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Abstract

Source-direct food subscription platforms often promise membership savings, transparent sourcing, and flexible
fulfillment. Yet channel shortening does not automatically create value. When a platform uses low prices to acquire
members while suppliers absorb repacking, item-level picking, customer service, no-show, refund,
compliance-document, and small-lot delivery costs, disintermediation may merely reallocate distribution functions
upstream. This study neither identifies nor evaluates any specific company. It develops an anonymous scenario
model by integrating the literature on two-sided platforms, supply-chain coordination, e-fulfillment, and short food
supply chains.

Three transparent scenarios estimate platform order contribution, monthly contribution per member, and
break-even membership. A separate supplier model compares fragmented item-level fulfillment with coordinated
batch fulfillment, while a ten-item matrix prioritizes partnership risks. All values are researcher-defined assumptions
rather than observed company data, market averages, quotations, or forecasts. Under the stated assumptions,
break-even thresholds are approximately 2,126, 1,251, and 9,238 paying members for the traffic-matching,
coordinated-preorder, and over-subsidized scenarios. In the supplier example, coordinated batching raises
contribution per order from TWD 110 to TWD 170 by reducing packaging, picking, and no-show reserve costs. These
outputs demonstrate the consequences of assumptions only.

The paper proposes four falsifiable tests of value co-creation: higher supplier contribution per unit, lower demand
variation or forecast error, a shorter cash-conversion cycle, and lower sales-administration cost per order. If platform
growth improves none of these, or if improvement is produced solely by shifting work to suppliers, the arrangement
should not be characterized as co-creation. A staged pilot with explicit seller-of-record, invoicing, refund,
product-information, traceability, and recall responsibilities is recommended before scale-up.
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