Journal of Contemporary Management
Submitted on 17/10/2014
Article ID: 1929-0128-2015-02-47-12
Alessia D’Andrea, Fernando Ferri, and Patrizia Grifoni

CBM: An Integrated Crowd-sourcing Business Model
Dr. Alessia D’Andrea
Institute for Research on Population and Social Policies, National Research Council
Via Palestro 32 , 00185, Rome, ITALY
Tel: +39-06-492724-206 Email: alessia.dandrea@irpps.cnr.it
Dr. Fernando Ferri (Correspondence author)
Institute for Research on Population and Social Policies, National Research Council
Via Palestro 32 , 00185, Rome, ITALY
Tel: +39-06-492724-216 Email: fernando.ferri@irpps.cnr.it
Dr. Patrizia Grifoni
Institute for Research on Population and Social Policies, National Research Council
Via Palestro 32 , 00185, Rome, ITALY
Tel: +39-06-492724-215 Email: patrizia.grifoni@irpps.cnr.it

Abstract: The paper provides a crowd-sourcing business model (CBM) that integrates the
useful components of both crowd-sourcing and business models. The model includes the
business strategy that a company decides to implement in accordance with the company’s
scope, market perspectives and competitors that are important to differentiate their own
products. Another component of the crowd-sourcing business model is the workflow
management that involves the resources management and the task management. The resource
management involves the tools the financial resource and the human resource that ar e needed
to achieve the business goal. The resource management influences the task management that
is assigned and execute by internal staff and/or by the crowd. The final outcome of the value
co-creation process is the definition of a new business strategy for products/services
placement and/or new product development efforts.
Keywords: Crowd-sourcing model; Business model; Business strategies; Task management;
Crowd; Resource management
JEL Classifications: L10, L21, L24
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1. Introduction
Crowd-sourcing is deeply changing the perspective of business and consequently of
business model, mainly for the relevance of crowd in business processes. That is, b usiness is
the process which creates, communicates, delivers the value to the consumers and maintains
the relationship with consumers. It is an integrated process through which companies build
strong consumers relationships and create value for their consumers and for themselves (Ferri
et al., 2012). The business process involves the set of activities, institutions and processes for
communicating, creating, delivering and exchanging products/services with value both for
companies and consumers. Within the business process an important role is given to the
business models as they define how a company will earn revenue. The term business model is
defined as “the commercial relationship between a business enterprise and the products and/or
services it provides in the market” (Hawkins, 2001). It is a way of structuring various cost and
revenue streams such that a business becomes viable, usually in terms of capability to sustain
itself on the basis of the income it generates. In the last twenty years Internet has been taking
a progressively relevant role for the everyday life citizens, companies and society, changing
roles and actors, also in the business sector. In fact, the wide use of Internet and, in particular,
of Social Media and Social Networks is amplifying the opportunities of using the wide range
of ideas directly arising from the crowd. In this context a promising strategy in developing
efficient business models is represented by the crowd-sourcing (Walter and Back, 2010). The
term crowd-sourcing is described in Howe (2008). as “the act of a company or institution
taking a function once performed by employees and outsourcing it to an undefined (and
generally large) network of people in the form of an open call. This can take the form of peer production (when the job is performed collaboratively), but is also often undertaken by sole
individuals. The crucial prerequisite is the use of the open call format and the large network
of potential laborers.”
According to Zhao and Qinghua (2012), crowd-sourcing is a collective intelligence
appoach composed by three elements: an organization which directly takes advantage o f the
crowd’s work; the crowd itself; and a platform which is able to connect the organization and
the crowd, and to provide a host for the activity throughout its lifecycle. Crowd -sourcing
models are of particular interest within the business strategies since they enable companies to
receive a massive amount of information from existing and new consumers. Crowd-sourcing
business models have a great potential to empower business, change how business works and
improve the delivery of business products/services. Many are the studies that analysed the
impacts of crowd-sourcing business models in capturing user-experience best practices and
emerging social web customs Crumlish and Malone, 2009), providing open innovation
(Brabham, 2008), implementing rules, incentives and technical platform (Leimeister et al.,
2009). According to Whitla (2009) there are three business areas where crowd-sourcing
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models are currently used: (i) product development: companies use crowd -sourcing to get
input on their products/services development efforts fromconsumers (ii) promotion and
advertising : crowd-sourcers is uded by companies to create and develop promotional and
advertising campaigns (iii) marketing research: crowd-sourcing provides companies the
opportunity to acquire information from a large group of consumers in a timely manner and at
a relatively low cost. Other studies suggested that companies, involving crowdsourcing in
their business model implementation, can harvest innovation, expertise, information, labour
and skills from the crowd (Aitamurto et al., 2011; Vukovic and Bartolini, 2010), and thus
crowdsourcing may bring many advantages to companies

(Afuah and Tucci, 2012;

Gassenheimer et al., 2013). From these studies, it is reasonable to expect that crowdsourcing
should be considered as an important element of the business process. However, currently
there is a lack in formalising both, the components of business models and crow -sourcing
models in one only crowd-sorcing business model (Khazankin et al., 2012; Lopez et al.,
2010). According to Andriole (2010) only 10% of companies, have currently involve crowd in
their business processes as they do not know how to use crowdsourcing in their organizational
business processes; moreover there is not a clear definition of crowdsourcing components
(Khazankin et al., 2012; Lopez et al., 2010). In fact, the literature gives either too technical or
too abstract perspective of crowdsorucing model’ components, leading to the consequence
that the integration of the crowdsourcing within existing business models is not adequately
addressed. Starting from these considerations, this paper aims to fulfil these gaps by providing
a crowd-sourcing business model (CBM) that integrates the useful components of both crowdsourcing and business models.
This paper is organised as follow. Section two provides a literature review on business
models and crow-sourcing models. Section three introduces the crowd-sourcing business
model by describing the different components. Section four concludes the paper.

2. Background
The starting point of the implementation of the CBM was the analysis of components of
both existing business and crowdsourcing models in order to undertsand how to integrate
them. In the following sections the analysis of these models are described in detail.
2.1 Business models
Business models represent the core aspect of any company; it involves “the totality of
how a company selects its customers defines and differentiates its offerings, defines the tasks
it will perform itself and those it will outsource, configures its resource, goes to market,
creates utility for customers, and captures profits”. Slywotzky (1996) and Timmers (1998)
refer to business model as architecture for the product, service and information flows, a

~ 49 ~

ISSN: 1929-0128(Print); 1929-0136(Online) ©Academic Research Centre of Canada
description of the various business actors and of their roles, as well as a description of the
potential benefits of these actors and finally a description of the sources of revenue. In Hamel
(2002), business model is defined as “a short statement that will capture the unique strengths
with the new way of doing business”. The author also makes an all -inclusive definition of a
business model that includes 1) customer interface, 2) core strategy, 3) strategic resources,
and 4) value network. Sweet (2001) underlines intricate connections between value creation
and business models. The author argues that “the management of fundamental strategic value
configuration logics such as relationships to suppliers, access to technologies, insight into the
users’ needs etc., are far more relevant than inventing new revolutionary business models”, an
opinion accentuated in Stabell and Fjeldstad (1998).
It is in these connections and interrelations that value creation can be found. Value
creation can, e.g., be related to “solving a problem, improving performance, or reducing risk
and cost” (Sandberg, 2002), which might require specific value configurations including
relationships to suppliers, access to technologies, insight in the user’s needs etc..
Chaharbaghi, et al. (2003) identify three interrelated strands, which form a business model:
“characteristics of the company's way of thinking, its operational system, and capacity for
value generation”. Although their generality, the three above cited elements can be concretely
identified. For instance, the features of the company's way of thinking essentially pertain to a
strategic dimension, while capacity for value generation can be considered in the resource based perspective. Kaplan & Norton (2004) have provided a useful framework for analysing
businesses, such as profit models. The framework is based on a long tradition of classifying
firms into “internally consistent sets of firms” referred to as strategic groups or
configurations. These groups are then often used to explore the determinants of performance.
A theoretical vision is given in Teece (2010) where the author underlines the importance
to designed business model referring to business environment, consumers and the technology
development. While an integrated vision between technological input and economic output is
given by Chesbrough and Rosenbloom (2002) provided a model composed by six
components: market, value preposition, value chain, cost and profit, value network and
competitive strategy. Magretta (2002) simplified the previous mentioned business models
components providing a model that involves the interrelation between two components, the
value proposition and the market segment.

An integrated vision of different business

components of different business models provided in the literature is given in Shafer et al.
(2005). In particular this business model involves four primary categories: strategic choices,
the value network, value creation and capturing value.
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2.2 Crowdsocuring models
The term crowd-sourcing defines “the act of taking a job traditionally performed by a
designated agent (usually an employee) and outsourcing it to an undefined, generally large
group of people in the form

of an open call” (Howe, 2006). Since its first appearance

researchers have provided several contributions in order to clarify its meaning according to
different the application domains(e.g., crowd-testing, citizen science), organizational settings
(e.g., business crowd-sourcing) and technical environments (e.g. mobile crowd-sourcing)
(Estellés-Arolas and González-Ladrón-de-Guevara, 2012). The citizen science analyse the
impacts of crowd-sourcing in the domain of scientific research, mainly “by tapping into a
crowd of amateurs and non-professional scientists” (Hand, 2010), while the mobile crowdsourcing, focuses on the capabilities of mobile devices to harness the power of the crowd for
speific use cases (Govindaraj et al., 2011; Gupta et al., 2012). Hirth, et al. (2013) note that
“compared to the original concept of crowd-sourcing in which the work is completed by a
large anonymous crowd, in enterprise crowd-sourcing the crowd is formed by employees of
the company or by sub-contractors”. In Seltzer and Mahmoudi (2012), crowd-sourcing is
defined as “an emerging technique outside of its application by firms in product development
cycles”. Peng (2013) investigated the effects of online crowd-sourcing on business context by
underlining that crowd-sourcing increases company’s innovation capability and it accumulates
social capital. The reasons of a company for using crowd-souring models for their business
strategies are different: quality improvement, cost reduction, time saving (Vukovic et al.,
2010). Crowd-sourcing is also used for reducing personnel and equipment costs (Erickson and
Trauth, 2013).
Moreover

crowd-sourcing offers a way for

companies to get access to a globally

distributed pool of consumers with diverse experiences, skills and knowledge (O'Neill et al.,
2013). Jayakanthan and Sundararajan (2011) describe the use of crowd-sourcing approaches
“to tackle problems within enterprises –large business organizations...and this may involve
attracting the attention of individuals outside the organization and members of the general
public”. The same idea is expressed in Gassenheimer et al. (2013) where the athors draw
attention to the use of crowd-sourcing to solve organizational problems or to serve business
purposes instead of focusing on satisfying scientific or social demands. While in Skopik et al.
(2012) the role of crowd-sourcing in supporting active coordination and collaboration
between crowd members is emphasised. As said in the introduction although these studies
addressed the involvement of the crowd in organizational business processes however the
establishment of crowdsourcing as an organizational business process has not been fully
investigated in the literature The reason is that companies do not know how to use
crowdsourcing in their organizational business processes moreover there is not a clear
definition of crowdsourcing components. The studies that have been developed in this domain
underline heterogeneous components of a crowd-srourcin model. For instacnce in Pedersen et
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al. (2013) a descriptive model with the following components is provided: problem, process,
technology, governance, people, and outcome. Other views and crowdsourcing components
can also be found in the works by other authors, such as Geiger et al. (2001) that provided a
model composed by four components: preselection of contributors; accessibility of peer
contributions; aggregation of contributions and remuneration for contributions. Hetmank
recently starting from an analysis of 220 research papers suggested a crowdsoricng models
composed four components: user management, task management, contribution man agement
and workflow management (Hetmank, 2013).

3. The Crowd-sourcing Business Model (CBM)
In this section the CBM is described in detail. The model integrates the most useful
components of both crowdsorcing and business models. In Figure 1 the structure of the model
is shown. The crowd-sourcing components of the model are highlighted in gray.
The starting component of the CBM is the business vision of the company. The analysis
of the business vision is strictly linked to the company’s scope that involve(s) a description of
(i) main products features and benefits (ii) pricing used at all distribution levels (from
distributors to final users) (iii) how products are made accessible to final users (iv)
promotional programs and advertising strategies (v) support offered to final users.
The business vision implementation depends on the workflow management that indicates
the tasks, procedural steps, people involved (internal staff and/or crowd), required input and
output information, and resources needed for each step in the business strategy
implementation. In particular the resource management involves the tools, the financial
resource and the human resource. The tolls indicate all the means (i.e. technological) that are
needed to achieve the business goal. The financial resources normally depend upon the
particular company's business performance.
The analysis of internal factors allows the company defining the financial plan that
establishes if the company’s scope is viable or not. Basically, the financial plan consists of
three-kind of activities that a company has to carry out to look at where it financially is and
where it wants to be. These activities are the following:


collection of financial data - such as details on company’ income and expenses, debt
level, commitments, etc.;



identification of the company goals and objectives;



identification of any financial problems.

~ 52 ~

Journal of Contemporary Management, Vol. 4, No. 2

Figure 1. The structure of the CBM

Finally the human resources indicate the competencies, abilities, capabilities,
proficiencies and skills both at technical and non-technical level that provide a framework to
manage organizational culture, core leadership development, and drive organizational
performance and competency management.
The resource management influences the task management that is the process of
managing a task through its life cycle. Task management can help companies to achieve its
goal. Thus, an important aspect is the formulation of the right question and the corresponding
instructions and constraints. Effective task management requires managing all aspects of a
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task, including its assignment and its execution. The task can be assigned and execute by
company and/or by the crow.
The execution of the tasks generates co-creating value through the dialog within the
crowd and between the crowd and the company. The dialogue process implies interactivity,
the ability and willingness to act and deep engagement on both sides. It is carried out around
issues of interest and must have clearly defined rules of engagement. However dialog is
difficult if the crowd do not has the same transparency and access to information. Companies
have traditionally benefited from exploiting the information asymmetry between them and the
crowd. Because of ubiquitous connectivity, it is possible for the crowd to get access to as
much information as it needs from the company.
The different contributions, coming from the crowd, are evaluated by the company.
Evaluation plays a central role in providing feedback to the task solver in order to increase
quality as well as in selecting the best input from a large set of consumer’s inputs by
analysing the risk, the market power, the costs and the profit and interpreting the finding.
After the evaluation process the final outcome of the value co-creation process is the
definition of a new business strategy for products/services placement; new products/services
development efforts and so on (D’Andrea et al., 2011). In particular the outcome coming from
the co-creating value will impact on the analysis of market perspectives and competitors. The
market perspectives deal with the crowd and demand uncertainties. Its analysis is vital
because the success of any company depends on its ability to create and maintain
relationships with the crowd by offering suitable value propositions that provide an answer to
their needs. In fact the crowd determines the success of any business strategies; they make the
decision on whether to purchase products or not; thus they are the target of marketing
strategies (Grifoni at al., 2012; D’Andrea et al., 2012). From an economic perspective, the
crowd’s needs control the demands for products/services; these needs may include wishes and
desires, unique wants as well as emotional attachments towards products. Also the analysis of
competitors is very important for the company. In particular the company must analyse how
they can cope with competitors on considering:


how often competitors improve or replace their products/services;



what is their market share;



how they promote their products/services;



how widely do they advertise their products/services;



what is their reputation among consumers.

The analysis of the competitors is very important because allows the company extracting
important element for the products differentiation that help the crowd to perceive the product
as different (and then better) than products provided by competitors with respect to image,
price and so on. In this assumption the business strategy can has impact on business vision
that can be modified according to the outcome of the crowd.
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4. Conclusion
The paper provides a crowd-sourcing business model (CBM) that integrates some from
both crowd-sourcing and business models components. The model includes the business
strategy and the the workflow management. The business strategy of a company is strictly
linked to the company’s scope. To define a business strategy, companies have to consider the
market perspectives that deals with consumers, demand uncertainties and the competitors;
these are very important for the development of products differentiation that help consumers
perceive the company’s products as different (and then better) from products by competitors.
The quality of the business strategy depends on the workflow management that involves: the
resources managament and the task management. The resource management involves the
tools, the financial resources, and the human resources that are needed to achieve the business
goal. The resource management influences the task management. The task can be assigned
and execute by internal staff and/or by the crowd that generate, co-creating value thanks to
dialogue, tranparency and access to information. The final outcome of the value co-creation
process is the definition of a new business strategy for (i) products/services placement and (ii)
new product development efforts.
Future works will address the testing of the CBM on the creative enterprises community
available at www.shapes.cnr.it (Grifoni at al., 2014; Ferri et al., 2014; Ferri et al., 2013).
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