring sub- | cle manage- |channel and | partner partner
scriptions | ment, Al customer |coverage coverage
and cloud |relationship
services, digitisation
partner
channels
Mi- Enterprise |Global Platform- Multi-re- | Annual re- |Regulation
crosoft |software cloud infra- |based value |gion plat- |port on and com-
and cloud |structure, |delivery and|form scal- |Form 10-K |pliance;
services, hybrid capture; ing via partner
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monetised |cloud, plat- |modular global dat- |and inves- |govern-
via con- form ser-  |service bun- |acenters |[tor report |ance; cus-
sumption- |vices, part- |dling; part- |and part- |hub tomer mi-
based and |ner pro- ner-medi- |ner re- gration
per-user grams ated scaling |sellers constraints
subscrip-
tions
Schnei- |Industrial Digital ar-  |Servitisa- Interna- Full-year |Standards
der Elec- |energy chitecture |tion and tional scal- |results and local
tric manage- and con- software re- |ing presenta- |installed
mentand |nected curring rev- |through in-|tion and |base part-
automa- products, enue ex- stalled investor | ners; sec-
tion, prod- |software pansion; base plus |materials |tor regula-
uct plus ser- |and analyt- |digital ser- |digital ser- tion; talent
vices base |ics, service |vices layer |vice attach and inte-
digitisation gration
Spotify |Digital plat- |Personal- |Two-sided |Global Annual re- |Rights-
form, free- |ised prod- |value cap- |userscal- |porton holder li-
mium with |uct fea- ture (sub-  |ing with Form 20-F |censing;
Premium tures, ad- |scription uneven advertising
and Ad-Sup- | vertising plus adver- |monetisa- market dif-
ported seg- |platform tising); self- |tion by ferences;
ments scaling, serve ad- market localisa-
market- vertising tion and
place pro- |scaling tastes
grams

Note. Author’s own compilation based on firm disclosures and filings.

The remainder of the chapter proceeds in two steps. Section 5.2 provides within-case

narratives that link DT initiative portfolios to business model changes by BMC block,

while coding cross-border constraints as moderators. Section 5.3 then compares cases

to identify patterns and boundary conditions. Section 5.4 distils these patterns into de-

cision rules that describe when firms standardise versus localise core elements. Section

5.5 closes by answering RQ1 and RQ2 at the level of the case synthesis.
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5.2 Within-case narratives

5.2.1 Case A: Adobe (subscription scaling and lifecycle governance)

Adobe is a good one to isolate a recurring DT to BMI path where the firm has good con-
trol over the basic product architecture. The most obvious business model shift corre-
sponds to a shift towards predictable recurring revenues through subscription design
coupled with digital channels, data-driven customer lifecycle management and tiered
packaging. The DT initiative portfolio is internally characterized as product-led growth
enabled by a data-driven operating model and digital channels that minimize friction in
acquisition and renewal. The annual report refers to Adobe.com as the central place for
customers to sign up for and renew Creative Cloud subscriptions, and also addresses the

use of pricing strategies to migrate customers to higher-value offerings. (Adobe, 2024)

The business model changes can be seen in multiple blocks of BMC. The value proposi-
tion is changing from standalone software ownership to always updated software bun-
dles from the cloud. Customer relationships are moving towards self-service subscription
management with embedded usage-based signals for retention and expansion. Chan-
nels move towards direct digital distribution to individuals and small business, and part-
ner channels, and direct enterprise sales are also important to mid-market and large

customers. (Adobe, 2024)

International scaling in this case is based on the standardisation of the product core with
the localisation of some selected layers. The fundamental product suite has global co-
herence which is conducive for scale economics in software development and cloud op-
erations. Local adaptation occurs primarily in the areas of pricing, packaging and channel
coverage. Adobe's disclosures also suggest a strategic move into new markets and dif-
ferentiated go-to-market motions by customer segment. (Adobe, 2024) This pattern is
consistent with the "stable core, adaptable periphery" logic that was developed in Chap-
ter 2, because greater governance and more modular packaging limits the risk that lo-

calisation will fragment the global model.

A second thing that we can see is governance of new layers of digital value. Adobe ex-

plains joining generative Al capabilities in subscription products and credits as a part of
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the value capture and engagement logic. (Adobe, 2024) This is important for the cross-
border scaling of Al applications because Al-enabled features can raise different privacy
and governance expectations in different jurisdictions. In the coding, this is treated as an
institutional moderator, which has an impact on the rules for feature deployment, and

disclosure practices.

The case implies two boundary conditions. First, subscription-based scaling is best suited
to situations where the firm can keep the core product standardised and local adaptation
can mostly be managed through the packaging and price. Second, the data-driven lifecy-
cle model demands credible governance, given the cross-border legitimacy around the
use of data in using enterprise and public sector segments. Figure 10 summarises the
within case DT to BMI pathway for Adobe and highlights the renewal feedback loop to

support subscription scaling.

DT initiatives Capability reconfiguration BMI outcomes
(digital channels, data-driven (sensing via usage analytics; (subscription-based recurring revenue;
lifecycle management, seizing via tier and packaging design; digital delivery model;
cloud services) transforming via integrated digital delivery) tiered value capture)

Feedback loop: renewal and expansion signals/
update tiers and packaging

Figure 10. Within-case DT-to-BMI pathway for Adobe (subscription renewal loop)
Note. Author’s own figure, informed by DC mechanism lens and Adobe disclosures.

5.2.2 Case B: Microsoft (platform scaling with partner-mediated internationalisation)

Microsoft is a platform-centric approach where DT initiatives are deeply linked with
global infrastructure and partner ecosystems. The annual report states that Azure is a
unified set of cloud services available through a global network of datacentres to support
the services of computing, storage, networking and Al. (Microsoft, 2024) The same dis-
closures show that Azure revenue is primarily impacted by consumption-based infra-
structure and platform services, along with per-user services. (Microsoft, 2024) This is a
signature of the business model directly. Value capture is not limited to just one-time

licensing, but rather relies on usage and subscription.
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The changes of the business model are again visible at BMC blocks. The value proposition
is changed from packaged software to integrated cloud services and platform capabilities.
The channel architecture continues to incorporate partners, resellers and cloud solution
providers. The annual report describes partner programs, allowing partners provision,
manage and support customer subscriptions, and describes cloud solution provider pro-
grams as a primary partner route to resell cloud services. (Microsoft, 2024) This design
choice directly correlates with the international scaling. It reduces the outsidership risk

by entrenching the firm within local partner networks.

The logic of international scaling is based on two pillars. First, infrastructure scale is con-
sidered an advantage in the form of datacenter economies and multi-tenancy. (Microsoft,
2024) Second is partner-mediated go-to-market is treated as a scaling layer which sup-
ports local market reach. (Microsoft, 2024) In coding words, the first pillar is a technical
and technical operational scaling mechanism. The second pillar is a network mechanism,
which is in tune with the Uppsala emphasis on insider status. It makes it cheaper to de-

velop local relationships from the ground up.

Cross-border frictions manifest themselves in the case in the form of governance and
compliance constraints. Cloud services are subject to different forms of regulation and
regulatory risk is specifically called out in the annual report as a recurring topic regard-
less of jurisdiction. (Microsoft, 2024) For the synthesis, this is treated as an institutional
moderator that has an influence on the services that can be standardised globally and
on the services that require local patterns of deployment, contractual terms, or service

boundaries.

This within-case pathway can be summarised as 'platformisation plus partner orchestra-
tion'. DT initiative builds a scalable service stack whereas BMI outcome is influenced on
how the firm controls platform openness, partner incentive and customer migration

from on-premises environments.
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5.2.3 Case C: Schneider Electric (industrial digitisation to service and software recur-

rence)

Schneider Electricis included to represent an industrial incumbent moving from product-
centric operations toward digitally mediated services and recurring software revenue.
The firm’s full-year results presentation describes a digital architecture labelled “From
EcoStruxure to Connect,” positioning connected products, software, analytics, and ser-
vices as an integrated digital layer across buildings, data centers, industry, and infrastruc-
ture. (Schneider Electric, 2025) The same presentation signals a “digital flywheel” in
which software and services expand recurring revenue and strengthen the value propo-

sition. (Schneider Electric, 2025)

The BMI shift is visible as servitisation combined with software recurrence. The value
proposition broadens from equipment and automation products toward outcomes
framed through digital services, software, and advisory offers. The value delivery system
shifts toward hybrid cloud and on-premises architectures with embedded cybersecurity
and Al framing. (Schneider Electric, 2025) Value capture shifts toward recurring revenues
in software and services, including explicit emphasis on ARR growth in the software busi-

ness. (Schneider Electric, 2025)

International scaling logic in this case differs from the born-digital or cloud platform
cases. The firm scales through an installed base and through local service and integration
partners. Digital services act as an attach layer that can standardise some elements of
monitoring, analytics, and service delivery. Local adaptation still matters because indus-
trial automation, energy management, and building systems face local standards, regu-
latory requirements, and customer procurement norms. In coding, this produces a hy-
brid portability pattern. Core digital architecture can travel. Service delivery routines and

compliance layers require local embedding.

Two cross-border frictions dominate. First, complement dependence is high. Customers
often require local integration, installation, and ongoing service. Second, compliance and

standards vary by market and by sector. These frictions reinforce the SLR finding that
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ecosystem partners and institutional regimes jointly shape DT-to-BMI outcomes in inter-

national settings.

5.2.4 Case D: Spotify (born-digital freemium scaling with uneven monetisation)

Spotify is an example of a born-digital platform that is highly scalable in terms of user
reach that happens to be international, but with uneven monetisation across markets.
The annual report lists the business as operating in two reportable segments, Premium
and Ad-Supported. (Spotify, 2025) It reports a revenue growth in both segments and
provides revenue by country, with a large share in "Other countries" outside the United
States and United Kingdom. (Spotify, 2025) This distribution aids in classification of the

firm as an international platform with sustained foreign market involvement.

The logic of the BMI in this case is the design and governance of a two-sided value cap-
ture model. Premium revenue is dependent on subscription growth and ARPU whereas
Ad-Supported revenue is dependent on impressions sold via direct, programmatic and
self-serve channels. (Spotify, 2025) The report also asserts that geographic expansion
presents challenges in terms of monetisation, and it lists the risks associated with licens-
ing and variations in the markets of different countries. These disclosures are central for
the cross-border moderation logic, (Spotify, 2025) International scaling is not just an is-
sue of demand-side. It is influenced by rights-holder relationships, advertising market

structure and local tastes.

The distinction in portability and performance is quite obvious in the case. The platform
can be deployed worldwide at low marginal cost, which is beneficial to portability. Mon-
etisation performance varies due to differences between the advertising markets and
licensing structures in the various countries coupled with customer willingness to pay.
(Spotify, 2025) This relates directly to the theoretical distinction that was developed

prior to this thesis.

The portfolio of DT initiatives is less evident as discrete "transformation programs" and

is more evident as continuous products and monetisation evolution. Still though, the
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business model design decisions are clear. The firm invests in upscaling self-serve adver-
tising as well as product improvements that facilitate engagement, which links to sensing

and seizing microfoundations in Chapter 2. (Spotify, 2025)
5.3 Cross-case comparison

Cross-case comparison is based on a common coding frame: DT initiative portfolio type,
capability signals, BMI form, and dominant cross-border constraints. Table 14 is a sum-
mary of the within-case mapping at the BMC level. The point is to show what changed

in each case, and what elements were considered to be of the portable core and which

of the periphery of adaptability.

Table 14. Within-case BMC mapping of DT-enabled BMI (condensed cross-case view)

BMC block Adobe Microsoft Schneider Electric Spotify
Value prop- | Cloud-based bun- |Integrated cloud |Digital architecture |Personalised con-
osition dles with continu- |and platform ser- |combining con- tent access with
ous updates and |vices across work- | nected products tiered access and
add-on value lay- |loads with software and formats
ers services
Channels |Direct digital plus |Direct enterprise |Local integrators Global app distri-
partner coverage |plus partner pro- |and service channels |bution with local
for teams and en- |grams for cloud plus digital service | market marketing
terprise resale delivery
Customer |Product-led lifecy- | Contracts plus Service contracts Freemium con-
relation- cle, renewal and |partner-managed |plus digital monitor- |version plus re-
ships expansion cycles |subscriptions and |ing and advisory tention and ARPU
enterprise support management
Key part- | Channel partners |Cloud solution Installers, integra- Rights holders,
ners for mid-market partners and re- tors, and industrial | advertisers, mar-
and enterprise sellers ecosystem comple- |ketplace partici-
ments pants
Revenue Subscription tiers |Consumption- Product plus grow- |Subscription plus
streams and add-ons based cloud plus |ing software and advertising and
per-user subscrip- |service recurrence | marketplace pro-
tions grams
Govern- Packaging rules, Platform govern- |Standards and cy- Licensing govern-
ance layer |data governance |ance, compliance, |bersecurity align- ance, ad platform
for digital lifecycle | partner incentives | ment, service gov- |rules, localisation
signals ernance choices

Note. Author’s own compilation from case evidence and BMC extraction template.
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There are three cross-case patterns which stand out. First, DT-to-BMI pathways are clus-
tered around value capture redesign and governance and not around technology deploy-
ment. Adobe and Spotify exhibit explicit choices of monetisation architecture. Microsoft
and Schneider Electric Demonstrate Platform and Service Governance Choices. In all
cases, digital initiatives also increase the option set, but when the business model shift
becomes visible when the pricing logic, packaging, role of partners, and rule of govern-

ance changes.

Second, cross-border constraints are also at different points in the pathway depending
upon the firm type. For Microsoft and Spotify, network and complement constraints are
relevant early to adoption and monetisation. For Adobe, institutional constraints are ev-
ident in enterprise adoption and feature governance more strongly. For Schneider elec-

tric, local complements and standards limit the scaling of routines to deliver services.

Third, portability and performance are orthogonal in the platform cases. In its disclo-
sures, Spotify makes clear its international difficulties in monetising. (Spotify, 2025) Mi-
crosoft's disclosures raise awareness of a need to comply and partner mediated delivery.
(Microsoft, 2024) In both, the model is capable of travelling, but outcomes are depend-

ent on local ecosystem and institutional fit.

Table 15. Cross-case comparison matrix (pathway x BMI outcome x constraint type)

Pathway type Case(s) Dominant BMI out- Constraint type most
come type binding in scaling
Subscription shift with | Adobe Value capture redesign |Pricing and legitimacy ex-
lifecycle governance plus channel digitisation | pectations in regulated
segments
Platformisation with Microsoft Governance and deliv- |Compliance and partner
partner orchestration ery architecture rede- |governance across markets
sign

Servitisation with digital |Schneider Value proposition ex- Local complements and
architecture and recur- |Electric pansion plus service re- |standards across sectors
rence currence
Freemium scaling with | Spotify Two-sided value cap- Licensing and ad market
two-sided monetisation ture optimisation differences by country

Note. Author’s own synthesis, using DT pathway taxonomy from the SLR
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5.4 Decision rules and patterns

This part is the transposition of the cross-case patterns into the rules of decision. These
rules are not presented as a set of universal prescriptions. They are boundary condition

statements that are based on the coded evidence. They explain what the cases imply

about the timing of standardisation versus localisation by firms.

Figure 11 shows the basic logic in the form of a simple decision flow. The logic breaks
down the design problem into three questions: what needs to stay stable for coherence

at the global level, what can be modularised for fit at the local level, and what needs to

be controlled tightly because of institutional risk.

Step 1: Identify the Business Model Core

Core = Value Creation Architecture + Data Logic + Interface Standards

Step 2: Test Portability Risks

I.|<I

e High Institutional Risk (Data, Licensing, Sector Compliance)

e High Ecosystem Dependence (Local Complements, Partners, Rights Holders)

lﬁ

Step 3: Choose Design Response

+
High Institutional Risk?
¥

Localise Governance
& Compliance Layers

High Ecosystem Dependence?

‘I«

Invest in Local Partner
Embedding & Incentive Design

¥

¥

Stage Entry

Modularise Periphery
& Keep Core Stable,

Figure 11. Standardise versus localise decision logic derived from cross-case synthesis
Note. Author’s own figure, informed by cross-case evidence and Chapter 2 framework.

Table 16 is a listing of the decision rules in a form that can be reused in the integrated

discussion chapter. Each rule is written as a conditional statement that is related to some

observable design choice.

Table 16. Decision rules from cross-case synthesis (preliminary set)

Decision rule

What to stand-
ardise

What to localise

Observable design
choices in cases
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When value capture depends
on subscriptions, keep product
core stable and vary packaging

Core product
suite and up-
date cadence

Price points, bun-
dles, channel cov-
erage

Tiered subscriptions
and segment-specific
go-to-market in Adobe

When scaling depends on part-
ner reach, treat partner gov-
ernance as part of the business
model

Platform service
stack and tech-
nical interfaces

Partner incentives,
reseller programs,
support structure

Partner programs for
cloud resale and cus-
tomer agreements in
Microsoft

When installed base and ser-
vice delivery are central, scale
through a digital service attach
layer

Digital architec-
ture and analyt-
ics layer

Service routines,
compliance, inte-
gration practices

Digital architecture
framing and service re-
currence emphasis in
Schneider Electric

When monetisation relies on
rights and advertising markets,
separate global product porta-
bility from local monetisation
design

Core platform
experience and
engagement
features

Licensing cover-
age, ad formats,
market sequenc-

ing

International risks and
monetisation chal-
lenges stated by
Spotify

When institutional legitimacy
risk rises, localise governance
before localising the product

Data and inter-
face core

Data governance
rules, compliance
process, disclosure
practices

Compliance and gov-
ernance emphasis in
platform and enter-
prise-facing cases

When both ecosystem de-
pendence and institutional risk
are high, stage entry to build
insider status

Core architec-
ture and brand
promise

Local complement
bundle, partner-
ships, enforce-
ment routines

Partner and ecosystem
logic across Microsoft,
Schneider Electric,
Spotify

Note. Author’s own synthesis. The rules will be triangulated with SLR propositions in Chapter 6.

5.5 Key takeaways linked to RQ1 and RQ2

The case synthesis is a concrete answer to RQ1 at the concrete level of observable busi-
ness model design. DT contributes to BMI when digital initiatives are converted into
changes in value capture logic, rules of governance, and roles of partners. The cases
demonstrate that technology adoption is not the turning point. The turning point is busi-
ness model redesign to change the way in which the firm sells, delivers and governs its

offering across markets.

The synthesis also offers an answer to RQ2 by clarifying what cross-border conditions
influence the outcome of scaling. Institutional regimes are most important if data gov-
ernance, licensing or sector compliance are of central importance. Ecosystem depend-

ence is most important when complements, partners or rights holders are critical to
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value delivery and monetisation. When both conditions are true, then the scaling prob-
lem becomes a design problem. Firms require a core that is stable and supports global
coherence and learning, and periphery that is flexible and handles legitimacy and local
ecosystem fit. The next chapter will combine these case-based patterns with the results

of the SLR to refine propositions and make contributions.
5.6 Chapter summary

Chapter 5 traced how DT initiatives become visible as business model redesign in four
international firms. The cases confirmed that cross-border scaling depends on changes
in value capture, partner roles, and governance, not on digital adoption alone. They also
made the portability versus performance distinction concrete, especially in the platform
and monetisation cases. The cross-case comparison then produced decision rules on

what should be standardised and what should be localised across markets.
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6 Integrated analysis and discussion

6.1 Triangulation: SLR versus cases

This section ties the results from SLR presented in Chapter 4 with the cross-case evidence
presented in Chapter 5. The purpose is not to summarize findings. The aim is to evaluate
convergence, extension and tension. The SLR defines the four DT to BMI pathways (Table
11) and the four cross-border moderators (Table 12). The cases then disclose the way

these categories behave in practice.

The most powerful of these convergences relates to the proposition that DT adds value
when it becomes business model redesign. The SLR approaches DT initiatives as an input
and BMI as a system level outcome rather than a list of technology (Vial, 2019). The cases
sustain this distinction. In the case of Adobe, the change in business model is exposed at
the point of subscription architecture, packaging rules and renewal logic. In the case of
Microsoft, the move is apparent on platform governance and partner-mediated delivery,
not just cloud infrastructure scale (Microsoft, 2024). In the case of Schneider Electric,
the move is made visible by digital services toward the installed base and recurring soft-
ware revenues (Schneider Electric, 2025). In the Spotify case, value capture is a key com-
ponent of the core logic stable platform portability. but value capture varies across mar-
kets (Spotify, 2025). These patterns correspond to the pathway taxonomy as presented

in Table 11, namely monetisation redesign and platformisation (Teece, 2010).

A second area of convergence is that of moderation. The SLR suggests that the cross-
border circumstances impact not only the ultimate performance but also the viability of
the pathway and the intensity of the outcome (Luo, 2021). The cases make this visible.
Regulation and governance also determine what data-driven features can be deployed,
and how they must be justified to customers. Ecosystem structure determines the com-
mitment of complementors and partners. Outsidership determines the rate of local par-
ticipation. Market readiness is a key determinant of the speed of adoption and moneti-
sation. These mechanisms correspond directly to Table 12 in which institutions and net-

works are classified as active constraints (Johanson and Vahlne, 2009).
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The cases also advance the literature in three ways. First, they make clear the relation-
ship between portability and performance, which is not what you'd expect. This distinc-
tion is proposed by the SLR in such a way as a conceptual refinement (Hennart, 2019).
Spotify shows it clearly. Portability is high since the distribution and the product deploy-
ment are scalable. Performance is still spotty, though, because of licensing structures
and variation in the advertising market (Spotify, 2025). Microsoft depicts an associated
separation. Many of the services are portable in the technical design but the perfor-
mance is dependent on compliance and the partner execution in each market (Microsoft,
2024). This is used in support of the thesis argument that technical scalability is not the

same as scalable business model performance.

Second, the case evidence focuses the role of governance as a business model element.
The SLR approaches governance as being part of BMI, particularly in platform and eco-
systems (Li et al., 2025). The cases show that governance is not restricted to the plat-
form's rules. It also incorporates subscription entitlements, credit systems, partner cer-
tification and compliance processes. These layers of governance often become the main
place of local adaptation. This is a point we can see throughout Adobe, Microsoft and

Schneider Electric despite having different pathways.

Third, the cases are helpful in specifying sequencing. The SLR emphasizes the issue of
outsidership and network effects, but does not necessarily tell what to do first (Vahine
and Johanson, 2017). Chapter 5 evidences a repeating pattern. Instead, firms work to
first stabilise a core that is large enough to scale, then localise governance and embed
partners and only then attempt rapid expansion. Figure 11 already captures this logic in
the form of a decision flow, but the integrated analysis brings out the "why" of why it

works. It minimizes risk of fragmentation while allowing local legitimacy building.

Tensions also appear. The SLR literature frequently suggests digital models are fast-scal-
ing per se, and this is especially true for born digital companies (Monaghan et al., 2020).
The cases make this claim moderate. Even born digital scaling can necessitate physical
embedding and complement access on the local end in distant markets (Stallkamp et al.,
2023). This tension lends support to the thesis framing that digital reach alters the pat-

tern of friction, but does not eliminate it.
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Overall the triangulation lends itself to a mediated and moderated explanation. DT initi-
atives develop viable options, DC processes turn viable options into commitments, and
cross border conditions influence whether the resulting business model can travel and

perform (Teece, 2007). This logic is interpreted in the form of theory in the next section.
6.2 Interpretation through theory

The integrated findings are interpreted using two lenses. The first is DC as a mechanism
lens. The second is internationalisation logic as a constraint and adaptation lens. To-
gether, these lenses explain why similar DT initiatives can produce divergent BMI out-

comes across borders.

From a DC perspective, the evidence supports a simple sequence. Sensing identifies dig-
ital opportunities and threats. Seizing turns them into design commitments. Transform-
ing aligns organisation and governance to scale the new business model (Teece, 2007).

The SLR propositions P1-P3 reflect this logic. The cases then illustrate it in applied form.

In the subscription pathway, sensing is strongly data-driven. It relies on usage signals and
lifecycle analytics. Seizing is expressed through packaging design, tier boundaries, and
value capture logic. Transforming is expressed through channel integration, support rou-
tines, and renewal processes. Adobe’s disclosures are consistent with this interpretation,
because subscription scaling depends on product and go-to-market integration, not only

on product features (Adobe, 2024).

In the platformisation pathway, sensing is more ecosystem-oriented. It includes scanning
partner needs and standards. Seizing takes the form of platform governance and partner
incentives. Transforming includes building partner programs and compliance routines at
scale. Microsoft’s partner-mediated scaling highlights the importance of transforming
routines that operate beyond the firm boundary (Microsoft, 2024). This aligns with the
SLR emphasis on orchestration and governance in digital platform internationalisation

(Li et al., 2025).

In the servitisation pathway, sensing is tied to installed base data and customer outcome
requirements. Seizing is the choice to attach software and services to products with a

recurring revenue logic. Transforming is the redesign of service delivery routines across
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countries. Schneider Electric illustrates that this pathway depends on local complements
and standards, so transforming becomes partly a partner and ecosystem task (Schneider

Electric, 2025).

Internationalisation theory explains why these capability processes face limits. The re-
visited Uppsala model emphasises networks and outsidership. Outsidership constrains
opportunity access and learning in host markets (Johanson and Vahlne, 2009). The case
evidence supports this point in two ways. First, partner networks become a core scaling
mechanism for enterprise and industrial contexts. Second, platform scaling requires
complementors to join. Outsidership therefore remains a binding constraint even when

digital distribution is feasible.

The internationalisation lens also clarifies legitimacy. In cross-border settings, legitimacy
is evaluated by multiple institutional audiences. Practices that are acceptable in one mar-
ket may be contested in another (Kostova and Zaheer, 1999). This problem intensifies for
digital models because governance of data and interfaces becomes visible and sensitive.
The integrated evidence suggests a practical response. Firms do not only localise product
surface features. They localise governance and compliance layers, while keeping the ar-
chitecture core stable. This is consistent with the “core versus periphery” portability logic

visualised earlier in Figure 3.

Internalisation theory extensions for the digital economy strengthen this interpretation.
Digital firms possess advantages tied to data, networks, and orchestration, but these ad-
vantages remain conditional on permission, trust, and institutional fit (Banalieva and
Dhanaraj, 2019). The cases show that governance is the mechanism through which per-
mission and trust are built. This explains why governance choices appear repeatedly as

decisive “seizing” moves, rather than as afterthoughts.

The theoretical synthesis can be expressed as follows. DT initiates a design space expan-
sion. DC processes convert the expanded design space into a coherent business model.
Internationalisation conditions then determine whether this coherence can be main-
tained while local fit is achieved. The outcome is not a single performance effect. The
outcome is a balance between global coherence and local legitimacy, achieved through

modular adaptation.
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Boundary conditions frame where the claims travel. The pathways are most visible in
sectors where software, data, and digital services sit at the centre of value creation. This

includes enterprise software, digital platforms, and industrial service models.

In asset-heavy settings with long investment cycles, DT often changes coordination and
monitoring first. BMI often follows later (Tilson et al., 2010). Institutional context sets a
second boundary. Strong data protection and localisation rules narrow the feasible de-
sign space for augmentation and platformisation (Luo, 2021). Sector regulation adds an-
other boundary. Public sector, health, energy, and finance impose tighter governance

demands than consumer subscription markets (Schmeisser et al., 2026).

6.3 Contributions to international business and business model research

This thesis makes three contributions. First, it combines research on DT and BMI with IB
by using the constraints of outsidership and legitimacy as moderators in the cause and
effect chain. Many studies in the field of DT approach the cross-border context as back-
ground description (Vial, 2019). Many IB studies consider digitalisation as a changing en-
vironment without having mentioned business model design mechanisms (Schmeisser
et al., 2026). This thesis connects both these streams using the mediated model in Figure
8 and the pathway taxonomy in Table 11. It details the entry points of cross-country con-

ditions in the chain and their importance.

Second, the thesis develops the DC lens for DT-enabling BMI for international settings.
DC is commonly employed as a general explanation of success. This thesis employs DC
as a constrained mechanism vocabulary for translating initiative portfolios to design
commitments and scaling routines (Teece 2007). The integrated evidence demonstrates
that it is not capability in the abstract that is the key issue. It is portability and governance
configured capability. This is most evident in platform and service model cases where

transformation needs to be done partner-enabled delivery and compliance routines.

Third, the thesis contributes to the portability versus performance distinction and
demonstrates how it is possible to operationalise it. The SLR encourages the concept of
distinction (Hennart, 2019). The case evidence demonstrates how it is appearing empir-

ically, and in the particular case of born digital platform models and global cloud services.
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This distinction is valuable because it avoids the illusion of over-optimism. A technically
travelling model may not perform as well due to legitimacy, ecosystem or monetisation
constraints. This assertion is supported throughout the pathway matrix in Table 15 and

decision rules in Table 16.

Taken together, these contributions push the literature from general findings on associ-
ation toward conditional explanations. They also provide a better basis for future empir-

ical testing, given that they specify pathways, moderators and design levers.

The study objectives were achieved in three steps. Objective one was met by deriving
DT-to-BMI pathways from the SLR and formalising them in Table 11. Objective two was
met by identifying cross-border moderators and mapping them to pathway sensitivities
in Table 12 and Table 15. Objective three was met by translating the cross-case evidence

into decision rules that guide global coherence and local fit in Table 16.
6.4 Managerial implications

Managers face a practical design problem. They must choose which DT initiatives to pri-
oritise, which business model elements to redesign, and how to scale internationally
without fragmenting the model. The thesis offers guidance in the form of decision rules
and sequencing logic. Table 16 already provides an initial set of rules grounded in the
cases. This chapter consolidates them into a more directly usable format, emphasising

trade-offs and observable choices.

The first implication concerns diagnosis. Managers should begin by identifying the dom-
inant pathway they are pursuing. The pathway labels in Table 11 offer a starting point. A
subscription shift demands packaging governance and renewal routines. A platformisa-
tion move demands partner incentives and interface rules. A servitisation move de-
mands service delivery redesign and standards compliance across markets. A data-driven

augmentation move demands data governance fit and analytics capability deployment.

The second implication concerns boundary conditions. Managers should then assess
which moderators are likely to bind. Table 12 provides a structured way to do this. If

regulation and data governance are binding, governance localisation becomes the first
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adaptation priority. If ecosystem complements are binding, partner embedding and in-
centive design become the priority. If outsidership is binding, entry sequencing and cred-
ibility building become central. If market readiness is binding, adoption and monetisa-

tion expectations should be recalibrated.

The third implication concerns architecture. Managers should standardise what creates
global coherence and learning. They should localise what creates legitimacy and market
access. Figure 11 captures this logic as a design flow. The practical insight is that locali-
sation is often safest when it targets governance and delivery layers first. Deep product

core localisation can create fragmentation and reduce learning synergies.

To translate these implications into a compact playbook, Table 17 provides cross-case

decision rules for global scalability versus local fit. The rules are expressed as conditional

statements with direct design choices.

Table 17. Cross-case decision rules for global scalability versus local fit

Design problem

If these condi-
tions are domi-
nant

Standardise
first

Localise first

Practical action to
implement

Subscription

High variation in

Product core

Packaging and

Build tier architec-

nationalisation
underperforms

dependence and
local comple-
ments vary

standards and
core platform
rules

tives and govern-
ance enforce-
ment

scaling stalls willingness-to-pay | and entitle- pricing, channel |ture with local price

across markets |and channel ment logic coverage fences and shared
structure core features

Platform inter- |High ecosystem Interface Partner incen- Stage entry via an-

chor partners, then
open complements
gradually

Cloud or digital
service scaling
faces trust is-
sues

High regulatory
scrutiny and com-
pliance diver-
gence

Service archi-
tecture and se-
curity baseline

Contracts, data
residency op-
tions, compli-
ance reporting

Offer compliant de-
ployment patterns
and transparent gov-
ernance routines

Servitisation
grows slowly

High installed
base heterogene-

Digital service
layer architec-

Service routines,
integrator

Create a service at-
tach model with lo-

ability does not
convert to reve-

nue

complexity and ad
market variation

rience and en-
gagement loop

sign, licensing
coverage, ad for-
mats

outside home |ity and local ture model, standards | cal integrators and
market standards alighnment shared analytics core
Freemium port- | High licensing Product expe- |Monetisation de- |Separate global

product scaling from
market-by-market
monetisation design
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Innovation pace | Learning signals | Core data Local compliance | Centralise learning

slows after fragmented model and an- |signals and feed- | metrics, localise col-

early scaling across markets alytics back- back routing lection under com-
bone pliant rules

Note. Author’s own table, informed by (Teece, 2010; Johanson and Vahine, 2009).

Finally, the evidence supports one sequencing principle. Firms should avoid treating scal-
ing as a single rollout. They should treat it as staged learning with governance. This is
consistent with the Uppsala emphasis on experiential learning, even in digital contexts
(Vahlne and Johanson, 2017). It is also consistent with DC logic, because sensing and
seizing improve when feedback loops remain coherent across markets (Teece, 2007). The
next chapter summarises the answers to the research questions and derives practical

recommendations from this integrated logic.

DT initiative DC processes BMI redesign Portability Local fit actions Performance
portfolio (sensing, seizing, ~ (value proposition, assessment governance, outcomes
transforming) delivery, capture, (core stability, partners,
governance) periphery Compliance)

adaptability)

\eaming feedback /

Figure 12. Integrated DT-enabled BMI scaling cycle
Note. Author’s own figure, informed by (Teece, 2007; Vahine and Johanson, 2017).

6.5 Chapter summary

Chapter 6 integrated the SLR and case evidence into a single explanation of DT-enabled
BMI in international firms. The discussion confirmed that dynamic capability processes
mediate the translation of digital initiatives into business model redesign, and that reg-
ulation, network position, ecosystem complements, and market readiness shape scaling
outcomes. The chapter also showed that managers need a stable business model core
and selectively localised governance and delivery layers. These integrated findings lead

directly to the final recommendations in Chapter 7.
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7 Synthesis, recommendations and future research

7.1 Summary answer to each research question

RQ1 asked how DT contributes to BMI in international firms. The integrated evidence
supports a mediated explanation. DT contributes to BMI when digital initiatives are
translated into coherent changes in value creation, delivery, and capture, supported by
governance redesign. This translation occurs through capability reconfiguration, cap-
tured by sensing, seizing, and transforming processes (Teece, 2007). Table 11 summa-
rises the four pathway types that recur in the literature and are observable in firm evi-
dence. These pathways describe where DT most often becomes BMI, rather than remain-

ing process digitisation.

The synthesis also clarifies that business model change is not a binary event. It is a rede-
sign of an activity system and value logic. In the cases, this redesign becomes visible in
pricing architecture, packaging and entitlements, partner roles, and interface govern-
ance. These are the practical levers through which DT shifts from technology deployment

to business model innovation (Teece, 2010).

RQ2 asked under what cross-border conditions DT-enabled BMI supports scaling and
competitive advantage. The evidence supports a moderated explanation. Cross-border
conditions shape both the translation from initiatives to capabilities and the translation
from capabilities to outcomes. Table 12 provides the four moderator categories that re-
cur across the SLR. Chapter 5 then shows how these moderators bind differently by path-
way type. Regulation and governance shape data-driven and cloud models strongly. Eco-
system complements shape platform and industrial service scaling. Outsidership shapes
diffusion when partners and complements are required. Market readiness shapes mon-

etisation in consumer and ad-supported models (Johanson and Vahine, 2009).

The thesis therefore answers RQ2 with a design claim. DT-enabled BMI supports scaling

when firms maintain a stable core that enables coherence and learning, while adapting
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governance and delivery layers to achieve legitimacy and ecosystem fit. This claim is op-
erationalised through the cross-case decision rules in Table 17 and the sequencing logic

in Figure 12.

7.2 Practical recommendations

This section translates the cumulative findings into a managerial playbook in a nutshell.
The recommendations are in the form of choices and sequencing, because managers

have trade-offs rather than one best path.

Recommendation 1: Diagnosis of the pathway before investing heavily Use the pathway
taxonomy, Table 11, as a practical diagnostic. If the desired path is subscription scaling,
invest up front in packaging governance and renewal processes. If the pathway is to be
platformisation, invest early on partner incentives and rule clarity. If the intended path-
way is servitisation, then invest early in service delivery routines and standards align-
ment. These investments vary in time and risk and therefore a clear pathway diagnosis

saves wasted effort.

Recommendation 2: Governance as part of the business model Many scaling failures
manifest themselves as governance failures, not technology failures. Governance covers
rules for data access, interface standards, partner participation and compliance routines.
It also has entitlement logic in subscription models. Treat governance redesign as explicit
biomechanics of implementation (BMI) lever, not as implementation detail. This recom-

mendation is made on the part of the both SLR and the cases (Li et al., 2025).

Recommendation 3: Separate portability work from performance work Portability work
asks the question if the model can travel without loss of coherence. Performance work
asks if it works under local constraints. The thesis demonstrates the high portability with
uneven performance, being especially the case with platform, and ad-supported models
(Hennart, 2019). This separation avoids premature scaling conclusions. It also promotes

market-by-market monetisation design where necessary.

Recommendation 4: Localise governance and partner embedding, before localising the
core The evidence is that the core fragmentation causes long-term scaling costs. Locali-

sation should therefore focus firstly on governance, compliance processes and partner
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embedding. Product core localisation should be sparing, and only used in cases where
legitimacy or regulation makes it unavoidable. Table 17 gives a list of particular "stand-

ardise first vs localise first" decisions to make this principle work.

Recommendation 5: Stage entry in case of outsidership and of complements are binding
When the ecosystems and networks are important, the entry sequencing becomes part
of the business model. Firms should develop insider status by establishing anchor part-
ners and credible commitments and then expand participation. This sequencing is in
agreement with the Uppsala logic applied to modern networks (Vahlne and Johanson,
2017). It also conforms with the platform scaling evidence synthesised in the SLR (Chen

et al., 2019).

Recommendation 6: Develop an explicit learning loop across markets. Scaling is not only
rollout. It is learning. Firms need to normalise important metrics and analytics back-
bones, alongside making sure of compliant local information gathering and feedback
routing. This helps to improve the sensing quality and maintains the decision of seizing
coherent across markets (Teece, 2007). Figure 12 shows this cycle in the form of an op-

erational loop.

7.2.1 Managerial implications

For managers in international firms, the main implication is that DT-to-BMI should be
managed as a business model and governance problem, not only as a technology pro-
gramme. Senior teams need to identify the dominant pathway they are pursuing, define
the business model core that must remain stable across markets, and specify which lay-
ers can be localised without fragmenting the model. They should also separate portabil-
ity metrics from performance metrics. A model may travel technically and still fail com-
mercially. Roll-out decisions should therefore be gated by evidence on partner readiness,
regulatory fit, local willingness to pay, and monetisation logic rather than by deployment
speed alone. This also requires cross-functional ownership. Product, compliance, part-
ner management, data governance, and commercial teams need to work from the same

model design rather than from separate functional targets.
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7.2.2 Policy-maker implications

For policy makers, the findings show that cross-border digital scaling is shaped by insti-
tutional frictions that sit outside the firm. Predictable data governance rules, interoper-
able digital infrastructure, transparent compliance processes, and support for ecosystem
complements all affect whether firms can scale digitally enabled business models across
borders. Public policy should therefore go beyond generic support for digital adoption.
It should reduce uncertainty in areas such as cross-border data rules, digital payments,
platform accountability, and compliance interpretation. Trade and innovation agencies
can also support outward internationalisation by helping firms interpret foreign regula-
tory requirements, build trusted local networks, and connect with anchor partners in
priority markets. The policy task is not to select winners. It is to lower avoidable transac-

tion costs that slow business model transfer and weaken performance.

7.3 Contributions

The thesis has contributions at the intersection of the fields of DT, BMI and IB. It offers a
pathway-based explanation of the DT-enabled BMI in an international context. This goes
beyond making broad statements that DT enables innovation. It defines where is rede-
sign of the business model and what are the most sensitive design elements in cross-
border scaling. It adds the constraints of the IB into the DT to BMI chain. Outsidership,
legitimacy, ecosystem complements, and market readiness are considered as moderat-
ing factors that would influence outcomes, not as context on the periphery. This integra-
tion explains why scaling results vary between similar digital models. It operationalises
the portability vs. performance distinction. The distinction is associated with some ob-
servable design choices and sequencing. It is also related to the rules of managerial de-
cision. Table 17 summarizes these rules in a concise form which can be tested in future

work.
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Methodologically, the thesis makes a contribution by combining the SLR synthesis and
the second firm evidence. This approach bridges theory-heavy literatures with observa-
ble choices on business model design in practice. It also helps to clarify which proposi-

tions have good support and which are still open.

7.4 Limitations and future research directions

The thesis has its limitations which affect the interpretation. First, the evidence base is
conceptual to some extent. Many included studies in the SLR are reviews or conceptual
papers. This limits causal claims. It reinforces mechanism explanation and boundary con-
dition reasoning. It also shows the importance of conducting additional empirical testing
in future research (Hanelt et al., 2021). Second, the synthesis of the case is based on
secondary disclosures. The overemphasisation of success narratives and the underre-
porting of failed initiatives could result from public reporting. This limitation was miti-
gated by triangulation from source types, but it is not possible to eliminate it entirely.
Where possible, complementary evidence should be obtained through interviews or in-

ternal documents in the future.

Third, the case set is small and for theoretical variation. It helps in pattern identification.
It does not allow statistical generalisation. Future research may test the decision rules
with a larger number of samples, and using a structured coding of business model fea-
tures and cross-border governance choices. Fourth, measurement is one of the remain-
ing problems for which the field lacks a solution. DT and BMI are operationalised incon-
sistently in studies. Future research should construct clearer measurement systems and
allude the divide between initiative portfolios, capability processes and business model

outcomes. This is crucial for cumulatively building knowledge.

Future research can build directly on the pathway and moderator structure derived in
this thesis. One priority is pathway-specific testing that uses consistent measures of DT
initiative portfolios, capability routines, and BMI outcomes. A second priority is govern-
ance design under institutional variation. Work is needed on how firms modularise data
rules, partner rules, and compliance layers across countries, and how these design

choices shape legitimacy (Kostova and Zaheer, 1999). A third priority is sequencing under
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outsidership and complement dependence. Studies can track entry order, partner em-
bedding, and sector constraints, then test how these factors shape scaling outcomes (Jo-

hanson and Vahlne, 2009).
7.5 Chapter summary

Chapter 7 answered the research questions, stated the study’s main contributions, and
translated the findings into practical recommendations. It clarified what the thesis adds
to theory, practice, and policy, and it also identified the main limits of the current design.
The chapter ended by outlining future research directions that can test, refine, and ex-

tend the framework developed in this study.
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Conclusion

This thesis investigated how DT contributes to BMI in international firms and which
cross-border conditions shape scaling outcomes. The evidence supports a clear answer
to the first research question. DT generates strategic value when it becomes coherent
business model redesign rather than remaining limited to operational digitisation.
Across the literature synthesis and the firm level cases, BMI is most visible in changes to
value capture logic, delivery and channel architectures, and governance rules for data,
interfaces, and partners. These outcomes emerge through dynamic capability processes.
Sensing routines identify opportunities through analytics and ecosystem scanning. Seiz-
ing routines convert these opportunities into design commitments such as pricing archi-
tectures, platform rules, and partner incentives. Transforming routines align structures,

resources, and boundary decisions to scale the redesigned model.

The second research question is answered through moderation logic. Regulation and
data governance constrain what is feasible and legitimate, especially for data intensive
and platform models. Ecosystem complements and partner availability condition take off
when value creation is co produced. Outsidership remains influential because trust,
learning, and complement access are networked. Market readiness shapes adoption and
monetisation, particularly in consumer and ad supported settings. The thesis therefore
distinguishes business model portability from business model performance. A model can
travel technically yet underperform when legitimacy, licensing, or complement con-

straints limit adoption.

The thesis contributes by integrating DT, BMI, and internationalisation into a mediated
framework with explicit moderators, and by providing decision rules that clarify what to
standardise, what to localise, and how to sequence scaling when governance and eco-
system dependence are high. Future research should test these rules with larger samples
and examine how firms modularise governance to sustain legitimacy and learning across

jurisdictions.
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Supplementary Table S1. Detailed database search strategy (da-

tabase-specific syntax and filters)

Source Exact query string Filters and | Documenta-
limits tion rule
Scopus |(("digital transformation" OR digitalization OR Article OR | Export full
"digital strategy" OR "digital business strategy") Review; records with
AND ("business model innovation" OR "business English; abstracts and
model change" OR "business model*" OR plat- 2008-2026 |references;
form* OR ecosystem®*) AND (international® OR record export
"cross-border" OR global OR multinational OR "for- date
eign market"))
Web of |(("digital transformation" OR digitalization OR Article OR | Export cited
Science |"digital strategy" OR "digital business strategy") Review; references;
Core Col- | AND ("business model innovation" OR "business English; record export
lection model change" OR "business model*" OR plat- 2008-2026 |date
form* OR ecosystem®*) AND (international* OR
"cross-border" OR global OR multinational OR "for-
eign market"))
ABI/IN- | AB(("digital transformation" OR digitalization OR  |Peer re- Export RIS; log
FORM "digital strategy") AND ("business model innova- |viewed; any subject fil-
(ProQues |tion" OR "business model change" OR "business English; ters used
1) model") AND (international* OR cross-border OR | 2008-2026
global OR multinational))
Business |TX ("digital transformation" OR digitalization OR Peer re- Export cita-
Source "digital strategy") AND TX ("business model inno- |viewed; tions and ab-
Complete | vation" OR "business model change" OR "business |English; stracts; record
(EBSCO) |model") AND TX (international* OR "cross-border" [2008—-2026 |export date
OR global OR multinational)
Backward | Reference lists of all included studies and key re- | Apply Table | Log parent pa-
citation |views 7 criteria per ID and in-
chasing clusion reason




99

Forward |Forward citations of a defined seed set Apply Table |Log seed pa-

citation 7 criteria per ID and in-

chasing clusion reason

Hand Within-journal search for “digital”, “platform”, Prioritise Log journal,

search “business model”, “internationalization” special is- |year, and is-
sues sue
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Supplementary Table S2. Characteristics of included studies in

the synthesis (n = 27)

Study Outlet Type Unit and con- | Contribution to RQ1 or
text RQ2
Vial (2019) |The Journal of Stra- |Review Cross-industry | DT definition and mecha-
tegic Information nism framing for RQ1
Systems
Verhoef et |Journal of Business |Conceptual |Cross-industry | DT domains and maturity
al. (2021) Research synthesis differences for RQ1
Hanelt et al. |Journal of Manage- |Systematic |Cross-industry |Boundary conditions and
(2021) ment Studies review organisational change for
RQ1l
Matt et al. |Business and Infor- |Conceptual |Cross-industry |DT strategy components
(2015) mation Systems En- for RQ1
gineering
Legner et al. |Business and Infor- |Conceptual |Cross-industry |Data governance and ar-
(2017) mation Systems En- chitectures for RQ1
gineering
Yoo et al. Information Systems | Conceptual |Digital innova- | Modular architecture logic
(2010) Research tion for RQ1
Teece et al. |Strategic Manage- |Conceptual |General DC and reconfiguration
(1997) ment Journal logic for RQ1
Teece (2007) | Strategic Manage- |Conceptual |General Sensing, seizing, trans-
ment Journal forming for RQ1
Warner and |Long Range Planning | Conceptual |Cross-industry |DC for DT renewal for RQ1
Wager
(2019)
Teece (2010) | Long Range Planning | Conceptual |General BM logic and value capture
for RQ1
Teece (2018) | Long Range Planning | Conceptual |General BM and DC integration for

RQ1
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Amit and Strategic Manage- |Conceptual |E-business Value creation themes for
Zott (2001) |[mentJournal RQ1
Zott and Long Range Planning | Conceptual |General Activity system BM view
Amit (2010) for RQ1
Foss and Journal of Manage- |Review General BMI forms and boundaries
Saebi (2017) |ment for RQ1
Casadesus- |Long Range Planning |Conceptual |General Strategy vs BM distinction
Masanell for RQ1
and Ricart
(2010)
Zott et al. Journal of Manage- |Review General BM research synthesis for
(2011) ment RQ1
Johanson Journal of Interna- | Theory revi- |IB theory Outsidership and network
and Vahlne |tional Business Stud- |sion constraints for RQ2
(2009) ies
Covielloet |Journal of Interna- |Conceptual |IB theory Macro context and micro-
al. (2017) tional Business Stud- foundations for RQ2

ies
Vahlne and |Journal of Interna- |Conceptual |IB theory Network and learning logic
Johanson tional Business Stud- for RQ2
(2017) ies
Oviattand |Journal of Interna- |Conceptual |INV theory Early internationalisation
McDougall |tional Business Stud- logic for RQ2
(1994) ies
Monaghan |Journal of Interna- |Conceptual |Born digitals |Born digital constraints for
et al. (2020) |tional Business Stud- RQ2

ies
Banalieva Journal of Interna- | Conceptual |Digital econ- |Internalisation extension
and Dhana- |tional Business Stud- omy for RQ2
raj (2019) ies
Hennart Journal of Interna- | Conceptual |Digitalised ser- | Digital service MNE impli-
(2019) tional Business Stud- vices cations for RQ2

ies
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Luo (2021) |International Busi- |Conceptual |Digital globali- | New OLI advantages for
ness Review sation RQ2
Chenetal. |Journal of Interna- |Empirical iBusiness firms | Network effects and out-
(2019) tional Business Stud- sidership moderators for
ies RQ2
Li et al. Journal of World Systematic |Platform- Host institution and gov-
(2025) Business review based firms ernance moderators for
RQ2
Schmeisser |Journal of World Multidisci- |IB and DT Integrated agenda for RQ1
et al. (2026) |Business plinary re- and RQ2
view
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Supplementary Table S3. Journal-wise screening and inclusion

summary

Journal Included in final [Excluded at title/ab-|Excluded at full-
synthesis stract screening text screening

Journal of International 8 44 4
Business Studies
Long Range Planning 5 32 3
Strategic Management 3 28 2
Journal
Business and Information 2 21 2
Systems Engineering
Journal of Management 2 22 3
Journal of World Busi- 2 19 1
ness
The Journal of Strategic 1 15 3
Information Systems
Journal of Business Re- 1 14 2
search
Journal of Management 1 19 1
Studies
Information Systems Re- 1 13 1
search
International  Business 1 9 1
Review
Total 27 236 22
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