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Abstract 

Small agricultural businesses are exposed to global competitive paradigms, and digital marketing platforms have a significant social 
and economic impact on their competitiveness. An analysis of current product marketplace platforms reveals that many of these 
platforms cease to exist in an average period of two to three years, which raises the research question: Do any of these platforms 
have a track record exceeding three years? If so, what are the key success factors that underpin their sustained viability? The 
objective of this case study is to identify and describe the key success factors of a commercialization platform in Brazil which 
directly connects small rural producers with their end consumers. Employing an interpretive qualitative approach, this empirical 
research presents a case study based on a theoretical analysis of the main success factors, examining their application within a 
Brazilian digital platform facilitating the trade of products between agricultural producers and consumers. The results emphasize 
key success factors for implementing innovative technology solutions in small agricultural businesses: a committed, supportive 
management team with visionary leadership; prioritizing market and stakeholder needs; maintaining strong customer relationships; 
and resource availability. Persistence, resilience, and learning from experiences were also identified as vital skills in the case study, 
contributing to the platform's long-term success. 
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Domestic Product (GDP) and contributed to 48% of the country's total exports [1]. Moreover, agribusiness plays a 
crucial role in ensuring global food security, aligning with the United Nations (UN) 2030 Agenda. 

The remarkable productivity of Brazilian agriculture is a result of technology adoption, exemplified by the 
increasing number of agribusiness startups, currently totaling 1703 [2]. However, to maintain its leading position, 
Brazil must embrace modernization, technological advancements, and innovation throughout the entire agricultural 
production chain. These aspects converge into digital agriculture, an outcome of the digital transformation within the 
agribusiness sector [3]. 

The implementation of digital transformation in agribusiness is seen as a catalyst for transforming activities, 
processes, skills, and business models within organizations [4]. However, concepts related to digital transformation 
are still in the process of consolidation in the agricultural sector, as in other industries. In literature, terms such as 
Agriculture 4.0 or Agro 4.0 are used to draw an analogy to Industry 4.0 [5]. 

This changing landscape necessitates new perspectives and strategies that influence work culture, human and 
professional relationships, and agricultural business models [6]. Particular attention should be given to small 
agricultural properties, which, despite being embedded in local production logic, are exposed to global competitive 
paradigms, as highlighted by previous research [7]. 

Regardless of the target markets or market channels employed, small farms need to leverage digital tools [8]. 
According to these authors, such tools have become increasingly indispensable for ensuring the sustained 
competitiveness of these enterprises. Moreover, the emerging business models driven by digital transformation rely 
on platforms, enabling closer proximity to potential customers. 

The exponential growth in the adoption of digital platforms is noteworthy. In 2022, renowned companies such as 
Alibaba, Amazon, Apple, Facebook, Google, Microsoft, and Tencent embraced platform-based business models, 
accounting for seven out of the top ten largest companies globally [9]. Similarly, within the agricultural sector, digital 
platforms have emerged as a subject of study concerning the sector's economic development. Bolfe [10] defines 
platforms as business models that facilitate and encourage interactions between two parties or user groups, such as 
producers and consumers, creating a collective space for value creation, exchange, and problem-solving. 

Efforts aimed at enhancing the economic sustainability of small agricultural enterprises often involve initiatives to 
facilitate product commercialization. While there is existing research on innovative platforms [11], limited attention 
has been dedicated to platforms designed specifically to streamline commercial processes [12]. Embracing these 
platforms necessitates changes in collaboration methods, interactions, and stakeholder relationships, aimed at 
overcoming obstacles and amplifying the impact of collective actions [11]. 

In a documentary inquiry conducted by Lemos [12] to identify various commercialization platforms, it was revealed 
that a majority of these platforms ceased operations within three years. This leads us to pose the following crucial 
research questions: Do any of these platforms have a track record exceeding three years? If so, what are the key success 
factors that underpin their sustained viability?  

The objective of this case study is to identify and describe the key success factors of a commercialization platform 
in Brazil which directly connects small rural producers with their end consumers. Additionally, we aim to provide 
some useful information for startups interested in implementing similar projects. 

2. THEORETICAL BACKGROUD  

2.1. Marketplace platforms 

The commercialization of products from small rural properties in Brazil, both in regional and local markets, 
predominantly relies on well-established channels such as cooperatives, agribusinesses, traditional intermediaries, and 
regional distribution centers. These commercialization channels impact the efficient utilization of resources generated 
on small properties and their income-generating capacity [13], [14]. 

Challenges in product distribution to the market result in increased inventory management costs [15]. Furthermore, 
consumers' purchasing behavior has undergone significant changes [16]. In response to these challenges, various 
actions have been implemented to mitigate their impacts, including the establishment of digital platforms to facilitate 
agricultural market processes. 

While conventional commercialization channels continue to exist, the Covid-19 pandemic has emphasized the need 
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for alternative channels, exemplified by the platforms depicted in Figure 01. These platforms contribute to enhancing 
farmers' autonomy and reducing their reliance on external markets, strategically prioritizing territorial and socially 
proximate markets. This form of commercialization enables the operation of short food supply chains, fostering direct 
connections between producers and consumers [17], [18]. 

In this context, Gazolla and Schneider [19] explain that short food supply chains aim to establish new forms of 
interaction between producers and consumers, emphasizing product origin and identity based on social, cultural, 
ethical, and environmental values and principles. It is within these shorter chains that commercialization processes 
can be facilitated through digital marketplace platforms. 

 

Fig. 01: Food market channels. 

The digital transformation of the agribusiness sector facilitates access to platform-based business models, enabling 
closer proximity to potential customers. This network connectivity among individuals, organizations, resources, value, 
and economic growth can be generated within the interactive ecosystem of digital platforms [20]. These platforms 
often emerge in the form of startups due to their ability to leverage increasingly rapid communication channels and 
market accessibility [12]. 

Technological startups in Brazil operate in fields such as automation, drones, big data, biotechnology, internet of 
things (IoT), and urban farms, collectively known as agtech (A term used to describe companies promoting 
innovations in the agribusiness sector through the application of new technologies in the field) or agritech (Technology 
for agribusiness). They have gained prominence in the country, seeking sectoral growth through impactful innovations 
offered as products or services available at all stages of the agricultural and livestock production chain [12]. 

The adoption of digital transformation in the agribusiness sector is now recognized as an accelerator for 
transforming activities, processes, skills, and business models within organizations [4], aligning with the concepts of 
Agriculture 4.0 or Agro 4.0, drawing parallels to Industry 4.0 [5]. However, when evaluated from a startup perspective, 
it is observed that startup failure rates remain high worldwide [21]. Furthermore, most startups are small, with limited 
resources, and face competition from large and experienced companies [22]. 

Recently, the "Radar Agtech" report in 2022 identified 124 startups related to marketplaces, trading platforms, and 
sales of agricultural products [2], highlighting the significance of platforms in the commercialization of agricultural 
products. 

Platforms can be defined as programmable digital architectures designed to facilitate user interactions [23]. 
Specifically, in the realm of commercialization, their purpose is to streamline and facilitate commercial processes [12] 
and contribute to the decision-making of the involved stakeholders. Agricultural trading platforms focus on the 
integration of multiple commodities and reach a wide range of actors, including small farmers, small agribusinesses, 
end consumers, restaurants, industrial kitchens, schools, and hospitals. They aid in the development of market niches 
and create additional market opportunities [24], [11]. The use of these platforms also necessitates changes in 
collaboration methods, interactions, and relationships among stakeholders and organizations to overcome obstacles 
and enhance the impact of their collective actions [11]. 

What distinguishes this business model is that competitive advantages do not depend on physical infrastructure or 
control over scarce and valuable resources. Companies can utilize digital platforms to create successful business 
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models, despite having limited knowledge about it, because platform-based business models often outperform 
traditional businesses in various aspects [20]. 

2.2. Key success factors 

The Key Success Factors (KSF) play a strategic role in achieving excellent business performance. Ghosh et al.[25] 
emphasises the relevance of key success factors for successful companies, highlighting distinctive skills of small 
companies. The most relevant KFS are satisfying customer needs, close working relationship between top 
management and employees, regionalization, leadership and availability of resources, financial and technological 
support [25]. In addition, the study revealed that, as the company establishes itself and competitiveness increases, 
changes occur in the importance of these KFS, requiring greater attention to the following dynamics and strategic 
impulses: strong market orientation, effective management characterised by commitment and management support, 
and networking to gain access to comprehensive support and resources [25]. 

It is noteworthy that the FKS differ from the critical success factors, which are related to the survival of companies, 
while the Key Factors of Success seek to achieve excellence in business performance [25]. 

In addition, Startups face challenges adapting and executing in an ever-changing market. A meta-analysis mapped 
24 key success factors grouping them into three categories: market and opportunities, team of entrepreneurs and 
resources [26]. 

Radomska et al.[27] argue that successful companies must be effective in their actions, innovative and creative, in 
addition to building a network of internal and external relationships based on trust and proximity. Recently, a 
framework for the interaction of key success factors in digital platforms was proposed [20]. The framework addresses 
six categories of key success factors: value creation, value delivery, value capture dimensions, promotion and 
awareness of digital transformation, proper platform architecture and strategic judgement of platform providers, and 
promotion of a startup culture as a key success factor [20]. 

Based on these surveys, it is evident that creating a successful startup requires attention and application of adequate 
strategies and resources. In the discussion of the article, an analysis of the factors listed in relation to the case under 
study will be carried out. 

3. Methodological procedures 

This exploratory case study [28] investigates a commercialization platform managed by a startup. The study utilized 
literature review, document analysis, semi-structured interviews [28] and Discourse analysis technique [30]. 

Document analysis was based on Lemos [12] study, which indicates that digital platforms often cease operations 
within three years. As a result, the Sumá platform, which had been on the market for six years in 2019, was identified 
and its data accessed for the case study.  

The case study focused on the Sumá platform, operating since 2013 in the southern region of Brazil. It has received 
continuous investments from various investors and has been recognized with national and international awards [24]. 
The platform's primary focus is on empowering small farmers, facilitating their development, and aligning them with 
food buyers' requirements. Acting as an intermediary, Sumá connects these producers to significant consumer markets, 
including restaurants, hospitals, and supermarkets. The business model is of the B2B type with a logistics system 
characterized by being centrally managed and executed by third parties.  The platform's technological solutions and 
business model have constantly adapted to ensure scalability. Sumá has demonstrated numerous possibilities for 
effective interaction with other food-producing companies. Hence, the generation of knowledge and empirical 
research are significant factors in reducing startup mortality rates, as observed in the case of the Sumá platform. 

This case study aimed to identify and describe the key success factors of a commercialization platform in Brazil 
that directly links small rural producers with their end consumers. Data collection utilized a semi-structured qualitative 
research protocol involving exploratory interviews, adhering to replicability guidelines [29].  

The semi-structured interview comprised 11 questions formulated from categories associated with key success 
factors [25][26][27]. Among these, 3 questions were dedicated to Market and Opportunities, 3 to Resources, and 3 to 
the Entrepreneurial Team, while 2 questions were of a general nature concerning success, encompassing inquiries 
about what should be asked and what may have been overlooked. The interview, conducted in October 2019, was 
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recorded, transcribed, and involved one of the founders and the current manager of the Sumá platform. Notably, data 
collection occurred before the onset of the Covid-19 pandemic. 

Discourse analysis technique was employed for data analysis [20]. This technique considers the social 
representation of testimonies collected in empirical research, examining how discourses produced by various social 
actors, such as individuals, groups, and institutions, reflect their representations of reality. 

For the data analysis, in addition to the key success factors listed in Table 01 and their corresponding evidence in 
the interviewee's responses, the dimensions presented in the framework for key success factors of digital platforms 
[30] were also taken into account. 

To ensure scientific rigor, validation, and reliability, criteria including data triangulation were adopted. Data coding 
and analysis were performed manually, with each interviewer analyzing the interview responses. Cross-analysis of 
excerpts addressing the categories and subcategories of analysis, as highlighted in the data analysis section, was 
conducted, comparing them with theoretical data and information from documentary sources. 

4. Results 

The key success factors studied by different authors until 2019 were organized based on the category proposed by 
Song et al. [26], thus organizing Table 01 with the key success factors by category. Other authors were also included 
in the analysis of the research data. Ghosh et al [25] and Radomska et al [27] presents the key success factors of 
companies and industries, which we adapted in our study to a digital platform context. 

4.1. Key success factors identified in the Sumá platform 

Based on the analysis of interview data and documents related to the studied case, the identification of the key 
success factors (KSFs) in the management of the Platform is described below. It is understood that this arrangement 
may have contributed to the prolonged operation of the platform under study compared to others, as presented in 
Lemos' study [12]. It is important to note that the data collection was conducted in 2019, prior to the COVID-19 
pandemic. 

In the Resources category, a total of 14 factors were identified. Within the Market & Opportunity category, 6 
factors were recognized, while the Entrepreneurial Team category revealed 6 factors. The specific factors 
corresponding to each category can be found in Table 01. 

Based on the presented data, it is evident that the Resources category demonstrates the highest level of factor 
fulfilment, with 13 out of the 15 listed factors being met. Despite not having a balanced cash flow and relying on 
external capital (data from 2019, when the interview was conducted), the platform has successfully attracted investors 
throughout its existence. 

In the Market and Opportunity category, which is the second highest in terms of factor identification, six out of the 
ten factors outlined in the literature were identified. It is worth noting that, during the data collection phase of the 
research, the regional market did not exhibit significant competition for digital platforms, which may account for the 
absence of the remaining factors. 

Table 01. Key success factors by category [25] [26] [27] and their identification on the Sumá platform. 

Categories Key Success Factors (KSF) Authors Identified  

Market and 
Opportunity 

Competition intensity [26] No 
Environmental dynamism [26] Yes 
Environmental heterogeneity [26] Yes 
Market scope [26] Yes 
Product innovation [26] Yes 
Internationalization [26] No 
Low cost strategy [26] No 
Market growth rate [26] Yes 
Marketing intensity [26] No 
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Categories Key Success Factors (KSF) Authors Identified  
Satisfying customers needs [25] Yes 
Strong market orientation capability [25] Yes 
Innovation and creativity [27] Yes 

Resources 

Financial resources [26] Yes 
Firm age [26] Yes 
Patent protection [26] No 
Size of founding team [26] Yes 
Supply chain integration [26] Yes 
Firm size [26] Yes 
Non-governmental fin. support [26] Yes 
R&D investments [26] Yes 
University partnerships [26] Yes 
Firm type [26] No 
R&D alliances [26] Yes 
Regionalization capability [25] Yes 
Availability of financial and technology resources [25] Yes 
Networking - access to broad base support and resources [25] Yes 

Networking based on mutual trust between internal and external 
stakeholders [27] Yes 

Entrepreneurial 
Team 

Prior start-up experience [26] No 
R&D experience [26] Yes 
Industry experience [26] Yes 
Marketing experience [26] No 
Good relationship between top management and employees [25] Yes 
Strong, visionary and capable leadership [25] Yes 

Effective management: Strong management commitment and support and  
Strong organisation and management set-up [25] No 

To be innovative and creative [27] Yes 
To be effective in actions taken [27] No 

 
Concerning the entrepreneurial team there is a noticeable lack of startup experience among the founders. The 

interviewee mentioned that initially there was a partner with expertise in this field, but they left the project due to 
another opportunity. While the startup managed to secure financial resources, there was a loss of intellectual capital—
a common situation that many organizations strive to avoid. 

4.2. Market and opportunity 

The Market and Opportunity category, characterized by competition intensity, market dynamism, environmental 
heterogeneity, segment and product variation and innovation, regional activity, applied strategies, market growth rate, 
and customer satisfaction, among others, has a significant number of elements, as shown in Table 01. 

Regarding market analysis and tracking of commercialization channels, the interviewee expresses confidence in 
their understanding: "These channels pertain to family farming's commercialization. We specialize in comprehending 
this market and its primary products, allowing us to align production and consumption within the same territory." 
However, it should be noted that as of 2023, the market landscape has changed, with new platforms emerging and 
unforeseen transformations occurring, including shifts in consumer purchasing behavior [16]. 

While the interviewee anticipated some changes, they could only identify preliminary indications. Notably, there 
was a rising trend in the consumption of organic products and an increased demand for product origin information 
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Categories Key Success Factors (KSF) Authors Identified  
Satisfying customers needs [25] Yes 
Strong market orientation capability [25] Yes 
Innovation and creativity [27] Yes 

Resources 

Financial resources [26] Yes 
Firm age [26] Yes 
Patent protection [26] No 
Size of founding team [26] Yes 
Supply chain integration [26] Yes 
Firm size [26] Yes 
Non-governmental fin. support [26] Yes 
R&D investments [26] Yes 
University partnerships [26] Yes 
Firm type [26] No 
R&D alliances [26] Yes 
Regionalization capability [25] Yes 
Availability of financial and technology resources [25] Yes 
Networking - access to broad base support and resources [25] Yes 

Networking based on mutual trust between internal and external 
stakeholders [27] Yes 

Entrepreneurial 
Team 

Prior start-up experience [26] No 
R&D experience [26] Yes 
Industry experience [26] Yes 
Marketing experience [26] No 
Good relationship between top management and employees [25] Yes 
Strong, visionary and capable leadership [25] Yes 

Effective management: Strong management commitment and support and  
Strong organisation and management set-up [25] No 

To be innovative and creative [27] Yes 
To be effective in actions taken [27] No 

 
Concerning the entrepreneurial team there is a noticeable lack of startup experience among the founders. The 

interviewee mentioned that initially there was a partner with expertise in this field, but they left the project due to 
another opportunity. While the startup managed to secure financial resources, there was a loss of intellectual capital—
a common situation that many organizations strive to avoid. 

4.2. Market and opportunity 

The Market and Opportunity category, characterized by competition intensity, market dynamism, environmental 
heterogeneity, segment and product variation and innovation, regional activity, applied strategies, market growth rate, 
and customer satisfaction, among others, has a significant number of elements, as shown in Table 01. 

Regarding market analysis and tracking of commercialization channels, the interviewee expresses confidence in 
their understanding: "These channels pertain to family farming's commercialization. We specialize in comprehending 
this market and its primary products, allowing us to align production and consumption within the same territory." 
However, it should be noted that as of 2023, the market landscape has changed, with new platforms emerging and 
unforeseen transformations occurring, including shifts in consumer purchasing behavior [16]. 

While the interviewee anticipated some changes, they could only identify preliminary indications. Notably, there 
was a rising trend in the consumption of organic products and an increased demand for product origin information 
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from end consumers. The interviewee perceived traceability as a prominent movement. They remarked, "It is evolving, 
but it hasn't fully transformed. Multiple initiatives are required for this transformation to happen. SUMÁ alone cannot 
bring about structural change in the supply chain; much more needs to transpire." 

However, the aforementioned statement, made prior to the onset of the Covid-19 pandemic, did not foresee the 
extent of the market transformation that would ensue. The digital transformation experienced accelerated growth, and 
new platforms have emerged in Brazil, some of which have already completed three years of operation (e.g., Mercado 
CNA, Alimento de Origin, Manucã, Mercaf) and exhibited performance comparable to that of Sumá. 

During the interview, it became evident that the interviewed executive closely monitors both the agribusiness and 
technology/startup sectors. They possess knowledge of competitors, small rural producers, and buyers. The 
interviewee demonstrates a comprehensive understanding of market operations, including payment methods, 
negotiation flexibility, and the importance of fostering effective business relationships and long-term connections 
between small rural producers and buyers. The logistics chain is well-defined in their business plan. 

Furthermore, the interviewee has dedicated himself to studying the entire chain involved in the process, including 
investors, in great detail: “regular buyers that generate recurring revenue. And for that, we validated a business model 
with scheduled purchase contracts and fractional delivery and fixed prices based on production costs throughout the 
contract. For example, hypothesized and submitted to buyers, they said they wanted fixed contracts and long-term 
contracts. This is a structural alteration that the chain has not yet undergone. More muscle is needed to show that it is 
possible to do things differently”. 

The third category talks about the team of entrepreneurs and addresses innovation, strategies, and internal and 
external relationships, from the perspective of people's skills and abilities. 

4.3. Resources 

The Resources category has the highest number of listed factors, encompassing various resource types crucial for 
business operations. This includes financial resources, intellectual property protection, value chain integration, and 
support from private, academic, and government institutions. Technological resources are also considered, along with 
the resources required to hire the necessary team and establish a wide network of contacts (Table 01). 

During the interview, the interviewee discussed the investments secured and the challenges faced in reaching the 
current stage of the platform. Notably, they emphasized the partnerships established with national and international 
universities. When asked about the startup's success, the interviewee remarked, "In agribusiness, time operates 
differently. Everything takes longer. The greatest indication of success is persisting in our purpose. We planted many 
seeds, and now they are starting to sprout." 

The interviewee identified three factors contributing to the platform's continuity in the market: a) the founders' 
passion for supporting small rural producers and their resilience in maintaining the project; b) the support of investors 
who believed in the idea; and c) the utilization of design thinking to validate market hypotheses. The first two factors 
pertain to the Resources Category. 

The company's trajectory reflects its pursuit of investors and resources, encompassing not only financial support 
but also mentoring and knowledge sharing, regarded as tangible and intangible resources. Initial funding was secured 
through "an international acceleration program, where we were one of eight startups selected globally." Additionally, 
the SUMÁ platform established partnerships with ICE - Instituto de Cidadania Empresarial, received funding from 
the Inter-American Development Bank - IDB, secured investments from Foreign Impact (a combination of 
philanthropy and social impact businesses) and received support from GV ANGELS - Anjos do Brasil. 

According to the interviewee, investor confidence played a fundamental role in the startup's progress. SUMÁ is 
also engaged in research with the Massachusetts Institute of Technology - MIT and, on the day of the interview, 
received news of its selection for an acceleration program with Yunus Negócios Social and MAN SE. 

Despite the aforementioned trajectory, the initial investment in 2013 came from the founders themselves, utilizing 
both financial and intellectual resources. However, in 2018, they recognized the need for additional resources beyond 
what they could allocate. Subsequently, they began developing an investment thesis and presenting it to different 
investors. The interviewee shared: 

"I talked to more than 50 investors. At first, conversations were cautious, concerned about not disappointing 
investors, but after the 50th conversation, I was more direct. I asked if they were impact investors. If they were 
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conventional investors, I explained that the SUMÁ takes more time than conventional business. I learned to approach 
investors more assertively and lost the idea that I was asking for a favour". 

4.4. Entrepreneurial team 

The interviewee's statements reveal that the analyzed platform operates with a well-defined team. However, due to 
its lean size, there is task-switching and collaboration among members. The team consists of six individuals, including 
two founders responsible for strategic and operational tasks, a commercial coordinator, and a purchasing analyst. 
Additionally, the startup has two team members located in a different region, a coordinator, and an extension worker. 
Technology-related activities are handled by a partner company comprising eight professionals experienced in 
platform development. 

The leader and founder express a strong commitment to addressing the challenges faced by small rural producers. 
He emphasizes, "It's not enough to have the initial desire; one must maintain that desire even in the face of adversity 
[...] and perhaps this is one of our greatest differentiators. We are starting the platform from scratch for the third time, 
and it will be an unprecedented endeavor." 

The utilization of strategies and decision-making methods, as well as the company's governance model, is evident 
in the interviewee's responses. The startup employs hypothesis validation and invalidation as the foundation for 
implementing strategies, seeking input from partners, farmers, and buyers to validate their preferences. 

Throughout its six years of existence, the platform has tested and discarded several hypotheses, retaining only those 
most accepted by stakeholders. These specific methods also extend to strategic decisions, which are deliberated 
between the two founders. In areas where their expertise is limited, they consult specialists such as mentors, investment 
advisors, and team members. 

The interviewee highlights the presence of an investor council, which involves monitoring indicators online and 
holding quarterly meetings. Board meetings are focused and structured, with agendas circulated in advance, requiring 
each board member to take a position in favour or against proposals presented by the company's directors/founders. 

In the platform analysis, technology emerges as a critical factor for its sustainability and development. According 
to the interviewee, this marks the third occasion where the platform requires reformulation and temporary suspension 
of services. 

"We don't have direct competitors. We know several startups, but none of them can be considered as a model for 
us, something we can simply copy. So, we need to build a solution that doesn't exist yet. This takes time and resources, 
and this is one of the reasons why we have not grown as much as we would like so far. We face difficulties in 
technological development and lack of resources to hire a suitable team. Recently, about three months ago, we solved 
these problems. However, we are restarting the platform from scratch, this time with a partner in the technology area. 
This variable has hindered the expected results so far." 

To conclude, the development of action- and results-oriented platforms necessitates flexibility due to their operation 
in dynamic contexts and their goal of driving change [31]. Both, team members and supporting organizations. must 
be prepared to adjust their approaches and expectations, and in certain instances, handle potential setbacks and failures 
[11]. 

4.5. Dimensions: value creation, delivery, and capture 

In platform-based business models, value creation is driven by creating correspondences within an ecosystem of 
supply and demand and by facilitating direct interactions between commercial parties [20]. Financial transparency is 
essential for capturing value, showing the participation of everyone involved in the business. Transparency in the 
chain, as cited by the interviewee, contributes to trust [27] and value delivery [20]. 

The interviewee highlighted some innovative practices, such as not selling products based on the farmer's 
production cost and assuming the role of logistics by the family farmer, since other platforms do not dare to assume 
this responsibility. In addition, the platform establishes alliances and partnerships, foreseen in the studies by Song et 
al. [26] and Ghosh et al. [25] uses management indicators to monitor and guarantee financial transparency, both for 
farmers and for investors. 

Regarding customer relationships and satisfaction, SUMÁ monitors the indicators of complaints, rural producer 
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conventional investors, I explained that the SUMÁ takes more time than conventional business. I learned to approach 
investors more assertively and lost the idea that I was asking for a favour". 

4.4. Entrepreneurial team 

The interviewee's statements reveal that the analyzed platform operates with a well-defined team. However, due to 
its lean size, there is task-switching and collaboration among members. The team consists of six individuals, including 
two founders responsible for strategic and operational tasks, a commercial coordinator, and a purchasing analyst. 
Additionally, the startup has two team members located in a different region, a coordinator, and an extension worker. 
Technology-related activities are handled by a partner company comprising eight professionals experienced in 
platform development. 

The leader and founder express a strong commitment to addressing the challenges faced by small rural producers. 
He emphasizes, "It's not enough to have the initial desire; one must maintain that desire even in the face of adversity 
[...] and perhaps this is one of our greatest differentiators. We are starting the platform from scratch for the third time, 
and it will be an unprecedented endeavor." 

The utilization of strategies and decision-making methods, as well as the company's governance model, is evident 
in the interviewee's responses. The startup employs hypothesis validation and invalidation as the foundation for 
implementing strategies, seeking input from partners, farmers, and buyers to validate their preferences. 

Throughout its six years of existence, the platform has tested and discarded several hypotheses, retaining only those 
most accepted by stakeholders. These specific methods also extend to strategic decisions, which are deliberated 
between the two founders. In areas where their expertise is limited, they consult specialists such as mentors, investment 
advisors, and team members. 

The interviewee highlights the presence of an investor council, which involves monitoring indicators online and 
holding quarterly meetings. Board meetings are focused and structured, with agendas circulated in advance, requiring 
each board member to take a position in favour or against proposals presented by the company's directors/founders. 

In the platform analysis, technology emerges as a critical factor for its sustainability and development. According 
to the interviewee, this marks the third occasion where the platform requires reformulation and temporary suspension 
of services. 

"We don't have direct competitors. We know several startups, but none of them can be considered as a model for 
us, something we can simply copy. So, we need to build a solution that doesn't exist yet. This takes time and resources, 
and this is one of the reasons why we have not grown as much as we would like so far. We face difficulties in 
technological development and lack of resources to hire a suitable team. Recently, about three months ago, we solved 
these problems. However, we are restarting the platform from scratch, this time with a partner in the technology area. 
This variable has hindered the expected results so far." 

To conclude, the development of action- and results-oriented platforms necessitates flexibility due to their operation 
in dynamic contexts and their goal of driving change [31]. Both, team members and supporting organizations. must 
be prepared to adjust their approaches and expectations, and in certain instances, handle potential setbacks and failures 
[11]. 

4.5. Dimensions: value creation, delivery, and capture 

In platform-based business models, value creation is driven by creating correspondences within an ecosystem of 
supply and demand and by facilitating direct interactions between commercial parties [20]. Financial transparency is 
essential for capturing value, showing the participation of everyone involved in the business. Transparency in the 
chain, as cited by the interviewee, contributes to trust [27] and value delivery [20]. 

The interviewee highlighted some innovative practices, such as not selling products based on the farmer's 
production cost and assuming the role of logistics by the family farmer, since other platforms do not dare to assume 
this responsibility. In addition, the platform establishes alliances and partnerships, foreseen in the studies by Song et 
al. [26] and Ghosh et al. [25] uses management indicators to monitor and guarantee financial transparency, both for 
farmers and for investors. 

Regarding customer relationships and satisfaction, SUMÁ monitors the indicators of complaints, rural producer 
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revenue, percentage of supply to the buyer, number of contracts in force and average monthly value of each contract. 
These indicators contribute to the value capture dimension [20] and ensure transparency for investors. 

Regarding digital transformation and startup culture, Rohn et al. [20] proposes four key dimensions for digital 
business success: promoting digital transformation, proper platform architecture, strategic judgment of platform 
providers, and promoting a startup culture. In our study, we identified that the interviewee and his partner are engaged 
in raising awareness in the agricultural community about the use of technology and are establishing partnerships with 
technology companies to develop a suitable platform for the project that promotes education. The results also show 
that they have persistence, resilience, and willingness to learn from experiences and achieve the defined goals. 

The entrepreneur interviewed recognizes the challenges faced by SUMÁ, such as “the need to maintain a healthy 
cash flow, be in a market with growth potential, have a strong and engaged team, and rely on a robust technological 
platform to support exponential growth. By achieving these goals, the platform will be able to declare itself a 
successful company”. 

When analyzing this information, it seems important to highlight that for the success of a business, financial 
resources are essential, but they are not enough. Managing knowledge and intangible resources is what will ensure 
the correct management of other resources. 

5. Conclusions 

This exploratory study investigates the key success factors of Sumá, a Brazilian startup digital platform connecting 
small rural producers to consumer markets. Three critical domains were identified: Market and Opportunity, 
Resources, and Entrepreneurial Team. 

In the Market and Opportunity domain, understanding market dynamics, consumer behavior, and relationships with 
stakeholders emerged as vital. Training for producers and grasping market complexities were highlighted. 

In the Resources domain, securing financial resources, partnerships, and transparent investor communication were 
critical for long-term sustainability. 

In the domain of Entrepreneurial Teams, visionary leadership, effective teamwork, creativity, and clearly defined 
roles have traditionally been recognized as key factors contributing to performance. However, our findings shed light 
on the importance of additional soft skills, specifically, persistence, resilience, and the ability to learn from 
experiences, as highlighted in the case study.

This analysis aids digital platform developers in supporting small rural producers, fostering competitiveness in the 
global food production chain, and informs investment decisions while acknowledging the study's single-case 
limitation.  

Future research should explore risk mitigation strategies and multiple-case studies for broader insights. 

Acknowledgements 

The authors would like to thank Coordination for the Improvement of Higher Education Personnel 
(CAPES/PROEX) and Foundation for Support and Research in Research and Education of Santa Catarina (FAPESC) 
for assisting this research through financial support and everyone who participated directly or indirectly by allocating 
some of their time to strengthen this work. 

References 

[1] Caligaris BS, Rangel LEP, Polidoro JC, Farias PIV. The importance of the National Fertilizer Plan for the future of agribusiness 
and Brazil. Agricultural Policy Magazine. 2022; XXXI (1):1-8 

[2] AgTechGarage . Radar Agtech Brasil 2022 identifies 1703 agtechs , 7.5% more than in 2021 [Internet]. Consulted on June 6th. 
2023. Available at: https://www.agtechgarage.news/radar-agtech-brasil-2022-identifica-1-703-agtechs-75-mais-que-em-2021/ 

[3] Massruhá SMFS, Leite, MDA, Luchiari Junior A, Evangelista, SRM. The digital transformation in the field towards sustainable and 
intelligent agriculture. 2020. 



168 Gladys Milena Berns Carvalho do Prado  et al. / Procedia Computer Science 232 (2024) 159–168
10 / Procedia Computer Science 00 (2023) 000–000 

[4] Vaz GJ, Apolinário DRF, Correa JL, Vacari I, Gonzales LE, Drucker DP, Bariani JM, Evangelista SRM, Romani LAS. AgroAPI - 
value creation for digital agriculture through APIs. Proceedings of the XI Brazilian Congress of Agroinformatics - SBIagro . 2017;59-
69. 

[5] Massruhá SMFS, Leite AMA. Agro 4.0 - Towards digital agriculture. JC at Science, Technology and Society School: Mobilizing 
Knowledge to Feed Brazil. 2017;28-35 

[6] Vuppalapati JS, Kedari S, Ilapakurthy A, Ilapakurti A, Vuppalapati C. Smart dairies—enablement of smart city at gross root level. 
In: 2017 IEEE Third International Conference on Big Data Computing Service and Applications (BigDataService). IEEE. 2017;118-
123. 

[7] Vieira Filho JER, Fishlow A. Agriculture and Industry in Brazil Innovation and competitiveness. Vol. 1. Ipea- Institute of Applied 
Economic Research. 2017. 

[8] Batalha MO, Buainain AM, Souza Filho HD. Management technology and family farming. XLII Congress of Sober. 2004;1-19. 
[9] Ladd T. The Achilles' heel of the platform business model: Disintermediation. Business Horizons . 2022;65(3):277-289. 
[10] Bolfe LE. Vision 2030: The future of Brazilian agriculture (Coord.). Brasília, DF: Embrapa. 2018. 
[11] Schut M, Kamanda J, Gramzow A, Dubois T, Stoian D, Andersson JA, Dror I, Sartas M, Mur R, Kassam S, Brouwer H, Devaux 

A, Velasco C, Flor RJOY, Gummert M, Buizer D , McDougall C, Davis K, Tui SHK, Lundy M. Innovation platforms in agricultural 
research for development. Experimental Agriculture . 2019;55(4):575–596. 

[12] Lemos, G da S. Ecosystem of agtech startups in Brazil: Innovation, competitiveness and upgrading in agribusiness. Brasilia 
University [Course Completion Work]. Planlatina-DF. 2017: 1-48. 

[13] Buainain MA, Alves E, Silveira JM, Navarro Z, eds. The rural world in Brazil in the 21st century. Vol. 1. Embrapa. 2014. 
[14] Vilas Boas LH, Pimenta ML. Distribution options under the focus of the producer. Brazilian Journal of Management and 

Engineering. 2011;3:68 -93. Available in: http://www.periodicos.cesg.edu.br/index.php/gestaoeengenharia 
[15] Chienwattanasook K, Jarinto K, Sulong M. The Development of Community Enterprise Entrepreneurs in the Crop Production 

Sector for Entry into e-Commerce. WSEAS Transactions on Business and Economics. 2023;20:541-548. DOI: 
10.37394/23207.2023.20.49 

[16] Bhatti HY, Bint ER, Riaz M, Nauman S, Ashfaq M. Browsing or buying: A serial mediation analysis of consumer's online purchase 
intentions in times of COVID-19 pandemic. Frontiers in Psychology. 2022;13. DOI: 10.3389/fpsyg.2022.1008983 

[17] Valencia V, Wittman H, Blesh J. Structuring Markets for Resilient Farming Systems. Agronomy for Sustainable Development. 
2019;39(2). DOI: 10.1007/s13593-019-0572-4 

[18] Wilkinson J. The State, Agriculture and Small Production [ on line ]. Rio de Janeiro: Edelstein Center for Social Research, 2008, 
229p. ISBN: 978-85-9966-271-7. Available in: http://books.scielo.org 

[19] Gazolla M, Schneider S. ( ed ). Journal of rural economics and sociology. Porto Alegre: Editora da UFRGS, 2017.520 p. 
[20] Rohn D, Bican PM, Brem A, Kraus S, Clauss T. Digital platform-based business models – An exploration of critical success 

factors. Journal of engineering and Technology Management - JET-M. 2021;60. DOI: 10.1016/j.jengtecman.2021.101625 
[21] Santisteban J, Mauricio D, Cachay O. Critical success factors for technology-based startups. Journal Entrepreneurship and Small 

Business. 2020;10(Y):1-25. [Online]. Available from: http://creativecommons.org/licenses/by/4.0/ 
[22] Schneider J, Dowling M, Raghuram S. Review of Managerial Science. 2007;1(2):167-184. 
[23] Keskin B. Van Dijk, Poell, and de Wall, The Platform Society: Public Values in a Connective World. Markets, Globalization & 

Development Review. 2018;03(03). DOI: 10.23860/mgdr-2018-03-03-08 
[24] Sum. From Earth to Cloud [Internet]. 2023 [cited 13 June 2023]. Available from: https://appsuma.com.br/ 
[25] Ghosh BC, et al. The key success factors, distinctive capabilities, and strategic thrusts of top SMEs in Singapore. Journal of 

BusinessResearch. 2001;51(3):209-221. 
[26] Song M, Podoynitsyna K, Van Der Bij H, Halman JIM. Success Factors in New Ventures: A Meta-analysis. Journal of Product 

Innovation Management. 2008;25:7-27. DOI: 10.1111/j.1540-5885.2007.00280.x 
[27] Radomska J, Wołczek P, Sołoducho-Pelc L, Silva S. The impact of trust on the approach to management - A case study of 

creative industries. Sustainability. 2019;11(3):1-16. DOI: 10.3390/su11030816 
[28] Gil AC. Methods and Techniques of Social Research. Sao Paulo: Atlas; 2008. 
[29] Yin RK. Case study: planning and methods. 3rd ed. Porto Alegre: Bookman; 2005. 
[30] Lefevre F, Lefevre AMC. The collective subject that speaks. Interface-Communication, Health, Education. 2006;10:517-524. 
[31] Ottosson S. Participation action research - A key to improved knowledge of management. Technovation . 2003;23(2):87-94 


