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Abstract 
With the development of new retail and digitalization, fresh food e-commerce has 
gradually become a new "blue ocean" in the field of e-commerce. Digital capabilities have 
influenced various business activities, including the company's business model, by 
enabling the development of new products and services, as well as new forms of 
relationships between companies and stakeholders such as customers and employees. 
First, build a framework for the digital capability-driven value positioning stage, the 
network construction stage, and the adjustment and expansion stage of business model 
component changes. Secondly, based on this dynamic analysis framework, select the 
benchmark company in the fresh food e-commerce industry to do a single case analysis, 
explore the characteristics of the three-stage business model of the daily fresh food, and 
reveal the evolution law and driving factors of the fresh food e-commerce business 
model. . Finally, suggestions are made for the development strategy of fresh food e-
commerce after the new crown epidemic. 
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1. Introduction 

The digitization of the business world is breaking down industry barriers, creating new market 
opportunities, and destroying long-standing successful business models, a process we call 
“digital disruption.” In this era of digital disruption, companies that focus solely on value chains 
and technology are at a disadvantage, and they need to think more broadly about their business 
models. With the development of "digitalization" and "mobile era", the development model of 
the retail industry has undergone tremendous changes, and various e-commerce platforms 
have emerged one after another. Among them, fresh food e-commerce has also been favored by 
major capitalists and entrepreneurs. Amazon became the world's largest bookseller without a 
single brick-and-mortar store, Uber revolutionized the taxi industry without a single car, and 
Skype became the world's largest telecommunications provider without any available network 
infrastructure . "High-speed growth" companies such as Apple, Alibaba, Xiaomi, Pinduoduo, 
Douyin, and DJI drones have drawn attention to their business models. The use of digital 
capabilities represents a huge potential for business model innovation in business-to-business 
(B2B), business-to-customer (B2C) environments, while providing new revenue and value 
creation opportunities. Those companies that can harness the potential of big data and analytics 
to drive digital potential will outperform their peers in revenue growth and operational 
efficiency. But how does digital capability affect a company's business model? How to use 
digitization to transform its business model to achieve sustainable benefits for the enterprise? 
There are still many research gaps. 
Based on the entrepreneurial development of Daily Youxian, a leader in my country's fresh food 
e-commerce industry, and considering the dynamics and adaptability of the business model, 
this paper deeply analyzes the components of Daily Youxian's business model from the stage of 
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value positioning, network construction, and adjustment and expansion. Change, focus on the 
impact of digital capabilities on business models, identify the key role that digital capabilities 
play in the evolution of business models, and build a theoretical framework for the impact of 
digital capabilities on business model evolution. Its significance lies in: building a model for the 
evolution of business model components driven by digital capabilities;clarifying the impact 
mechanism of digital capabilities on business model evolution, providing inspiration and 
reference for subsequent research on digital theories and business model theories; 
strengthening practical guidance for start-up technology-based enterprises , Enlighten 
managers to make full use of digital capabilities, design and improve enterprise business 
models, and ultimately form a closed loop that enriches profit streams. 

2. Literature Review 

2.1. Business Model 
As a theoretical concept, business model is a research unit that is different from strategic 
management and industrial organization theory. Since the late 1990s, it has attracted great 
attention from practitioners and scholars, and has formed a number of distinctive research 
perspectives and fields. Essentially, a business model is the story of how a business operates, 
starting with insights into human motivations and ending with a rich stream of profits 
(Magretta, 2002). Amit and Zott (2010) proposed a business model to describe a specific 
business unit or a business unit group-centered activity system across enterprise boundaries, 
revealing how the business unit (group) creates value for customers and partners together, and 
obtains them from it. The logic and method of value. Johnson et al. (2008) believe that a 
successful business model includes four interlocking elements, namely customer value 
proposition, profit model, key resources and key processes, and the four elements work 
together to create and deliver value. With the in-depth study of business model theory, more 
scholars gradually explain and construct business models through modular thinking. Although 
there are various research perspectives and purposes that make the structure, elements and 
materials of business models complex, there are widely accepted business model components, 
namely value proposition, value creation and value acquisition. Among them, customer value 
proposition describes the customer group targeted by the business model and defines the value 
provided to the customer group; value creation describes the activities that need to be 
completed to realize customer value proposition and value acquisition, including what 
activities to carry out, how to carry out activities, and who will come Activities and key 
resources and key processes involved; value capture describes how the focal company pays 
what kind of income and what kind of income, including cost structure, income method and 
return frequency. 

2.2. Digital Capability 
Digitization and digital transformation are the driving force of change in the business world, 
that is, the establishment of new technologies based on the Internet that has an impact on the 
entire society (Rachinger et al., 2019). Digitization refers to the adoption or increased use of 
digital technologies such as cloud computing, artificial intelligence, 3D printing or mobile 
computing by governments, industries or organizations (Brennen and Kreiss, 2016). 
Digitization has evolved around concepts such as connectivity, interface, openness, accessibility, 
changeability, and generativeness (Caputo et al., 2019; Nambisan, 2017). The unique properties 
of digital technologies create digital capabilities, which refer to the new possibilities for actions 
related to a specific user or usage context brought about by digitalization, including intelligence 
capabilities, connectivity capabilities, and analytical capabilities (as shown in Table 1). Among 
them, intelligent capability describes the ability to perceive and capture information with less 
human intervention through embedded intelligent components, and involves two dimensions. 
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The first dimension involves upgrading hardware components with intelligent subcomponents; 
the second dimension involves collecting relevant New possibilities for product condition and 
customer usage information on product operations. Connectivity refers to the ability to 
interconnect products through intelligent networks, and involves two dimensions. The first 
dimension involves the ability to transmit information from intelligent products to storage and 
processing centers; the second dimension involves the connection potential between intelligent 
products. Analytical capability refers to the ability to convert the continuous influx of data from 
smart products into visual value and predictive insights, involving two dimensions, the first 
involves developing rules, business logic and algorithms to process information or data into 
operationally relevant Predictive insights into value; the second dimension is the continuous 
inflow of data from deployed smart products used by customers, offering the potential to 
visualize value through customer-centric simulations (Lenka et al., 2017; Ritter and Pedersen, 
2019).  
 

Table 1. Digitization capability division 
Types Definition Literature sources 

Intelligent 
ability 

The ability to sense and capture information 
with less human intervention through embedded 

smart components 

Lenka et al., 2017; Ritter and 
Pedersen, 2019; Fei Li, 2019 

Connectivity The ability to connect products through 
intelligent networks 

Lenka et al., 2017; Gupta and 
George, 2016 

Skills of 
analyze 

The ability to transform the continuous influx 
of data from smart products into visual value and 

predictive insights 

Lenka et al., 2017; Ritter and 
Pedersen, 2019; Jing Hao et al., 

2017 

2.3. Digital Capabilities and Business Models 
In the era of digital interaction creation, the development of digitization has affected various 
business activities, including the company's business model, by enabling various new forms of 
cooperation between companies, enabling new products and services, and new forms of 
company relationships with customers and employees. , providing a broader perspective for 
value creation. With the embedded use of digital technologies, companies can achieve success 
in optimizing resource utilization, reducing costs, increasing employee productivity and 
productivity, optimizing supply chains, increasing customer loyalty and satisfaction, and more. 
Three different ways in which digital capabilities impact and change companies and their 
business models: optimization of existing business models, such as cost optimization; 
transformation of existing business models, such as reconfiguring existing models, expanding 
established businesses; and developing new Business models, crowding out existing market 
players, new products/services (Rachinger et al., 2019). Rethink business models at all stages 
by referring to Christensen et al. (2016). The study believes that the evolution of business 
models is staged and procedural, mainly including the value positioning stage, the network 
construction stage, and the adjustment and expansion stage (as shown in Figure 1). The main 
goal of the value proposition phase is to determine (adjust) the value proposition of the 
business. New ventures determine value propositions at this stage through intelligent 
capabilities. Managers need to have a deep understanding of the enterprise's resource 
capabilities to provide a complete business model cognitive framework. The network 
construction stage mainly builds the value creation logic of the enterprise through the 
connection ability. At this time, the enterprise forms the value proposition and the value 
creation plate, and the two form a closed loop. The main task of this stage is to learn external 
knowledge and focus on key attributes. Learning external knowledge is conducive to 
stimulating the operation of new business models. By describing the key attributes of the 
business model, more people can increase their understanding of the business model of the 
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enterprise. The adjustment and expansion stage means that the business model is basically 
formed, but whether the new business model is suitable for the development of the enterprise 
still needs to be considered. A mature business model requires continuous fine-tuning of 
analytical capabilities before it can be used. The main task is to learn by trial and error, and to 
increase systems and rules. 
 

 
Figure 1. esearch Framework 

3. Study Design 

3.1. Research Methods 
This research focuses on "how" digital capabilities affect the business model of enterprises, 
"how" enterprises use digital capabilities to drive business model evolution to achieve 
sustainable benefits, and "how" the business model evolution "results", which belong to the 
answers to "how", "how"" What are the results” and other real-world problems (Yin, 2017), so 
it is suitable for the exploratory case study method. Business model evolution is a process of 
dynamic adjustment and iterative innovation. A systematic longitudinal single case study can 
describe the entrepreneurial practice process of a focus enterprise in detail, sort out the key 
events of the case enterprise and their causal logic according to the timeline, and clearly present 
the business model of the case enterprise. The evolutionary process mechanism is more 
conducive to systematically, dynamically and in-depth display of the mechanism of the research 
problem. 

3.2. Case Selection 
According to theoretical sampling (Mao Jiye, 2020), this paper selects Daily Fresh as the 
research object, and the main reasons are as follows: (1) Daily Fresh has a simple organizational 
structure and a clear business model evolution process, which is conducive to theory and 
practice Analysis and demonstration of the results; ②Daily Youxian is a "unicorn" enterprise 
in China's fresh food e-commerce business. During the epidemic, its business volume increased 
by 300%, and it opened a channel to help farmers to help fruit and vegetable growers overcome 
difficulties. Digital capabilities drive the dynamic evolution of business model components, 
which facilitates comparative analysis by researchers. It is typical and special; ③The 
transparency of key events and decisions, the verification of the theory requires a large amount 
of strong data to provide support. 
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3.3. Data Collection and Analysis 
In order to enhance the reliability and validity of the case, this paper ensures the cross-
validation and complementarity of the data through multi-channel data sources (Yin, 2017). 
Specifically, the case data are mainly collected from the following three channels: Daily Youxian 
official website data. Collect official website company introduction and consulting information 
such as its products, business and development history. CNKI. From the CSSCI database of CNKI 
journal column, 48 articles were obtained by searching "fresh food e-commerce" by topic, 39 
articles were obtained by searching "daily excellent fresh food" by topic in the whole database 
of CNKI, and 39 articles were obtained by searching "daily fresh food business" by topic. Mode" 
to get 2 articles. Baidu search. Using Baidu search, search with the keywords of "Daily Youxian", 
"Daily Youxian Business Model" and "Daily Youxian Epidemic", from general reading to in-
depth precision, and compare each other. 

4. Case Studies 

4.1. Introduction of Daily Fresh Company 
MISSFRESH is a fresh O2O e-commerce platform around people's dining table. Founded in 2014, 
it covers all categories such as fruits and vegetables, seafood, meat and poultry, and milk snacks. 
The daily slogan of "Fast and Good" is "Fast and Good". Through the selection of 2,000 products, 
the professional buyer team implements the direct purchase of the global origin, and delivers 
the freshness to the customers. The whole batch of goods is subject to quality inspection, and 
customers are more at ease when they get it. Everyday Youxian has established an extremely 
fast cold chain logistics system of "urban sorting center + community distribution center" in 
large and medium-sized cities, providing consumers with an extremely fast cold chain 
distribution service of "2-hour door-to-door delivery" of fresh products. Daily Youxian is user-
centric, relies on a comprehensive membership system, and achieves profitability through 
refined user operations. Member users with high stickiness and high repurchase rate provide 
the platform with a stable source of revenue. It has entered the unicorn industry in just over 
two years since its establishment, and was shortlisted in the Ministry of Science and 
Technology's top 100 unicorn list in March 2018. After 6 years of scale expansion and strategic 
adjustment, Daily Youxian has continuously innovated its business model, continued to expand 
its customer base, and launched a high-quality member experience. It has made great 
achievements in digitalization, intelligence, community and ecology. During the epidemic, the 
demand for home-delivered businesses such as fresh food e-commerce and takeaway has 
surged, but the closed management of most communities has brought inconvenience to users 
to pick up goods. As a well-known fresh food e-commerce brand in the field of urban 
distribution, Daily Fresh has integrated the anti-epidemic action into its business, and has set 
up contactless distribution storage points in Shanghai, Beijing, Guangzhou, Shenzhen, Tianjin, 
Nanjing and other places, and plans to cover Nearly 10,000 neighborhoods. According to the 
changes of components in the innovation process of the daily excellent fresh business model, 
the innovation process of its business model is divided into the value positioning stage, the 
network construction stage and the adjustment and expansion stage. 

4.2. Value Positioning Stage 
In November 2014, Daily Fresh was established. Zeng Bin and Xu Zheng, as co-founders, 
obtained an angel investment of US$5 million from Guangxin Capital in December 2014 with an 
"idea", and started their fresh food business. The road to business entrepreneurship. At the end 
of 2014, they began to recruit troops, build teams, and develop products. On April 8, 2015, the 
Daily Fresh Member Store was officially launched. Zeng Bin and Xu Zheng spent a lot of time 
and energy communicating with customers to understand their needs, and finally locked the 
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business model of Daily Youxian as "full-category selection and two-hour delivery". For start-
ups, the main goal of the value proposition phase is to determine the value proposition of the 
business. Managers need to think about whether the enterprise can provide customers with 
new products and services or explore the new attributes and uses of existing products and 
services, and attract more participants to join on the basis of enterprise operations. In the value 
positioning stage, the business model components of the enterprise are mainly the formation 
of value propositions. Of course, value creation and value acquisition activities also exist, but 
they have not yet been formed and need to be further optimized and adjusted. In the value 
positioning stage, Daily Youxian has determined that its target customers are young white-
collar workers, the middle class, and middle-to-high-end groups who pursue high-quality life, 
and provide them with fresh products quickly and well. The focus of Daily Youxian is to Make 
the mobile fresh food e-commerce to the extreme, implement the fast and good in retail to the 
end, and the model is more suitable for rapid expansion, the goal is to create a "new food basket 
for the common people", covering the daily fresh food needs, at this stage, the daily excellent 
fresh business. 

4.3. Network Expansion Stage 
In April 2016, Daily Youxian announced that it had received RMB 230 million in Series B+ 
financing. After completing the B+ round of financing, Daily Youxian followed Costco and 
launched a membership system. The membership price is equivalent to half of the original price. 
This approach, which can take into account both new purchases and repurchases, has 
continuously increased its turnover, and finally achieved profitability in Beijing in July 2016. In 
the fresh food category, we adopt the method of selecting the whole category to simplify the 
SKU (stock keeping quantity unit), and control it to about 2,000. In terms of all categories, Daily 
Youxian has 8 categories of fruits, aquatic products, meat and eggs, vegetables, dairy products, 
beverages, snacks, and light food, which are carefully selected for customers by Daily Youxian 
under the "boutique" strategy of quality products. Everyday Youxian has a professional 
purchasing team. They are all buyers with more than ten years of experience in the front line of 
agricultural production. They are familiar with the best origin and source of each category. 
There are two types of high-quality products, high-value products and products that are 
relatively easy to do e-commerce. On the basis of the selection of all categories, Daily Youxian 
reduces costs with large-scale procurement, and minimizes SKUs in the retail segment. The unit 
price of many SKUs is ten or twenty yuan. In addition to pursuing the ultimate in product quality, 
consumers are most concerned about the efficiency of distribution, which is precisely the 
biggest pain point in the fresh food e-commerce industry. In order to break this predicament, 
Daily Youxian decided to build its own logistics system at the beginning of its establishment. All 
the products are placed in the micro warehouses, and each micro warehouse has a coverage 
radius of 3 kilometers. After the customer places an order, we can deliver it quickly. So far, in 
Beijing, after customers place an order, the delivery rate is 70% within half an hour, 90% within 
one hour, and over 99.5% within two hours. More than 20 major cities across the country have 
established a cold chain logistics system of "Urban Sorting Center + Community Front 
Warehouse", and the two-hour "Quick Delivery" service has also made many previously 
impossible scenarios possible. 

4.4. Adjustment and Expansion Stage 
In April 2018, a professionally selected social e-commerce business incubated by Daily Youxian 
Investment was launched. In August 2018, Daily Youxian received US$450 million in financing 
led by Goldman Sachs and Tencent. In May 2019, Youxian Supermarket was launched. In June 
2019, Daily Youxian joined hands with Tencent Smart Retail to launch the "Smart Fresh 100 
Billion Plan". In 2020, the new crown epidemic swept across the country. Every day, Youxian 
urgently deployed the supply of multiple fruit and vegetable bases across the country, and 
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dispatched buyers to the origin to coordinate production and delivery. The contactless delivery 
function is launched to avoid contact with users, and contactless delivery shelves are installed 
free of charge for the community to provide convenient services for express storage. Daily 
Youxian reduces operating costs accordingly through selected categories, and invests a lot of 
capital to build pre-cold-chain micro-warehouses; 85% of the revenue of Daily Youxian’s profit 
model depends on paying members, and launches 300 exclusive membership products. 5% 
amount back, 50% maximum member discount, daily premium fresh member store mode. Daily 
Youxian Convenience Store and Tencent Cloud will cooperate in depth on smart container 
solutions, image recognition, and cloud services. Convenience Shopping has offline scenarios, 
supply chain foundation and user base. Tencent Cloud has cloud service system, data mining 
and analysis capabilities, and artificial intelligence technology capabilities. On this basis, the 
cooperation will form a strategic alliance for the entire value chain of unmanned retail. Daily 
Youxian Convenience Shopping is making every effort to deploy smart cabinets based on visual 
recognition. Tencent Cloud provides in-depth technical service support. Combined with 
solutions such as commodity recognition algorithms, password-free payment, and user 
purchase behavior matching, it can realize automatic settlement after picking up items and 
closing the door.  

5. Research Finding 

5.1. How Does the Daily Excellent Fresh Business Model Evolve 
The evolution of the daily excellent fresh business model can be divided into three stages: value 
positioning, network construction and adjustment and expansion, and the business model 
components in each stage are constantly adjusted and solidified. (1) In the value positioning 
stage, the components of the daily excellent fresh business model are mainly the formation of 
the value proposition. In the value positioning stage, the daily excellent fresh has determined 
that its target customers are young white-collar workers, the middle class, and the mid-to-high-
end pursuit of high-quality life. Group, and provide them with fresh products quickly and well, 
covering the needs of daily fresh food scenarios; (2) In the network construction stage, Daily 
Youxian has formed a value proposition and a value creation section, which constitute a closed 
loop. The construction stage of the daily excellent fresh network mainly focuses on a series of 
value creation activities implemented to realize the value proposition. Among them, the more 
successful ones are the "full category selection" and the self-built "extremely fast cold chain 
logistics system"; (3) During adjustment In the expansion stage, the value proposition, value 
creation and value acquisition modules of Daily Fresh have been formed. The main goal of this 
stage is to fine-tune the established business model. Daily Youxian has continuously enriched 
its value acquisition capabilities through the membership system and small store model, 
realizing a closed loop of value proposition, value creation, and value acquisition, and its 
business model has basically taken shape. 

5.2. Why Does the Daily Excellent Fresh Business Model Evolve Like This? 
A business model is an activity configuration method that a focal enterprise deploys for its 
stakeholders and resources. The driving force for the evolution of a business model comes from 
changes in the goals, strengths and external environment of stakeholders. Based on the 
antecedent theory of business model design by Amit and Zott (2016), the driving factors for the 
evolution of fresh food e-commerce business models are the goal of creating and acquiring 
value, the business model model of incumbents, the activities of stakeholders, and 
environmental constraints. analyze. The continuous extension of the target customer group and 
the continuous upgrading of customer needs drive the continuous evolution of the daily 
excellent fresh business model, and realize the optimization of value creation and value 
acquisition. The total value created by the focus company's business model is equal to the 
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willingness to pay of all customers minus the opportunity cost of all suppliers, partners, and 
focus companies. A business model is a functional entity that connects technological potential 
with the realization of economic value. Technology itself affects the possibilities of business 
models and, through technological innovation, the way business models are created and 
adapted. With scientific and technological innovation as the core, Daily Youxian introduces 
intelligent and Internet of Things equipment, promotes the process of intelligent and self-
service community innovation, and brings accurate, efficient, fast and convenient service 
experience to customers. Business models are embedded in and constrained by socioeconomic, 
legal, political, regulatory and cultural contexts. Viewing environmental constraints as a 
stimulus and challenge can lead to a novel business model. Technological innovation and social 
innovation will change the community value and economic value of the co-working scene. 

6. Conclusions and Recommendations 

6.1. Conclusion 
By targeting young white-collar workers, the middle class, and mid-to-high-end groups who 
pursue high-quality life, Daily Youxian satisfies users' fresh food needs of "more, faster, better 
savings". To be "more" and "good", the platform builds its own global commodity supply chain 
and strictly selects products; to be "fast", a secondary warehousing system of "urban sorting 
center + community front warehouse" has been established, and the cold chain logistics has 
been rebuilt , to ensure the quality of goods and the arrival speed of members within 1 hour; in 
order to "save", the membership system has been upgraded to provide preferential prices and 
services. Daily Fresh is always changing. Its aggressive offensive and quick actions have made 
it the darling of the investment circle. So far, it has completed 7 rounds of financing and nearly 
900 million US dollars. Starting from the seed round of Guangxin Capital, it has won a round of 
financing every six months on average, attracting top global investment institutions including 
Tencent, Tiger Fund, and Goldman Sachs. Daily Youxian has used the appropriate traffic model, 
commodity model, and delivery model to achieve appropriate development. The evolution of 
the daily excellent fresh business model can be divided into three stages: value positioning, 
network construction and adjustment and expansion, and the business model components in 
each stage are constantly adjusted and solidified. In the value positioning stage, the components 
of the daily excellent fresh business model are mainly the formation of the value proposition; 
in the network construction stage, the daily excellent fresh has formed the value proposition 
and the value creation section, and the two constitute a closed loop; in the adjustment and 
expansion stage, each Riyouxian realizes the closed loop of value proposition, value creation 
and value acquisition, and the business model is basically formed. 

6.2. Recommendations 
6.2.1. Vigorously Develop the "Personalized Customization + Online Purchase + Offline 

Experience" Model 
The fresh O2O model can be combined with C2B personalized customization to make up for 
some deficiencies of the O2O model. Through this "personalized customization + online 
purchase + offline experience" model, it is possible to realize the order-based service according 
to the needs of consumers. Determining production based on sales improves the user 
experience, and can speed up the circulation of fresh products, reduce corporate storage costs, 
and at the same time, consumers will get relatively cheap prices, and both parties have achieved 
a win-win situation. 
6.2.2. Carry Out "Omni-channel" Retail to Enhance User Experience 
Fresh food O2O enterprises should adopt a new perspective, integrate various disparate 
channels into "omni-channel", and bring users an integrated and seamless experience. The 
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general mode of product advertising information is "LBS+community group purchase" and 
"LBS+local coupons". At the same time, it can actively interact with consumers through some 
social media such as WeChat and Weibo to improve the user experience. 
6.2.3. Innovative Fresh O2O Community Platform to Integrate Comprehensive 

Operational Capabilities 
Two novel models of "community online shopping + home delivery" and "community store + 
platform service" can be used to reduce some logistics costs, enhance user experience, change 
consumption habits, and enhance user stickiness. The fresh O2O platform can create rich fresh 
food content from three aspects: informative, useful and interesting, and improve the 
comprehensive ability to integrate online platforms, suppliers and physical stores. 
6.2.4. Create a New Profit Model and Find Profit Growth Points 
To create branded fresh food, from the perspective of brand management, realize the change 
from "product" to "brand", rely on the brand and product quality to gain consumer recognition, 
and improve consumer satisfaction. From the perspective of user experience, cultivate user 
stickiness and increase revenue by increasing the form of experience services. 
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