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ABSTRACT

This paper explores the matching of business-to-business (B2B) partners interested
in the sharing of resources. Factors for a successful matching were derived from the
literature and examined through interviews with representatives of Swiss small and
medium-sized enterprises (SMEs). Results showed that relevant success factors can-
not be universally defined in advance since sharing transactions differ too much from
one another. These insights led to the development of a diagnostic tool that takes
the diversity of sharing transactions into account by facilitating the comparison of
expectations and objectives of the parties involved. Such compatibilities, or incompa-
tibilities are revealed, which prevents misunderstandings during the sensitive partner
matching phase of B2B-sharing transactions.
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INTRODUCTION

The sharing economy offers great potential for companies to use resources
in a more sustainable way through access instead of ownership, to create
knowledge synergies and to save costs (Hong et al. 2014). The potential
of sharing is particularly attractive to SMEs as it provides access to scarce
resources that otherwise are not affordable (Soltysova and Modrak 2020).
However, sharing resources between businesses is not yet widespread. The-
refore, a research initiative was launched to better understand and promote
the sharing between SMEs. In this research tools for supporting different pha-
ses of sharing transactions were developed. This paper focuses on the initial
phase of a sharing process. In this phase it is necessary for sharing partners
to find each other and develop a foundation on which a successful sharing
can be built on. The following text outlines the study of relevant actions
and tools in the start-up phase and highlights the lessons learned. First, fin-
dings from the B2B-sharing literature are described and their validation is
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presented. Resulting from this a tool for supporting the B2B-sharing start-up
phase was developed and its application is described.

SUCCESS FACTORS FOR B2B-SHARING

A literature review was conducted to identify factors impacting the readi-
ness of companies to participate in B2B-sharing transactions. In the following
these factors are called success factors (SF in singular or SFs in plural). The
databases Psyndex, Science Direct, Google Scholar and ResearchGate were
screened for the following keywords in German and English: sharing, pre-
conditions, prerequisites, requirements, determinants, antecedents, success
factors, collaboration, coopetition, competition, B2B, SME, sharing eco-
nomy, risk factors, cooperation motives and cooperation models. The review
revealed a total of 54 literature references. 41 separate SFs were identified
and clustered. A summary of the six clusters is presented below.

Clusters of Success Factors

Characteristics of sharing resources: The resources must be sharable, i.e., they
should be owned by one party and must be made accessible to at least one
other party. In addition to availability, a readiness to share and perceiving
the opportunity for sharing are needed (Grondys 2019). Choi et al. (2014)
discuss a high price, generally low availability, short usage time and low usage
frequency in comparison with durability of products as features in resources
that positively affect their suitability for sharing.
Company internal preconditions: SMEs must recognize the benefit of par-

ticipating in the sharing of resources in comparison to ownership (Gulati
et al. 2012). Financial benefits from sharing are a further aspect that influe-
nce SMEs’ readiness to share (Antikainen et al. 2018). This can materialize
in the form of a need to use materials und resources more efficiently (Bot-
sman 2015), cost reduction (Falkenberg and Esselin 2019), increasing one’s
own productivity (Barni et al. 2018), or monetary rewards from sharing (Cho
et al. 2014).
Managerial and individual characteristics: Leadership’s attitude towards

sharing especially in an SME context where individual executives have greater
influence over such strategic decisions are important (Della Corte and Aria
2016; Yazici 2013). De Araujo and Franco (2017) stress the need for personal
trust into the capabilities of a potential sharing partner while Brettel et al.
(2014) argue a generally trustful attitude towards third parties is required,
especially when a potential sharing partner originates from likely competitive
industries.
External environment: The degree of interdependence between SMEs is

considered a strong driver of sharing (Gnyawali and Ryan Charleton 2018).
The more one SME depends on access to a resource of the other and vice
versa, the more both parties are likely to enter and sustain a (sharing or
cooperative) relationship. Geographic proximity creates favorable conditions
towards sharing (Gulati et al. 2012) and thus acts as a mediating aspect onto
other preconditions, e.g., the building of trust and information exchange.
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Communication on the sharing matter and relationship: SMEs need to
openly communicate and exchange information on the matter of sharing
(Arnold et al. 2019; Grondys 2019). Kumar et al. (2018) argue that a
strategic framework for customer development is needed, while Choi et al.
(2014) require SMEs to establish business processes for sharing on the
level of their business model. With a focus on the relationship, the open
signaling of commitment to sharing and partnership (Dorn et al. 2016;
Yazici 2013) is highlighted with Choi et al. (2014) adding consideration of
reliability.
Management of sharing transactions: Managerial action affects the success

of B2B-sharing in SMEs. Weiber and Lichter (2019) highlight the required
capability of coordinating sharing activities in multi-sided market scenarios.
Antikainen et al. (2018), indicate various ICT-related organizational capa-
bilities as particularly relevant. Comparable to peer-to-peer sharing, Kumar
et al. (2018) attribute a key role to the intermediary of B2B-sharing transacti-
ons as (1) coordinator of stakeholders and their activities as well as (2) service
enabler. If a platform is used to orchestrate sharing activities between SMEs,
directness, and simplicity (Botsman 2015), efficient communication (Brettel
et al. 2014), as well as internet-based transactional environments (Arnaut
2018) are considered relevant.

VALIDATION OF SUCCESS FACTORS

To validate the SFs excerpted from the literature review and identify the
most important SF, the SFs were operationalized and interviews with repre-
sentatives from ten Swiss manufacturing SMEs were conducted using a
semi-structured interview guide. The interviews were recorded and qualita-
tively analyzed. The main findings from the interviews are twofold: a) The
companies’ notions and expectations of which factors influence the success
of B2B-sharing vary strongly. b) The actual relevance a company attributes to
certain factors is dependent of the specific resource as well as of the specific
partner. A SF can be considered important when sharing a specific resource
but not when sharing another resource (e.g., depending on how critical a
resource is to one’s business). And for the same resource a SF can be consi-
dered important when sharing with a specific partner but not when sharing
with another partner (e.g., depending on how much experience one has with
sharing with a particular partner). The following two quotes illustrate the
different attitudes concerning the motivation to participate in a B2B-sharing
transaction found in the interviews.
Motivation SME 1: “Financial added value through cost optimization.”
Motivation SME 2: “The development of a joint network of SMEs”.

Conclusively, the relevance of SFs cannot be predicted in general. Rather, the
relevance is assigned individually and specifically depending on the concrete
sharing transaction. Therefore, sharing partners do not necessarily need to
agree on all SFs. It is however important for a successful partner matching
that there are no incompatibilities regarding mutual expectations. Critical
SFs need to be identified in the partner matching phase.
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Table 1. Final set of 16 SFs

1) What should be the ownership of the
resources to be shared?

2) What role should an intermediary/
broker play in the sharing
transaction?

3) How intensive should the
collaboration between the SMEs be
during sharing?

4) How important is the acquisition of
new knowledge as part of the added
value of sharing?

5) What is the geographic scope of the
sharing transaction?

6) To what extent should the value chains
of the participating SMEs be
integrated through the sharing?

7) What culture of sharing (attitudes
toward sharing) is expected from the
sharing partner?

8) What should be the main medium of
communication during the sharing
transaction?

9) How binding should participation in
the sharing transaction be?

10) What should be the time horizon of
the sharing transaction?

11) How consistent should the
cooperation between the sharing
partners be?

12) How important are external
framework conditions (e.g., legal) for
the sharing?

13) To what extent should the sharing be
regulated by contract?

14) What should be the conditions for
additional SMEs to join an existing
sharing cluster?

15) How should sharing affect the
business model of either partner?

16) How important is it to promote the
“sharing between SMEs in
Switzerland” in general?

DIAGNOSTIC TOOL DEVELOPMENT

To implement the SFs into an applicable tool supporting the matching pha-
ses in B2B-sharing, their number was reduced. In a first step, the research
team used literature references to determine for each SF, if reaching consen-
sus between sharing partners on that SF was considered relevant. A total
of 36 SFs were excluded. In a second step, the research team excluded all
non-differentiating SFs, i.e., SFs that are not expected to be assessed diffe-
rently by potential sharing partners. For example, if all SMEs are expected
to consider mutual trust a precondition for sharing success, this SF is non-
differentiating. In a third step, the representatives of the ten Swiss SMEs
involved in the project double-checked whether they considered a consen-
sus on the SFs relevant and certain SF were reintroduced. This led to a final
list of 16 SFs (see Table 1). Consensus among potential sharing partners on
these 16 SFs is thus considered relevant to the successful implementation of
a B2B-sharing transaction.

APPLICATION OF THE DIAGNOSTIC TOOL

In this section, we describe the application of the diagnostic tool in a sha-
ring transaction using a fictitious case in which a company initiates a partner
matching phase on an online platform by searching for another company that
offers a resource it is looking for. The fictitious company Swiss-Chocolate-
Clocks (SCC) needs a specific measuring device to carry out a special order.
Because of the limited financial resources, it is not possible for them to
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purchase this device. Elizabeth, the project manager of SCC, decides to sea-
rch for the required measuring tool on an online B2B-sharing platform where
SMEs from various industry sectors offer resources. Fortunately, the required
device is available. The fictitious company Clear Mountain Energy (CME)
has put a bid online for a corresponding equipment since it does not use
it most of the year. Elizabeth signals her interest towards CME and sche-
dules a meeting with the CME representative John to assess their mutual
compatibility for a B2B-sharing transaction. Before the meeting both parties
answer the 16 questions from the diagnostic tool (see Table 1) in relation to
the resource to be shared. One of these questions is for example: How consi-
stent should the cooperation between the sharing partners be? (see Table 1,
Question 3). On a four-point ordinal scale from “as little contact as pos-
sible” to “as intensive of a collaboration as possible”, each party indicates
their desired intensiveness of collaboration for this sharing transaction. In
this manner, all 16 questions are answered by the company representatives
Elizabeth and John in advance. To be able to do so, it is necessary that the
persons answering the questions know the companies’ expectations and obje-
ctives. At the time of the first get-together, Elizabeth and John now compare
their answers to the 16 questions. In this way the compatibility of the compa-
nies’ expectations and objectives is assessed. The assessment – and if required
a negotiating process with the aim of reaching consensus – may be suppor-
ted by a third-party facilitator. When comparing the answers, the following
consensus or no-consensus constellations may arise:
Consensus on a consensus-relevant SF: Elizabeth and John both indicate on

question 1 that the shared measuring device should remain in the ownership
of CME. Both parties believe the issue of ownership needs to be viewed equ-
ally by both parties to be compatible since SCC is looking for a cost-effective
solution and CME wants to maintain the flexibility of use.
Consensus on a consensus-irrelevant SF: Elizabeth and John both indicate

on question 15 that they do not care about the impact of the sharing tran-
saction on the partner company’s business model. They agree that this issue
is generally not relevant to the sharing since the measuring device has a very
limited impact on the company’s operations.
No-consensus on a consensus-irrelevant SF: John indicates on question 5

that the sharing of themeasuring device should take place locally in the region
of CME while Elizabeth indicates that her company does not care about
the geographical scope of the B2B-sharing. Because the measuring device
can be shipped easily and inexpensively, the parties agree that their different
opinions on this issue are not relevant.
No-consensus on a consensus-relevant SF: John from CME indicates on

question 10 that the duration of the sharing partnership should be long-term
because the internal overhead for one-time sharing is significant. Elizabeth
from SCC on the other hand would like the sharing partnership to be short-
term because it is not clear whether there will be another order where a
corresponding measuring device is needed. Based on the rationales of both
parties an agreement on the time horizon of the sharing relationship is requi-
red. Therefore, the partners are incompatible with respect to question 10 and
a consensus needs to be reached.
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The consensus or no-consensus constellations illustrate how the diagno-
stic tool supports the matching phase between two or more parties at the
beginning of a sharing transaction. By comparing the answers to the 16 most
relevant SF questions, the four possible consensus constellations can be iden-
tified efficiently. Failure to reach consensus on a consensus-relevant SF is
taken as an indication that further action is needed to establish compatibility
between the parties before a sharing transaction can be implemented.

DISCUSSION

The potential of B2B-sharing for SMEs often remains untapped. The findings
from the literature point to various ways to exploit this potential, but there
is a lack of a unifying structure that enables SMEs to exploit it. By creating
a framework and translating the findings into a diagnostic tool an attempt
is being made to improve exploitability for companies. It is hypothesized
that the assessment of mutual expectations and objectives along the 16 SFs
from the diagnostic tool (see Table 1) contributes to a more effective partner-
matching phase and thus to a higher likelihood of successful B2B-sharing
transactions. However, the tool must be placed in the context of sharing tran-
sactions. It is limited to the partner-matching phase and does not provide any
assistance beyond that phase. It is subject of our current research to transfer
the findings from the start-up phase of B2B-sharing into the next phase, in
which the resource sharing takes place.
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