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Abstract

Interorganizational information systems (IOIS)
support inter-company processes in the German
Sfurniture industry for more than 25 years. Still, there
are deficiencies in process integration and differences
in IOIS infrastructures. New market participants
struggle to adopt the right IOIS for their purposes.
Current adoption models lack to understand and
manage 10IS adoption on an industry level. Lyytinen
and Damsgaard's configurational analysis for I0IS
adoption  considers  enterprise  networks  as
configurations of interorganizational integration that
correspond to a stable pattern of cooperation forms.
The configuration analysis is applied in the German
Sfurniture industry to identify and explain factors that
influence an IOIS adoption decision and constitute
stable I0IS configurations. Data collection in two
industry segments shows four configuration types in
17 configurations characterized by 39 influencing
factors. New market participants must consider the
adoption of several IOIS at once in so-called nested
configurations to gain access to all relevant exchange
relations.

1. Introduction

The division of labor at national and international
level is constantly increasing in the networked world.
Concentration on specific parts of the value chain is
leading to increased use of interorganizational
systems. Underlying business models are changing, as
are the organizational forms that support them [1].
Practice shows that potential cooperation partners
struggle with identifying forms of interorganizational
integration that suit them best ([2], [3], [4]). Still,
consideration of the complexity of interorganizational
cooperation and the associated interorganizational
integration rarely succeeds ([5], [6]).

One industry that is affected by the increasing
need to form interorganizational networks among its
industry participants is the furniture industry in
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Germany. The order-to-build business models are
supported by multi-tier networks ensuring the sales
process, the supply of raw materials for production and
the installation of the final products. Despite the use of
established interorganizational information systems
(IOIS) for planning and delivery of highly
configurable products, consistently high complaint
rates of up to 40% are evident. Trends like
digitalization of sales processes, entrance of new niche
players or the current mergers and acquisition phase
put additional pressure on the so-far inefficient supply
chain and challenge existing and new market
participants alike to rethink and change their way of
interaction with their business partners and
consequently their adoption/ use of IOIS.

We find studies in several industries that seek to
gain a deeper understanding of the characteristics of
interorganizational cooperation to guide practitioners
in OIS adoption (that is the process of starting to use
a new IOIS) and gain insights of the complex
interactions (see [6], [7], [8] for a brief selection).
Most of these works provide model-based descriptions
(including [8], [9]), that usually consider only
subsections of reality (for example the technical
implementation or the impact of an IOIS). Without a
rigorous analysis of the relevant factors leading to or
hindering an IOIS adoption it is hard to transfer
industry specific results to other contexts. In
consequence, Reimers et al. [6] call for a
comprehensive consideration of relevant
characteristics to understand and manage the adoption
of an IOIS.

In their position paper, Lyytinen and Damsgaard
[10] propose a configuration perspective on IOIS that
reflects the complexity by taking different influential
factors into account that foster or hinder the adoption
and use of IOIS. Based on their vast conceptual and
empirical work in different industries and different
countries they conclude that types of 10IS align with
a given set of influential factors. A configuration
analysis has the potential to carry out rigorous process
analyses within each adopter configuration and across
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adopter configurations [10] and thereby close the
current gap in IOIS research.

The German furniture industry fulfills the
prerequisites for configuration analysis according to
Lyytinen and Damsgaard [10] as it includes complex
IOIS (“design and use demands coordinated action and
they are subject to multiple social constructions and
network effects”) and provides adopter configurations
(“a set of interrelated OIS adopters united by an
organizing vision and associated key functionality,
which determine the structure, mode of interaction and
appropriation available for the participating
organizations”). It consists of several industry
segments that differ with respect to product segment,
interorganizational forms of cooperation or market
influence. Market participants have almost no
guidance in what IOIS to adopt in order to support
their interorganizational business processes whereas
researchers have no insight into the OIS structure as,
to our knowledge, the German furniture industry has
never been subject to an in-depth analysis of its
interorganizational structures.

To keep our research manageable, we focused on
the two largest industry segments (kitchen and
upholstery industry segment) that have a combined
market share of more than 60% in the German
furniture industry. In both industry segments,
manufacturers produce highly configurable products,
yet there are differences, for example, in the
association structure of the retailers, the technical
infrastructure for interorganizational data exchange
between enterprise systems or the standardization
efforts for IOIS use. Accordingly, the following
research questions were formulated: (a) What
configurations of interorganizational integration exist
in both furniture industry segments kitchen and
upholstery? and (b) What influencing factors lead to
the emergence of configurations of interorganizational
integration in both furniture industry segments kitchen
and upholstery? This study aims to (1) provide
guidance for market participants in their effort to adopt
and use IOIS, (2) to reveal and analyze
interorganizational structures in the German furniture
industry for the first time and (3) apply and reflect on
the proposed configuration analysis on an industry
level to assess its applicability as a research method.

In the remainder of this paper, Chapter 2 reviews
the state of research on forms of interorganizational
integration, the specific notion of configurations of
interorganizational integration and the influencing
factors that affect them. Subsequently, the multi-stage
research approach is explained (Chapter 3). Chapter 4
highlights the results. Chapter 5 provides a discussion
and critical appraisal while Chapter 6 closes with our
conclusions and a brief outlook.

2 Forms of interorganizational
integration

Numerous  forms of  interorganizational
integration can be found in literature, focusing on
different aspects. Many definitions refer to one or
more levels in which a classification of forms of
interorganizational integration perceived by the
respective researchers is formulated. Examples are the
works of Choudhury [11], Benasou and Venkatraman
[12], and Schubert [13].

However, the mere definition of forms of
interorganizational integration marks only the
beginning of a systematic examination of
interorganizational structures and the IOIS that
support them. As typical descriptive models,
classification models in interorganizational integration
provide a comprehensive collection of all possible
IOIS manifestations. Well-known approaches have
been developed by Barrett and Konsynski [14] or
Hong [15], among others. They mainly focus on the
classification of an IOIS considering different criteria,
usually related to technological, organizational and/ or
institutional characteristics. However, these modeling
approaches usually lack any developmental
perspective since the characteristics of an IOIS do not
necessarily indicate the influencing factors and change
mechanisms leading to their emergence.

2.1 Adopter Configurations of
interorganizational integration

Lyytinen and Damsgaard [10] understand IOIS
adopter configurations as organized clusters of 10IS
users that are subject to selected influencing factors,
so-called key elements. In doing so, they criticize
diffusion theory derived adoption studies as such
works typically explain one or only few adopter’s
behaviors. Adopter configurations refer to similar uses
of the concept of configuration in physics,
organizational research, or service science, which in
their view are transferable to the IOIS domain. A well-
known definition stems from Miller and Friesen [16],
who relate configurations to the organizational
context: "These can be defined as commonly
occurring clusters of attributes or relationships [...]
that are internally cohesive, such that the presence of
some attributes suggests the reliable occurrence of
others." Accordingly, a configuration is based not only
on the individual factors (attributes or relationships),
but also on the dependencies existing between them
(internally cohesive). Meyer et al [17] emphasize
"coherent  patterns" that result from the
interdependencies of the individual attributes.
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Configurations are thus not based on a random set of
individual factors but reflect a limited number of
stable states [10].

The configuration types proposed by Lyytinen
and Damsgaard [10] (dyad, hub and spoke, industry,
and community) and the key elements describing them
(organizing vision, key functionality, mode of
interaction, structure, and mode of appropriation)
represent a selection of the configurations and
influencing factors they found during their research.
This selection is not exhaustive considering existing
research, but it is one of the first works to provide a
conceptual framework for a holistic examination of
interorganizational forms of integration and the
influencing factors that affect them.

2.2 Factors influencing forms of
interorganizational integration

Typical forms of interorganizational integration
depend on factors at the institutional, organizational
and technical level (exemplary references are [8],
[13]). Although some works do not explicitly mention
such factors, they can be deduced from the respective
context. For example, Modol and Muniategui [18]
characterize four IOIS types using the two influencing
factors of power and rules. Still, in the "Market" type,
for example, the influencing factor "Competition" is
included, while in the "Hub" type the factors inter-
company relationships and contractual arrangements
have an additional impact.

Implicit investigations or analyses of influencing
factors can be found in many contributions. However,
there is rarely a common conceptual view of forms of
interorganizational integration and their respective
influencing factors. Mostly, there are studies
motivated by single perspectives (see Information
Sharing [14], IOIS Implementation [18], or
Transaction Costs [19]), which selectively pick out
single influencing factors and examine them in the
context of their perspective. In their position paper,
Lyytinen and Damsgaard [10] propose the
configuration perspective as an adequate analytical
lens to gain a more comprehensive analytical view on
forms of interorganizational integration and their
influencing factors.

3. Research Approach

Lyytinen and Damsgaard's [10] configurational
analysis does not provide predefined procedures for a
research project, but only a limited number of
suggestions based on a chosen research interest. The
exploratory nature of the research suggests that the

research methods used must be flexible enough to
allow the researcher sufficient freedom to be creative
in gathering information [20]. According to the
problem statement (see Chapter 1), there is a lack of
methodological and content-related information to be
able to meaningfully answer the research questions
posed about the furniture industry. Consequently, a
data collection in the relevant scientific literature for
the delimitation of the configuration term as well as
the operationalization of the configuration analysis is
as necessary as the empirically based determination of
configurations in the two industry segments.
Accordingly, a multi-phase research procedure based
on configuration analysis [10] was developed,
comprising four main phases.

Phase 1: Literature search and analysis according
to Hart [21] and Saldana [22] ((1) Identification and
acquisition of relevant literature contributions on
configurations of interorganizational integration: we
conducted a literature search in relevant journal
publications according to the JOURQUAL journal
ranking used in Germany, corresponding conference
proceedings and books. We did four rounds of
literature search combining IOIS-related terms (for
example “interorganizational system”) with seven
configuration-related  terms  from literature
(configuration, taxonomy, typology, category,
classification, cluster, type). We found 14.678
publications from which only 38 contained material
related to IOIS configuration analysis; (2) Analysis of
the found literature contributions regarding
configuration types and influencing factors: we
applied descriptive coding to identify 76 configuration
instances and 31 influencing factors described in the
publications; (3) Derivation of a frame of reference for
further use in the data collection phase: aggregation of
the configuration instances lead to three configuration
types (dyadic, star-shaped and intermediary) and six
categories of influencing factors (product features,
competition, power, relationships, structure and
function) included in the frame of reference used in the
second data collection phase).

Phase 2: Data collection ((1) Development of a
semi-structured interview guideline: based on the
frame of reference with its configuration types and
categories of influencing factors we developed 24
questions regarding institutional, organizational and
technical aspects; (2) Selection of relevant actors using
"snowball or chain sampling" [20]: we chose this
strategy as the existing structures in the industry
segments only became apparent from interview to
interview and new interview partners could thus be
identified. In total, 21 interview partners from 19
companies and organizations (8§ CEOs, 1 member of a
supervisory board, 4 CIO, 3 IOIS experts, 3 marketing

Page 7266



experts, 2 sales experts), were identified and
interviewed using this sampling strategy; (3)
Conducting 21 in-depth interviews with 19
companies/organizations and transcription [22]:
overall we produced 30 hours of audio material that
we transcribed for further analysis)).

Phase 3: Data analysis ((1) Descriptive and
Structured coding of interview transcripts [22]: we
performed three coding cycles. In each cycle the
results of selected interviews (first two interviews in
the first coding cycle, 10 interviews in the second
coding cycle and the remaining 9 interviews in the
third coding cycle) were compared with the theoretical
frame of reference and led to an adaptation and
extension of the code scheme. After coding we
identified 584 codes reflecting IOIS adopter
configurations and their influencing factors; (2)
Analysis of the 584 identified codes: in addition to
identifying configurations and influencing factors we
applied the network view function of the software
ATLAS.ti to identify code neighbors (that is codes
which have coded the selected text passage next to the
original code) that indicate a logic correlation) and
identified so-called code chains that reflected direct
and indirect relations between configurations and
corresponding influencing factors).

Phase 4: Validation ((1) Validation of statements
using content triangulation ([23]): we interviewed not
only different industry participants, but also at least
two representatives from each role (if possible), so that
both an intra-role and cross-role review of the
statements was possible; (2) Validation with
supporting documents: Accompanying documents
(including  market studies, press articles,
standardization documents) and  observations
(including participation in standardization board
meetings) supplemented the interview data).

4. Interorganizational configurations in
the kitchen and upholstery industry
segments.

We identified a total of 39 influencing factors (see
Figure 1) in seven categories from the coding analysis
ofthe 21 interviews, with 7 factors (market dominance
of chain stores, competition from private brands
(retailers), competition from private brands
(purchasing association), barrier to vertical integration
of manufacturers, organizational services by
purchasing associations, master data management by
purchasing  associations and organization of
intermediaries) influencing both industry segments. In
the kitchen segment, 18 influencing factors can be
assigned to the configurations, while in the upholstery

industry segment there are 28 factors. The influencing
factors and configurations of interorganizational
integration found in both industry segments can
additionally be identified and discussed at different
levels of analysis: Trade Relations level, Technical
Realization level and Standardization level. Their
identification and description reflect on the relevant
actors in them and their importance for the emergence
of the observed configurations of interorganizational
integration.

4.1 Level of Trade Relations

Two types of data can be identified that need to be
exchanged: master data for exchanging information
about the assortment agreed between trading partners
(mainly catalog data), and transaction data for
exchanging business documents, such as an order. A
retailer negotiates with a manufacturer the assortment
to be supplied by the latter and receives the relevant
catalog data. Based on the catalogue, the retailer
orders a kitchen or upholstery furniture for the end
customer. Retailers in both industry segments are
organized in purchasing associations, which are
primarily intended to realize price advantages over the
manufacturers. Over the decades, purchasing
associations  have  evolved into  so-called
organizational associations that offer their members
other services, such as product catalog management.
They serve as intermediaries between manufacturers
and their affiliated retailers.

At the level of trade relations, the same
configuration types are found in both industry
segments: The dyad is a representative of bilateral
exchange relationships of master and transaction data
between manufacturers’ and retailers’ enterprise
systems (D) while the intermediary configuration
serves as a representative of hub-and-spoke-like
structures (INT), in which a central actor takes over
the coordination of data exchange (see Table 1). Both
industry segments have similar business models and
actor constellations, which manifest in the stable
exchange relationships.

Comparing the factors influencing the respective
configurations, there were only small differences
observable. Competition between industry actors in
the kitchen segment is largely stable, while the
structural prerequisites for dyadic configurations are
mainly in place at large companies. In both industry
segments exist so-called association retailers (smaller
companies that rely on the negotiation power of the
affiliated purchasing association) and chain store
retailers (larger companies with several outlets in
different cities). In the upholstery segment larger
companies massively drive the development of dyadic
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configurations. This circumstance is reflected at the
level of trade relations in the influencing factor
"Competition UCS ". Electronically supported product
planning is not yet permanently established in the
upholstery segment, in contrast to the kitchen segment.
So, several industry actors (mainly chain store
retailers) have a high motivation to establish

segment). The industry configuration (IND), which is
realized by IM1, has hardly any impact, since only few
selected catalogs are exchanged. The IMI-based
configuration is mainly used for data transfer of
specialized assortment data.

(3) IT service provider offer central settlement
services for smaller retailers (so-called del credere

permanent business relationships with their trading

partners using UCS technology.

Factor Categories

Influential Factors

Factor Categories

takeover) to protect
association members

Competition

against the insolvency of

. They realize the triad

Information intransparency (retailers)
Information intransparency (associations
Market dominance chain stores
Market dominance kitchen furniture industry
Master data management associations
Association services

Business model IM2
Business model IM1
Business model KPS
Business model UCS
Critical mass IM2

Barrier Vertical Integration
Private brands (retailer)
Private brands (associations)
Data completeness (chain store)

Competition KPS
Competition UCS

Customer Requirements

Power

N

Product Attributes

Consulting (customers)
Information transparency marketing (customers)

Blockade (technology)

Influence retailer on IM2

Price complexity kitchen

Price complexity upholstery

Influential Factors !
Information transparency sales (customers)

Multi-channel (customers)

Partner dependency (manufacturer)
Independence from software vendor (retail)

Product complexity kitchen
Product complexity upholstery

Factor Categories Function

Structure

Relationships

Function kitchen planning
Function upholstery configuration

Function complaint (retailer

Influential Factors

Shortage of skilled workers (chain stores)
Organization IM1

Strategic Alliance IM2 & Association
Strategic Alliance IM1/ nmedia
Strategic alliance software vendor (retail) & IM2
Initiative Data integration
Initiative Standardization

Factors related to:

Kitchen industry segment
Upholstery industry segment
Both industry segments

Abbreviations:
IMI = Intermediary number 1 KPS = Kitchen Planning System
IM2 = Intermediary number 2 UCS = Upholstery Configuration system

Figure 1: 39 factors influencing I0IS adopter configurations in the German furniture industry

4.2 Level of Technical Realization

At the technical realization level, there are three
additional actors in the kitchen segment that have an
active role in interorganizational data exchange: (1)
KPS (kitchen planning software) vendors provide
support in the electronic planning of kitchens. In the
context of master data exchange, the KPS vendors take
on a formative role. They organize the provision of
catalog data to retailers’ enterprise systems as an
intermediary configuration type (INT) (31 mentions in
16 interviews). This configuration does not reflect a
hub-and-spoke configuration in the sense of Lyytinen
and Damsgaard [10]. Here, the data access does not
depend on an association membership, but on whether
the respective retailer is a customer of the KPS vendor.
The configuration is a closed system.

(2) The intermediary IM1 offers services for
catalog and transaction data exchange between
manufacturers and retailers in both industry segments
(transaction data in the kitchen industry and both
catalog and transaction data in the upholstery

configuration (T), which describes an association-
typical phenomenon.

There are two additional actors in the upholstery
segment: (1) Upholstery configuration systems (UCS)
vendors have made serious progress in realizing an
intermediary configuration type (INT) to make catalog
data from the manufacturers available to retailers, with
the catalog data being enhanced accordingly with
graphics. This is attributed to requirements from the
retailers (“information transparency sales”, “shortage
of skilled workers”). This configuration type has a
much lower prevalence, as UCS vendors have not yet
established themselves as data intermediaries in the
upholstery industry segment in the same way as KPS
vendors in the kitchen industry segment

(2) Two intermediaries are active in the
upholstery industry segment: IM1 distributes in
addition to transaction data (kitchen segment) catalog
data from few manufacturers to retailers via its
platform. Thus, IM1 has more significance as a neutral
data intermediary in the upholstery segment than in the
kitchen segment. IM2 implements bidirectional
integration solutions between two business partners
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(manufacturer and retailer), which are deeply
integrated into the respective production systems
(manufacturer) and enterprise resource planning
systems (retailer). Such a dyadic configuration enables
almost complete data and application integration,
through which both catalog and transaction data can
be exchanged. The integration is realized via a
proprietary data format that is not available to
competitors.

4.3 Level of Standardization

The standardization board (SB) is an additional
actor on the level of standardization in the kitchen
industry segment. SB acts as a standardization body
for the two industry segments kitchen and upholstery.
Its task is to define and approve new versions of the
data standards assigned to it. Especially manufacturers
hope to achieve efficiency benefits in the processing
of retails orders using data standards.

The initiative to establish SB came from the
manufacturers, who understand themselves as data
suppliers for the retailers. This self-image has led to
SB not only being involved in data standardization, but
also providing services as an intermediary. Almost all
manufacturers who sell kitchens in Germany via the
retail network currently upload their catalog data to
this server and make it available to retailers and KPS

vendors free of charge. Business transactions are not
processed via the central SB offering.

In the first industry configuration (IND), the KPS
vendors regularly supply themselves with the current
manufacturer product catalogs provided in the
industry-wide “IDM kitchen” data format, which they
import in their kitchen planning systems. This
configuration corresponds to an industry configuration
according to Lyytinen and Damsgaard [10], as it
provides open access to the manufacturers' catalogs for
all registered industry actors.

The second industry configuration supported by
SB (IND) has retailers, rather than KPS vendors, in the
role of data consumer. However, this configuration has
currently only little impact, as the processing and
provisioning of data is mainly done by the KPS
vendors. So far (as of June 2021), there are only three
listed retailers that are registered with the master data

Table 2. Nested configurations (organizational
association retailers, master data)

server and obtain catalog data.

There is currently no configuration of
interorganizational integration at the standardization
level in the upholstery industry segment. SB offers the
services of the master data server only for the IDM
Kitchen standard. The dissemination of catalog data in

Table 1. Configurations overview of interorganizational integration in the German furniture industry

Master Data Transaction Data Master Data Transaction Data
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Level of
Trade Relations
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“IDM Upholstery” format is currently left to
respective industry actors themselves.

4.4 Nested 10IS Configurations in the kitchen
and upholstery industry segments

Reflecting on the results of this work in light of
the position paper by Lyytinen & Damsgaard [10], the
notion of nested configurations will be discussed.
They define nested configurations as an appearance of
configurations that are used at the same time and can
overlap. That is, an organization uses more than one
configuration at a time to exchange data with its
connected partners. Thus, they concur with de
Corbiere & Rowe [19], who characterize the existence
of nested configurations in everyday operations as a
common phenomenon.

Indeed, the configuration analysis shows that
exclusive use of only one configuration does not occur
in either industry segment. In the following, the retail
perspective is used to discuss the nested
configurations, since retailers have many different
options for data exchange as data recipients (master
and transaction data) and data senders (transaction
data). The retail perspective is further differentiated
into an association retailer perspective and a chain
store retailer perspective.

4.4.1 Association retailers (kitchen & upholstery) -
master data

Association retailers are trapped in their
respective association organization (see Table 2).
They are dependent on the organizational associations
to provide the master data. Although there are
exclusive assortments, especially in the upholstery
segment, there is still a small number of exclusive
product catalogues compared to the number of product
catalogue in an association assortment.

In the upholstery segment, there is also a lack of
established structures by UCS vendors compared to
the KPS vendors, so that the association services are
the main source for master data procurement. A direct
connection via IM2 is not possible for the association
retailers due to the restrictive association organization.
In the kitchen segment, data is mainly provided by the
KPS vendors. Here, it is irrelevant for a kitchen retailer
whether the data is downloaded directly from SB or is
provided by their KPS vendor.

4.4.2 Association retailers (kitchen & upholstery) -
transaction data

Retailer Data type Segment
Organizational Master data Kitchen
Association

tligurations Data Exchange

Retailer s Data type Segment
(%%ganizational ) Master data | Upholstery
ABsociation

I Direct-Dat

trarey
9] 1. Master Data Exchange via KPS (often)
Z Il Master Data Exchange via Organizational Association (very often)
) IV. Master Data Exchange via and KPS (very often)
= =
<
=
Q
=
84
<
=
a
2]
=
Qo
=
<
=
=
=
=
o
S I
=
8 |. Direct Data Exchange (rare)
8 1. Master Data Exchange via Organizational Association (very often)
Z, Ill. Master Data Exchange via UCS (very rare)

The exchange of transaction data between
association retailers and manufacturers is organized in
almost the same way (see Table 3). Direct data
exchange is used most frequently whereas the total
share of electronic data exchange is exceptionally low
for smaller retailers. The intermediary services of IM1
are used only very rarely, because IM1 has too few
manufacturers connected to their platform to be a
serious alternative to the dyadic configuration. The
INT configuration is used for ordering specialized
assortment (kitchen equipment).
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Another difference between the two segments is
the number of orders that is placed with the
manufacturers. In the case of the kitchen segment, the
planning data from the kitchen planning systems is
transferred to the manufacturer as a supplement of the
order itself. In the upholstery segment, there are
currently only a few planning tools that transfer
additional planning data. However, this difference
hardly significant for the processing of the transaction
data.

Table 3. Nested configurations (organizational
association retailers, transaction data)

Retailer Data type Segment
Organizational Transaction | Kitchen &
Association data Upholstery
-~
A

0]

2

<

<

o

B4

o

<

=

a

I.  Transaction Data Exchange via IM1 (very rare)
Il.  Direct Transaction Data Exchange (very often)
Ill. Transaction Data Exchange via Central Regulation (very often)

Nested Configurations

4.4.3 Chain store retailers (kitchen & upholstery) -
master data

Chain store retailers seek total control over their
catalog data. Most of them have their own departments
for processing and maintaining the data. Direct data
exchange, for example, is used much more frequently
than in the case of association retailers, as there are
more bilateral agreements with manufacturers that
bypass association negotiations (see Table 4).

Additionally, the chain store retailers in the
kitchen segment have the option of obtaining master
data via the SB configuration. However, this is of no
interest to most chain store retailers because of the
established KPS configurations. Compared to the
kitchen segment, large retailers in the upholstery
segment have adopted the dyadic IM2 configuration.
The UCS configurations are currently in the process of
being set up, so that data provision via these
configurations is rarely used. Intermediary IM1 is not
an alternative for master data exchange in the
upholstery segment due to too few data suppliers.

Table 4. Nested configurations (chain store
retailers, master data)

Retailer Data type Segment
Chain Master data | Kitchen
Store
(5]
2
<
=
33
X
M
8
<
a
2]
g ‘
.— o
b H— ——
= il A
5 -
2 [
= .
g \ .,
s} V.
O
il I.  Direct Master Data Exchange (often)
8 Il.  Master Data Exchange via KPS-Vendor (often)
8 Ill. Master Data Exchange via Board & KPS-Vendor (very often)
Z. IV. Master Data Exchange via Board (very rare)
Retailer Data type Segment
Chain Master data Upholstery
Store
0] _\
é‘) i =
< I
=
RSN
s =
=
A
2]
g
3%
2 B
o El) I Direct Master Data Exchange (very often)
Z = II. Master Data Exchange via UCS (very rare)
1=} Ill. Master Data Exchange via IM1 (very rare)
8 IV. Master Data Exchange via IM2 (very often)

4.4.4 Chain store retailers (kitchen & upholstery) -
transaction data

As a chain store retailer in the kitchen segment,
transactions are usually processed directly with the
manufacturer’s enterprise system, as is the case with
any association retailer (see Table 5). As a chain store
retailer in the upholstery segment, transactions are also
generally processed directly with the manufacturer,
with the IM2 interface often being used for business
document exchange like orders or invoices. A retailer
and a manufacturer can exchange both catalog and
transaction data between their two integrated
enterprise systems with the IM2 configuration. The
IM1 configuration is rarely used in both segments due
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to the insufficient critical mass of exchange partners
for an intermediary. The processes to exchange
transaction data and the applied configurations hardly
differ from one another. The exchange of transaction
data follows well-established procedures and uses
well-known interorganizational systems.

Table 5. Nested configurations (chain store
retailers, master data)

Retailer Data type Segment
Chain Master data Kitchen
Store

Data Exchange

I. Transaction Data Exchange via IM1 (rare)
Il.  Direct Transaction Data Exchange (very often)

Nested Configurations

Retailer Data type Segment
Chain Master data Upholstery
Store

Data Exchange

I
L

T * I,

M2

I.  Transaction Data Exchange via IM1 (rare)
Il.  Direct Transaction Data Exchange (very often)
Ill. Transaction Data Exchange via IM2 (often)

Nested Configurations

5. Discussion and Limitations

Our study had mainly three goals in answering our
research questions (see Chapter 1): (1) provide
guidance for market participants, (2) to reveal
interorganizational structures in the German furniture
industry for the first time and (3) apply and reflect on
the proposed configuration analysis on an industry
level to assess its applicability as a research method.

(1) The configuration analysis and its
corresponding influencing factors provide the basis for
detailed industry actor profiles to assess IOIS
configuration options similar to related works from
[12], [3]. It even provides the means to assess parallel
use of (nested) configurations [19]. In contrast to many
similar attempts to identify and analyze relevant IOIS
participants our study highlights the importance of
individual actor roles within and between
configurations. In previous configuration research IT
service providers are hardly given any importance as
industry-relevant actors (see [24] for an exception).
The configurations provided by IT vendors are usually
assigned to respective business partners. However, in
this study we found that IT service providers in both
furniture industry segments are responsible for seven
of 12 identified configurations.

(2) Our study identifies and analyzes IOIS adopter
configurations in the German furniture industry for the
first time. Our results must be assessed according to
several limitations: we interviewed 19 organizations in
two industry segments of the furniture industry.
Although both have a market share of more than 60%
the results do neither reflect all existing configurations
in the industry nor all existing market participants. The
configurations originate from different motives of the
actors, which have partly economic, partly normative
backgrounds. The factors influencing the emergence
of configurations can therefore be regarded as industry
specific. A generalization of the configurations to
other industries (segments) is possible insofar as the
configurations themselves can be found as a model
representation in many different areas (see [12], [19]
for similar approaches). Configurations can thus be
used as formative elements of a model of
interorganizational cooperation.

(3) To apply configuration analysis to our
research object we had to operationalize the
conceptual idea (see Chapter 3) based on [10]. The
explorative research design with in-depth interviews
and the use of descriptive and structured coding of the
transcribed interviews may serve other researchers to
conduct similar studies. Still, the very nature of our
research object (IOIS adopter configuration) suggests
a complex and multi-level phenomenon that has to be
subject to other research methods complementing the
original explorative research design (see [12] (cluster
analysis) or [2] (comparative case studies) for
alternative approaches).

6. Conclusions and Outlook

The presented work was one of the first to
operationalize the configuration analysis conceptually
proposed by Lyytinen and Damsgaard [10]. Four
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configuration types (industry, dyad, intermediary, and
triad) and seven categories of 39 influencing factors
(competition, power, product attributes, relationships,
structure, functions, customer requirements) were
identified. According to the previous discussion we
find several aspects to be interesting to improve future
configuration analysis approaches:

Actor roles: It is necessary to clarify the
influence of IT vendors in future studies. Levels of
analysis: The main levels of analysis identified (trade
relations, technical realization and standardization)
and data types (master and transaction data) may be
subject to change in future configurations. For
example, strategic information (like real-time
customer demand data) rather than master data may be
relevant for data exchange [25]. Thus, the focus of the
analysis perspectives must be chosen depending on the
object and goal of the investigation.
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