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Abstract 

The dynamic telecommunication industry is facing technological transformation 
pressure and the incumbents need to adapt their business models to technological 
developments in order to maintain competitive advantages. An upcoming technology, 
the embedded SIM for consumer devices will as this master thesis argues, become a 
dominant design. With this follows three possible scenarios that might occur which need 
to be managed. Scenario A implies that the mobile network operators keep controlling 
the sales of the devices, Scenario B implies non-operators starting to leverage 
connectivity by entering the field of traditional mobile network operators, and Scenario C 
is focused on how the MNOs need to reach out to the customers if they do not buy 
connectivity during the sales process of a consumer device.  

A case study has been conducted at Tele2 and Comviq in order to investigate what 
implications the different scenarios might have on their business models and how 
business model innovation could be applied to manage them. The findings from the 
interviews and experts within the context of the embedded SIM reveal that three main 
elements of the incumbent’s business models need to be increasingly emphasized. 
Firstly, the value proposition in terms of how the incumbents delivers value for the 
customers need to be emphasized. Secondly, key partnerships with other MNOs and 
non-operators need to be settled to maintain and gain competitive advantages. Thirdly, 
new sales channels will emerge, which mobile network operators need to emphasize on 
as a response to an increased shift in sales channels moving online and on-device.  

As a response to the implications of the business models, business model innovation 
need to be applied for the incumbents to manage this dominant design. When 
innovating business models in a larger organization, top managerial support, 
experimenting with new business models in a small scale before implementing in full 
scale, and being able to pivot if the experimentations do not meet the requirements are 
areas to focus on to manage the implications.  
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Sammanfattning 

Den dynamiska telekommunikationsindustrin står inför teknologiskt transformationstryck 
och de etablerade företagen behöver anpassa sina affärsmodeller till den teknologiska 
utvecklingen för att bibehålla sina konkurrensfördelar. En kommande teknologi, den 
inbyggda SIM för kundenheter kommer att vad det här examensarbetet argumenterar 
för, bli en dominant design. Med detta medföljer tre möjliga scenarion som kan uppstå 
som behöver hanteras. Scenario A innebär att mobiloperatörerna fortsätter att 
kontrollera försäljningen av enheterna, Scenario B innebär att icke-operatörer börjar 
leverera uppkoppling genom att äntra området för traditionella mobiloperatörer, och 
Scenario C innebär ett fokus på hur mobiloperatörerna behöver nå ut till kunderna om 
de inte köper uppkoppling i samband med försäljningsprocessen av en kundenhet. 

En fallstudie har genomförts hos Tele2 och Comviq för att undersöka vilka implikationer 
de tre olika scenarion kan ha på deras affärsmodeller och hur affärsmodellsinnovation 
kan appliceras för att hantera dem. Den insamlade empirin från intervjuer och experter 
inom området för inbyggda SIM visar att tre huvudelement av de etablerade företagens 
affärsmodeller behöver fokuseras på ytterligare. För det första behöver sättet Tele2 och 
Comviq skapar värde på för kunden ytterligare fokus. För andra behöver 
nyckelpartnerskap med andra mobiloperatörer och icke-operatörer fokuseras på för att 
bibehålla och nå nya konkurrensfördelar. För det tredje kommer nya säljkanaler att 
utkristalliseras som mobiloperatörer behöver fokusera på som en konsekvens av att 
försäljningskanalerna förändras till att flytta online och i enheterna.  

För att hantera implikationerna på affärsmodellerna behöver de etablerade företagen 
använda affärsmodellsinnovation för att hantera eSIM som dominant design. När 
affärsmodellsinnovation appliceras i en större organisation behöver fokus ligga på att nå 
stöd från toppledningen, experimentering av nya affärsmodeller i mindre skala innan det 
lanseras fullt ut, och att vara benägen att förändra experimenteringen om det inte 
motsvarar de ställda kraven. 
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1 Introduction 
The following chapter provides an introduction to this master thesis through a background 

section, followed by the problematization, the purpose, research questions, delimitations, the 

contribution of this study and further disposition.  

 

1.1 Background  
The telecom industry has been a dynamic industry for a longer period in which new 

technological and market developments have been frequently implemented into the industry. 

There are several elements that play affecting roles in the dynamic telecom industry. New mobile 

broadband networks for mobile data services, an unbundling of the industry from where national 

incumbents become independent commercial organizations are all affecting the dynamics within 

the industry. Furthermore, cross-sectoral cooperation’s with other businesses such as IT and 

media play affecting roles in the dynamics of the telecom industry. To stay competitive as a 

mobile network operator (MNO) it is not enough to focus on only product development. A vital 

factor in maintaining a competitive advantage is to innovate processes, which needs to be 

managed in a long-term perspective. The changes of the telecom industry have emerged from a 

simple, linear structure into becoming a complex nonlinear network with cross-sectoral 

cooperation. The mentioned factors in the telecom industry changes the dynamics from where 

the MNOs have to innovate technically and non-technically to stay competitive (Berkhout & van 

der Duin, 2007).  

 

The MNOs provides fundamental functions in the society in terms of the connectivity 

infrastructure that enables functions for a variety of stakeholders with access to connectivity. 

Furthermore, the overall communication in the society will increase, although the traditional 

communication will decline over time. With this in mind and technological innovations 

emerging within the telecommunication industry, new digital players enters with innovative BMs 

and technologies creating needs for the MNOs to adapt to the market developments (Mohr & 

Meffert, 2017).  

 

One of the upcoming technological innovations to enter the industry within the telecom industry 

is the embedded SIM (eSIM), which as this thesis argue, is the next dominant design within the 

SIM technology for consumer devices. A dominant design is defined as a product that wins 

allegiance within the market and forces the competitors and innovators to adapt to the new 

technology in order to stay competitive and follow the market. It consists of either a new product 

or a set of new features added to the product separately from earlier products (Utterback, 1994). 

“A dominant design embodies the requirements of many classes of users of a particular product, 

even though it may not meet the needs of a particular class to quite the same extent as would a 

customized design” (Utterback, 1994) (p.01). A dominant design does not always consist of an 

extreme technological performance. Instead, it is a satisfier in terms of the interplay between 

possibilities and market choices. Many of the performance requirements are included in the 

design itself. The required features from the market are already included in the design and the 

producers are forced to follow the specifications of the dominant design (Utterback, 1994).  

 

As the size of the SIM card has been evolving decreasingly, where the Nano SIM is the most 

current SIM card used today, the next step is to embed the SIM technology into consumer 

devices. The eSIM is an extension of the SIM technology used today (Interviewee 1, 2017)1 and 

it will provide the key stakeholders with over-the-air provisioning of the subscription in terms of 

enabling installing, switching and deleting SIM profiles over the air. The technology brings an 

                                                 
1 The interviews conducted in this master thesis are listed in section 4 Methodology. 



2 

 

added ability to download subscription credentials remotely and is beneficial for the end users as 

it eliminates the need to switch physical SIM card when changing provider (Interviewee 1, 

2017). The end user experience will improve and contain a secure and intelligent connection to 

mobile networks (Beecham Research Ltd, 2014). The Groupe Speciale Mobile Association 

(GSMA) initiative concerning eSIM is beneficial for operators as it brings new business 

opportunities for connected services and devices. As the SIM cards are replaced with eSIM, the 

logistical benefits in terms of costs associated with handling the traditional SIM cards and 

lowering the costs for integrating and testing the technology will be incorporated. The cost for a 

physical SIM card today for an operator is lower than 0.5 Euro, but managing the SIM cards 

might increase the costs for every SIM card with up to 10 times its original cost for the MNO 

(Interviewee 6, 2017). The security levels will not decrease for the user and an impact on the 

network infrastructure will be at a minimum level. (Beecham Research Ltd, 2014)  

 

This master thesis focuses on three possible scenarios found that are likely to occur. As a 

response  to the possible scenarios concepts such as business model innovation (Mitchell & 

Coles, 2003), a framework of how established organizations could implement the business model 

changes (Gibson & Jetter, 2014), business model based on recent research (Massa et al. 2003) 

and dominant design (Utterback, 1994) are applied, analyzed and discussed to investigate how 

two incumbents within the telecom industry could innovate their business models. Furthermore, 

the business model canvas (BMC) as a model developed by Osterwalder & Pigneur (2010) is 

used to map the incumbent’s business models.  

 

1.2 Problematization 
The dynamic telecom industry is facing a technological transformation where new technologies 

entering the industry create a need for the MNO’s to adapt to the industry changes. With this 

follows implications on the MNO’s business models which create a need to constantly develop 

the business models and raises the importance to use certain strategies to increase profit and 

revenues to be able to sharpen competitive advantages. As the eSIM as a technology is to 

become a dominant design within the telecom industry, other stakeholders are provided with 

opportunities to gain market shares. In order to investigate what strategies that could be used to 

sharpen competitive advantages as a MNO, a scenario analysis has been made based on eSIM 

becoming a dominant design integrated in consumer devices within the telecom industry. The 

three scenarios internally developed at Tele2, the elements of the business models of Tele2 and 

Comviq that are mostly affected and how the implications could be managed using business 

model innovation are the main themes of this master thesis. 

  

1.3 Purpose  
The purpose with this study is to investigate how Tele2 and Comviq as MNOs within the private 

customer market could be affected by eSIM as a dominant design and how they could manage 

the implications on their business models.  

 

1.4 Research questions 
The main research question is:  

How could incumbents within the telecom industry innovate their business models when 

eSIM becomes a dominant design within consumer devices? 

 

To answer the main research question, the three following sub-research questions need to be 

answered: 

 Which scenarios are likely to occur as a response to this dominant design? 
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 Which elements of the business models are most likely to be affected by this 

dominant design? 

 How can the incumbents manage the implications on their business models?  

 

To answer the research questions, a case study is conducted at Tele2 and Comviq that are MNOs 

and operates within the telecom industry. As the eSIM for consumer devices will emerge, 

different scenarios will occur. Therefore, the case study aims to investigate which elements of 

the business models that are most likely to be affected. Furthermore, the implications need to be 

managed which this master thesis aims to investigate. 

 

1.5 Delimitations 
This master thesis describes Tele2 and Comviq’s business models and which implications the 

GSMA embedded SIM (eSIM) for consumer devices has on the business models as the 

technology becomes a dominant design. This master thesis considers the Swedish market. 

 

This master thesis is delimited to the scenario in which the GSMA eSIM for consumer devices 

becomes a dominant design, and will only focus on a successful implementation of the 

technology into consumer devices. As a response to the eSIM becoming a dominant standard, 

some scenarios will be analyzed in terms of which elements of the business models that are 

mostly affected.  

 

The implications on the business models will be investigated from the business to customer 

perspective, as the resources for this master thesis will not be sufficient to include the B2B 

perspective. Comviq operates as a part of Tele2, where this investigation focuses on both 

Comviq’s and Tele2’s business models. 

 

The eSIM is a technology that can be used in several industries and technologies, such as 

consumer devices and Machine-to-Machine (M2M) (Interviewee 6, 2017). This master thesis, 

however, focuses only on eSIM integrated in the consumer devices, excluding other areas of 

application.   

 

1.6 Contribution 
The contribution of this study will be an empirical contribution, since a new phenomenon is 

investigated (Blomkvist & Hallin, 2013) in terms of the eSIM for consumer devices. This master 

thesis is emphasized on the concepts of business models and business model innovation. The 

publications within business models were 570 000 in Google Scholar in March of 2017 had been 

published. Similar studies have been made concerning how technologies might disrupt markets 

and implicate business models, and how business model innovation could be applied to manage 

implications. Thus, this master thesis contributes with an empirical contribution in the context of 

eSIM that will become a dominant design, combined with business model and business model 

innovation.  

 

1.7 Disposition 
This master thesis follows with Chapter 2 that introduces the reader to the background about 

physical SIM cards and eSIM as technologies and an introduction of the incumbents that this 

case study is conducted within.  

  

Chapter 3 describes the theoretical background and literature review as a platform in this master 

thesis and why they are applied into this master thesis followed by the methodology of this 

master thesis concerning how and why this master thesis have been conducted in Chapter 4. 
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Chapter 5 describes the findings connected to the theoretical background and literature review, 

followed by a description of the three scenarios internally developed at Tele2 and Comviq. The 

chapter follows by sections of the eSIM for consumer devices, the telecom industry in an eSIM 

context, the eSIM project at Tele2 and observations made using the insider-outsider approach.  

 

Chapter 6 analyses the research questions followed by Chapter 7 where discussions regarding 

this master thesis are conducted followed by Chapter 8 that concludes this master thesis.  

 

Each chapter finishes with a brief summary of what previously have been described in order to 

enhance reflection and clarity for the reader.  
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2 Context  
The following chapter contributes with a background of the physical SIMs and eSIM as 

technologies, followed by their functionalities and lifecycles. Furthermore, Tele2 and Comviq 

are introduced.  

2.1 Physical SIM and eSIM 
 

The evolution of the SIM card 

The plastic SIM cards were in the beginning introduced as a security feature inside mobile 

phones in means of protecting or adding security to mobile phone services, to identify the user 

and to authenticate access for the phone to connect to the MNO’s network. It was a separate 

peace of plastic inserted in the phone, and the reason for that was if the security was 

compromised, it would be enough for the consumer to replace the SIM card instead of being 

forced to replace the whole phone. The first SIM card, the Mini SIM, was introduced 25 years 

ago, followed by the Micro SIM 10 years ago. The reason for decreasing the size of the SIM card 

was to being able to decrease the size of the devices, where the SIM carrier inside the device 

could be smaller. Today’s most used SIM card is the Nano SIM, which differs both in size and it 

has two fewer connectors (6 instead of 8 as shown in Figure 1 below), since they were not 

necessary to integrate in the Nano SIM. (Interviewee 6, 2017) 

 
Figure 1. The evolution of the SIM card. (Interviewee 6, 2017). The Mini SIM was introduced 1996, the Micro SIM 2003, and 

the Nano SIM 2012.  

The eSIM consists of another form factor, and is roughly about 5 millimeters square in size. It 

has 8 contacts and compared to the plastic cards, the eSIM is soldered inside the device and is 

thereby not removable (Interviewee 6, 2017). 

 

Physical SIMs today 

To create an understanding of how the technology works, the whole process behind when a 

customer buys a device and connects it is described. When the customer has bought a device and 

needs to get connected to a network, it picks the operator, sets a contract and generates money 

for the operator, which in return provides a SIM card to the customer. The SIM card is a 

processor and a secure memory, and consists of data particular to the operator. When the 

customer wants to be connected, it inserts the SIM card into the device, which will be connected 

within a few seconds. That’s the job of the SIM card. If the customer wants to switch operator, it 

needs to set up a new contract with a new operator, cancel the first contract and switch to another 

physical SIM card (Interviewee 6, 2017). 

 

SIM provisioning today 

“Provisioning the SIM card nowadays involves many logistic and physical steps and companies. 

After the SIM card is manufactured, it needs to be personalized according to the MNO 

requirements. Then, the cards are distributed to the different MNO shops where they are 

activated. If a phone user wants to change the operator at a later time, the old card needs to be 

replaced by a new one and the whole card process starts from scratch. During all these steps, the 
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safety regulations and administration efforts for the many involved companies are huge” 

(GSMA, 2017). Figure 2 below visualizes the SIM cards that are used today. 

 

 
Figure 2. The lifecycle of SIM cards today. Adaption of a picture from GSMA (2017) 

eSIM tomorrow 

When the customer buys a new device in the future, the device will consist of an eSIM which 

replaces the physical SIM card. Within the eSIM, there will be between 3-10 SIM slots, which 

are slots to download and install SIM profiles into. The amount of slots included in the device 

depends on the memory of the eSIM, which will vary. The process for the customer to connect 

the eSIM compared to today is almost the same. Instead of providing a physical SIM card to the 

customer, a QR-code that consists of an activation code will be sent to the customer over the air. 

To be able to receive the QR-code, the customer needs to turn on the device and scan the QR-

code. When doing this, the device reaches out to the server and is managed by the operator, the 

SM-DP+ (see Figure 8), where the device searches for a subscription waiting for the new 

consumer device. To get connected, the customer needs to download and install the subscription, 

and when the process is complete, one of the 3-10 SIM slots is now being used. The SIM profile 

will be activated when the customer chooses to activate it, which is an important factor required 

from the operators. The operators also requires that the whole process needs to be under the end 

users’ control. The eSIM also enables the customer to download several SIM profiles to the 

device, for example when travelling, a local SIM profile could be installed using the same 

process, consisting of a QR-code being sent to the device from the local operator. To switch 

operator, the customer needs to manage the SIM profiles through a menu choice. (Interviewee 6, 

2017) 

 

eSIM lifecycle 

During the manufacturing phase, the eSIM is soldered into the device which enables the remote 

SIM provisioning profile delivered by the eUICC manufacturer. The remote SIM provisioning 

system enables a downloading of a subscription for the customer, including the file system, 

network access applications, and credentials as well as supplementary security domains (SSD) 

for third party service providers together with their application. The provisioning of the profile 

could be managed both before and after the distribution. The effective MNO is chosen after the 

delivery of the device, when it is operated for the first time. “After this initial selection, there 

might be various re-assignments during the life cycle without having to replace the chip card. 

Creating new profiles or deleting old ones can be done on demand. An eUICC can even hold 

multiple profiles at a time, with only one single profile being active at any point in time. This 

active profile determines the behavior of the eUICC and thus the device.” (GSMA, 2017) The 

lifecycle of eSIM is described in Figure 3 below.  
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Figure 3. The lifecycle of eSIM. Adaption of picture from GSMA (2017). 

 

2.2 Tele2  
Tele2 is the second largest MNO in Sweden within the B2B and B2C market. The founder of the 

MNO, Jan Stenbeck, founded the company in 1993. The mobile network that Tele2 leverages 

concerns 2G, 3G and 4G and covers 99% of the Swedish households and are considered as the 

spine in their business. As a MNO, Tele2 provides network and services to important societal 

functions, and enables the users with technology that makes their everyday life function. Tele2 

aims to challenge the current market conditions and the approach to the customers’ demand and 

has thrive to always think new, better and smarter.  

With the digitalization of the society in progress, the smartphone has become the communication 

central being present every day. Today Tele2 serves 4 million customer with products and 

services that enables the users to shop, play, watch movies and much more areas that simplifies 

the users’ everyday life. The core product and the fundament in gaining a valuable business for 

Tele2 is the mobile network that creates the opportunities for Tele2 to be a Value champion. The 

spine in Tele2’s business, the mobile network, has been considered to be the best 4G network in 

the world and is delivered to the customers in cooperation with another Swedish MNO, Telenor. 

Tele2 offers their products and services to 17 million customers in nine countries. The delivered 

products and services concerns fixed and mobile telephony, broadband, data networks, content 

services and global IoT solutions (Tele2, 2017) 

 

2.3 Comviq 
Comviq is a brand that operates within Tele2. The founder, Jan Stenbeck, founded Comviq in 

1981 with the aim to challenge the Swedish telephone monopoly with subventions on mobile 

phones and up to 95% cheaper calling services abroad.  

As the first company in Sweden, Comviq offered prepaid cards and has ever since been offering 

suitable price plans for the users. “No matter if you call much abroad or send a lot of SMS to 

your friends, Comviq offers a cheap alternative for you” (Comviq, 2017) 

Instead of focusing on designed and costly concept stores, Comviq focuses on accessibility from 

where 19000 retail stores in terms of kiosks, grocery stores and similar delivers their products. 

The core business for Comviq is focused on offering the lowest price for the customer, which is 

conducted as Comviq has chosen to scale off unnecessary components in their offerings related 

to costs. Comviq is mainly digitalized and sell their products mainly online. Comviq offers their 

customers a service online 365 days per year, where the service chat is open every day, and a 

self-service that is open all the time (Comviq, 2017). 

2.4 Summary 
Chapter 2 has described the context of which this master thesis is conducted within, involving a 

historical overview of the evolution of the physical SIM cards, a description of what an eSIM is, 
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the different lifecycles of the physical SIM cards and eSIM and an introduction of the 

incumbents that this case study is made on. The next chapter, Chapter 3 describes the theoretical 

background and the literature review that aim to visualize through which lens this master thesis 

is conducted. 
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3 Theoretical background and literature review 
This chapter contributes with a theoretical background and the conducted literature review for 

this master thesis. The relevant themes for this master thesis and the lens that this case study is 

seen through are described in-depth. The relevant themes found are business model, how to map 

a business model and business model innovation.  

 

3.1 Introduction 
There are according to the literature varying definitions on what a business model is and several 

approaches applicable when mapping a company’s business model. Magretta (2002), describes a 

business model as fundamental for all organizations no matter if it is a new or an established 

organization. The focus in the literature varies from identifying what a business model is to the 

usefulness of a business model, why it is important, who uses it, and for what causes (Baden-

Fuller & Morgan, 2010; Doganova & Marie Eyquem-Renault, 2009).  

“A business model describes the rationale of how an organization creates, delivers, and captures 

value” (Osterwalder & Pigneur, 2010). The chosen model for mapping a business model in this 

master thesis is the Business Model Canvas (BMC) to map Tele2 and Comviq’s business models 

since the BMC simplifies the process of the complexity around business models. However, the 

BMC is considered as static and does not include any framework for how a company could 

change its business model and its processes. In order to reach consensus in how a company could 

innovate its business model, the framework provided by Gibson and Jetter (2014) complements 

this master thesis’ framework of analyzing which strategies Tele2 and Comviq could apply when 

the eSIM as a dominant design affects their business models. Furthermore, other perspectives are 

discussed and applied in this master thesis, such as the discussions of using continuous business 

model innovation as a source of competitive advantage (Mitchell & Coles, 2003) and three 

different interpretations based on recent business model research (Massa, Tucci, & Afuah, 2016).  

 

3.2 Business Model Canvas 
Karakaya et al. describe business models as how the company works, how they do business and 

become successful and how the company copes with technology and creates economic value. 

Following Morris and Schindehutte (2005), they describe a business model using six components 

(Karakaya, Nuur, & Hidalgo, 2016); 

 Factors related to the offering 

 Factors related to the scope of the company offerings 

 Market factors 

 Internal capability factors 

 Competitive strategy factors 

 Economic factors 

 Personal/Investor factors  

 

However, this master thesis is based on the Business Model Canvas (BMC) as a tool for mapping 

Tele2 and Comviq’s business models. BMC is a tool that is mostly used for practitioners, but is 

applied in this master thesis as it provides a simplified process of a complex issue of describing a 

company’s business model. The following sections describe the BMC as a tool for mapping a 

company’s business model, followed by a description of business model innovation (BMI), why 

large organizations struggle in using BMI, and a framework for how BMI could be applied into 

an organization. Furthermore, a discussion of why these concepts are chosen in this master thesis 

finishes the following sections.  

 

The business model canvas (BMC) (Osterwalder & Pigneur, 2010) is a tool which aims to create 

an understandable and shared language of how to map a business model using nine blocks that 
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show how the company intends to make money. The business model Canvas consists of nine 

blocks within four business areas; customers, offer, infrastructure, and financial viability.  

The nine building blocks are customer segments, value propositions, channels, customer 

relationships, revenue streams, key resources, key activities, key partnerships and the cost 

structure, which are described in the following sections (Osterwalder & Pigneur, 2010).  

 

Customer segments  

The first building block defines which groups of people or organizations the company wants to 

create value for. This is a fundamental part of the company’s business model as the profitable 

customers play a vital role for the company existence. To divide the customers into segments is 

with the purpose of better satisfying the customers and the division is up to the company to 

choose how many small or large customer segments to include and which attributes the customer 

segments should be divided into. By choosing which segments the customers should be divided 

into, and which to ignore, the business model could be created as the understanding of the 

customer needs is enhanced.    

 

There are according to Osterwalder and Pigneur (2010) customer groups that represent different 

segments if their needs require and justify a distinct offer, different distribution channels are used 

to reach them, there are differences in which kind of relationships that are needed, the 

profitability is different and if the customer groups are willing to pay for different aspects of the 

offering. There are different types of customer segments that are described in Table 1 below. 

 
Table 1. Different types of customer segments. Adapted from Osterwalder and Pigneur (2010) 

Customer segment Description 

Mass Market The mass market implies that the value propositions, distribution 

channels and customer relationships are directed towards one large 

group of customers without any distinction of the customer segments 

in order to solve broad problems and fulfilling the needs of the broad 

group. The mass market is an often used business model used in the 

consumer electronics market. 

 

Niche Market Niche market implies that the value propositions, distribution channels 

and customer relationships are directed with a tailored approach to the 

niche market and are used in a supplier-buyer relationship. It is often 

found in the automotive industry, where car part manufacturers are 

dependent to the car manufacturers. 

Segmented The segmented customer segments implies small differences in 

customer segments, which on the other hand brings differences in 

problems and needs. One example is within the bank industry where 

the segmented customer segments are divided into the amount of 

assets, such as $100.000 and $50.000, which brings varying needs and 

problems. These small differences are still affecting the value 

propositions, distribution channels, customer relationships and revenue 

streams.   

 

Diversified A diversified customer business model implies creating value for two 

different customer segments with different needs and problems.  

 

Multisided platforms Multi-sided platforms implies an organization that needs to include 

several interdependent customer segments. For example an enterprise 

delivering free newspapers needs to have readers in order to attract 
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advertisers, where both segments are vital for making the business 

model work.  

 

 

Value proposition 

The second building block consists of how the company aims to create value for the customer 

segments, including bundling of products and services. The value proposition provides 

arguments for why a customer should choose one’s company. In this block, the different 

customer segments’ needs and problems gets fulfilled and solved. The requirements gets fulfilled 

by a bundle of products or/and services for each customer segment, where some value 

propositions are innovative and some may be an extension of existing market offers in terms of 

added features and attributes. Price and speed of service are examples of quantitative values and 

design and customer experience are examples of qualitative values. There are different types of 

elements that create value for the customer, described in Table 2 below.  

 
Table 2. Elements that create value for the customer. Adapted from Osterwalder and Pigneur (2010) 

Elements that create value Description 

Newness A new kind of value proposition compared to previous 

offerings. 

Performance Improved product or service performance. 

Customization Customized products and services. 

Getting the job done A simple but effective way to create value. 

Design A special design of the product can create value. 

Brand/Status Status of the brand might create value, i.e. Rolex. 

Price Low pricing can create value, but brings implications on the 

rest of the BM. 

Cost reduction Reduced costs for the customer creates value. 

Risk reduction Reduces risks associated with the product through guarantees 

and service guarantees.  

Accessibility Increasing accessibility by innovating business models or 

technologies can create value in terms of an access to the 

product.  

Convenience/Usability Enhancing convenience for the customer, i.e. Apple with 

iTunes and the iPod. 

 

Channels  

The third building block implies the company’s interface with the customers. It is about how the 

products and services are reached out to the customer segments in order to deliver a value 

proposition. The functionality of channels building block includes raising an awareness for the 

customers, helping customers evaluate the value proposition, allowing customer to purchase the 

company offerings, delivering the value proposition and providing an access to customer support 

for the customer.  

 

The channels building block comprises of which channels the customer segments want to be 

reached, how they are reached now, how the channels are integrated, which of the channels that 

work the best and are most cost-efficient and how the channels are integrated with customer 

routines.  

 

Figure 4 below describes different ways for the company to reach out to the customers. This can 

be made by using own and partner channels. By using own channels, the company can use a 

website or an own sales force, or by using a partner channel, the sales are conducted by a retail 
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store or by another organization. Own channels are often direct sales and partner channels are 

often indirect sales, where the indirect sales might provide a lower margin but could allow an 

organization to strengthen partnerships while a direct channel usually is costly to run. The main 

goal for a company is to find the right balance with the target of creating value for the customers 

and increase revenues. Figure 4 below describes channel phases  

 
Figure 4. Different channel types and Channel phases described in the BMC. (Osterwalder & Pigneur, 2010 

Customer relationship 

The fourth building block consists of which relations the company establishes with the targeted 

customer segments. The customer relationships the company wants to establish could be 

personal towards automated with the aim of customer acquisition or retention or to boost sales. 

The MNO’s did in the beginning of the mobile telecommunication era focus aggressively on 

customer acquisition by offering free mobile phones when customers signed a contract with 

them. Nowadays, a focus is instead on customer retention and an increased revenue per customer 

and the customer experience. How to create customer relationships are described in Table 3 

below (Osterwalder & Pigneur, 2010).  

 
Table 3.Different ways of building customer relationships. Adapted from Osterwalder and Pigneur (2010) 

How to build customer relationships Description 

Personal assistance By human interaction related to the sales process or 

other service issues.  

Dedicated personal assistance A focus on a deep and intimate long-term individual 

service. 

Self-service Customers serve themselves, i.e. online without 

direct contact from the company. 

Automated service Individual service that recognizes the customer 

characteristics, which on the other hand provides 

information recognized from the customers’ orders or 

transactions with a possible outcome in stimulating 

the personal relationship. 

Communities Communities in which the customers can interact and 

solve problems. This creates and understanding of 

the customers and knowledge sharing between them.  

Co-creation with customers Involves customers in innovation and new designs of 

the products and reviews their services to share 

knowledge and create value.  

 

Revenue streams  

The fifth building block consists of how the company aims to receive the revenues from the 

targeted customer segments, focusing on what value the customers are willing to pay for, which 

can lead to several revenue streams gained from each customer segment. “Each revenue stream 

may have different pricing mechanisms, such as fixed list prices, bargaining, auctioning, market 
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dependent, volume dependent, or yield management” (p.25) (Osterwalder & Pigneur, 2010). 

There are according to Osterwalder et al. (2010) two kinds of revenue streams applied in 

business models: 

 Revenues received from the customers once  

 Recurring revenues received from the customers 

 

 

How companies gain revenues might be conducted in several ways are described in Table 4 

below (Osterwalder & Pigneur, 2010):  

 
Table 4 Examples of how companies might gain revenues. Adapted from Osterwalder and Pigneur (2010) 

How companies gain revenues Description 

Asset sales Sale of ownership of a physical product.  

Usage fees The customer uses a service which generates revenues for 

the company, i.e. telecom services used per minute.  

Subscription fees By offering an access to a service, such as gym 

membership and web-based computer games. 

Lending/renting/leasing Generates recurring revenues for the lenders. The customer 

gains temporary access to a product.  

Licensing Licensing generates revenues from the customers’ usage of 

protected property and a return in terms of licensing fees. 

Technology intensive industries involves stakeholders to 

use patent holders’ patented products by paying a license 

fee.  

Brokerages fees “This Revenue Stream derives from intermediation 

services performed on behalf of two or more parties.” 

(Osterwalder & Pigneur, 2010) (p.27) For example credit 

card providers receive revenues from each transaction 

made between the card merchant and the customer. 

Advertising “Generates fees for advertising a particular product, 

service, or brand” (Osterwalder & Pigneur, 2010) (p.27). 

 

Important aspects to consider that might lead to different sizes of the revenue streams if to 

choose whether each revenue stream should have fixed or dynamic pricings. The pricing 

mechanisms are described in Figure 5 below.  

 

 
Figure 5. Pricing mechanisms (Osterwalder & Pigneur, 2010). 
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Key resources  

The sixth building block consists of which key resources, or which assets that are most important 

to deliver the business model. “Every business model requires Key Resources. These resources 

allow an enterprise to create and offer a Value Proposition, reach markets, maintain relationships 

with Customer Segments, and earn revenues. Different Key Resources are needed depending on 

the type of business model. A microchip manufacturer requires capital-intensive production 

facilities, whereas a microchip designer focuses more on human resources. Key resources can be 

physical, financial, intellectual, or human. Key resources can be owned or leased by the 

company or acquired from key partners.” (Osterwalder & Pigneur, 2010) (p.29) Different key 

resources are described in Table 5 below.  

 
Table 5 Different types of key resources.  Adapted from Osterwalder and Pigneur (2010) 

Types of key resources Description 

Physical resources Physical resources are in terms of buildings, vehicles, machines, 

systems point-of-sales systems and distribution networks.  

 

Intellectual resources Intellectual resources are brands, proprietary knowledge, patents 

and copyrights, partnerships, and customer databases. The 

intellectual resources might be difficult to develop, but when a 

company succeeds important value are created.  

 

Human resources Human resources are used in all companies, but more important in 

knowledge intensive and creative industries.  

 

Financial resources “Some business models call for financial resources and/or financial 

guarantees, such as cash, lines of credit, or a stock option pool for 

hiring key employees”. (Osterwalder & Pigneur, 2010)  (p.30) 

 

 

 

Key activities 

In order to make the business model work, the company need to focus on its key activities. Key 

activities consist of the activities the need to conduct to succeed. The key activities are different 

depending on which business model type that are used. “Like key resources, they are required to 

create and offer a value proposition, reach markets, maintain customer relationships, and earn 

revenue” (Osterwalder & Pigneur, 2010) (p.31) Osterwalder et al. describe three different 

categories within key activities as a building block, which are described in Table 6. 

 
Table 6 Categories of key activities. Adapted from Osterwalder and Pigneur (2010). 

Categories of key activities Description 

Production activities Production activities consist of designing, making and 

delivering the product in substantial quantities or superior 

quality.  

 

Problem solving activities Problem solving activities provides customized solutions to 

customers. To deliver problem solving activities within for 

example consultancy and hospital sectors, knowledge 

management and continuous training are of importance as 

activities.  
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Key partnerships 
The key partnership building block consists of what partnerships that are necessary for the 

company to deliver its business model. By establishing key partnerships, companies aim to make 

the business model more efficient, reduce risk or acquire resources. There are according to 

Osterwalder et al. (2010) four different types of partnerships:  

 “Strategic alliances between non-competitors  

 Coopetition: strategic partnerships between competitors 

 Joint ventures to develop new businesses  

 Buyer-supplier relationships to assure reliable supplies” (Osterwalder & Pigneur, 2010) 

(p.33) 

 

 

Cost structure 

To be able to operate a business model, there are costs that need to be mapped, which the ninth 

building block describes. The cost structure building block describes the most importance costs 

for the company associated with the business model. These cost are related to all of the eight 

previous mentioned building blocks, such as creating and delivering value, how to maintain 

customer relationships, generating revenues. There are different cost structures, such as “no 

frills” airlines that are based on low cost structures. The most important costs associated with the 

other building blocks could be mapped and calculated as the building blocks are mapped 

(Osterwalder & Pigneur, 2010) (p.35). Figure 6 below visualizes the nine building block of the 

BMC.  

 

 
Figure 6. Business Model Canvas and its nine building blocks. (Osterwalder & Pigneur, 2010) 

 

3.3 Business model innovation 
Business model innovation implies different definitions according to the literature. The 

following sections provide different approaches of how the concept is interpreted and why it is of 

importance in today’s world based on competitive advantages that could be gained by using 

business model innovation.  
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 “Business model innovation is when a company makes business model replacements that 

provide product or service offerings to customers and end users that were not previously 

available. Business model innovation is also the process of developing and making these novel 

replacements as the process of business model innovation. By continuously developing and 

installing business model improvements, replacements and innovations, continuing business 

model innovation is applied”. (Mitchell & Coles, 2003) (p.15) 

 

Using continuing business model innovation is a way for companies to defeat their competitors, 

where the changes in the company’s business model could make the competition to either follow 

or become unable to respond (Mitchell & Coles, 2003). When business model conditions are 

changing, the re-directing of a company’s business model could lead to competitors struggling, 

becoming inefficient and wasting valuable resources. According to the study of 100 top 

performing companies, the strategy behind the most effective companies’ success was 

continuous shifts in their business models every two to four years.  

 

There are four commonly used strategies companies use to create a competitive advantage 

(Mitchell & Coles, 2003):  

● lower prices based on cost advantages 

● more desirable products and services 

● more choices and information  

● close personal relationships 

 

By using business model improvements the four mentioned strategies might become even more 

effective. An important aspect to consider is to separate the company strategies “from the 

potential to use business model improvements, replacements and innovations to support those 

strategies and make them work better” (Mitchell & Coles, 2003) (p.16) 

 

There are according to Mitchell and Coles (2003)  different ways of becoming a successful 

company, where the most successful ones are combining ongoing, effective strategies with 

powerful business model innovations continuously.  

 

A business model comprises of the combined elements of who, what, when, why, where, how 

and how much when leveraging products and services to customers and end users. If a company 

expands direct sales and changes product delivery to other countries, the “where” changes which 

might create an advantage over local suppliers. This is according to Mitchell & Coles (2003) to 

be considered as a business model improvement since one parameter has been improving sales, 

profits and cash flows.  

 

Mitchell & Coles (2003) define a business model replacement when companies changes at least 

four of the business model parameters. A business model innovation is defined as a way for and 

a process in which the companies use business model replacement which provides products or 

service offerings to new customers. “When a company pursues an ongoing process of developing 

and installing business model improvements, replacements and innovations, we refer to that 

process as continuing business model innovation”(Mitchell & Coles, 2003) (p.17). 

 

Mitchell & Coles (2003) clearly state the high importance of using continuing business model 

innovation. Prior the 1990s most business model innovations were not made by existing 

companies. Instead business model innovation came from new entrants, such as Starbucks and 

Southwest Airlines. Larger companies were focusing on acquiring and expanding the new 

entrants as their innovative business models were not yet reached out to the potential customers. 

By using this strategy, the larger companies were able to launch product and service innovations.  
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When a company had found a working business model, it just changed the “where” the company 

leveraged its offerings and minimized costs that were extraneous.  

 

During the last 25 years, a focus within improving existing business models has been on 

reducing costs related to operations by using different programs. The companies that usually 

were leaders within reducing the operational costs, were often less likely to use continuous 

business model innovation. Mitchell & Coles (2003) argue for that even though companies 

became more efficient within their existing business models, the result was that maintaining the 

same business models became slower with an increased inertia. The study shows that by 

improving a business model, the chances of gaining industry position and reducing costs much 

faster than the companies that were focusing on efficiency on existing business models.  

 

The researchers of the study differentiate business model innovation with traditional company 

innovation. In a chronological priority, companies focus on new products and services, searching 

for new technologies and new business processes. Focusing on new products and services are not 

as successful as in the past since the company offerings often are to be matched relatively 

quickly by other companies. Within many industries, many companies are using the same 

business models and strategies for making the business models more efficient. Furthermore, this 

has as a result created a need for companies to focus on brand building, “to use increasing 

familiarity to insulate new products from competitors. New technologies often experience the 

same fate of being quickly negated instead of creating lasting competitive advantage” (Mitchell 

& Coles, 2003)(p.18). To create a business model advantage might last for years while a 

technological innovation might last for 12 months at the most.  

 

There are two barriers to overcome when focusing on business process innovation. By making 

one process more efficient, other processes or activities might become inefficient. There are 

examples of companies focusing on streamlining its acquiring process, but instead the companies 

expanded too fast, which resulted in unprofitable businesses. Mitchell & Coles (2003) defines a 

second barrier to overcome is that even though a company has more efficient processes, an 

obsolete business model is ineffective against a better one.  

 

“Expanding competitive advantage has recently become more difficult for another reason. Many 

companies have viewed this strategic task as one that should focus on one or two major 

programs to ensure effectiveness. Retailers, for example, like to remodel and expand their stores 

as a primary method for improving competitive position. Focus is good, but if you focus in the 

wrong ways it can do you considerable harm. Such mammoth programs take many years and 

enormous sums of money to execute. By then, the customer and competitive environment may 

have shifted in ways that make the initial program obsolete. Instead, the continual business 

model innovators we studied are taking many quick, agile improvement steps that are 

inexpensive to pursue. As a result, most successful business model innovations are in place 

within a year of beginning implementation and repay their investments within six months” 

(Mitchell & Coles, 2003)(p.19) 

 

Key lessons for business model innovators 

Many companies are still lacking in knowledge of how to use continuous business model 

innovation. There are a few steps to consider to be able to change direction from being a novice 

tied to its inertia to develop towards becoming an effective competitor (Mitchell & Coles, 2003):  

 

 An unchanging core vision for how the company creates value for the customer and other 

stakeholders needs to be implemented by the CEO. Expectations of regular business 

model changes are included.  
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 To be able to become an effective competitor, the company needs to specialize and 

become an expert.  

 The company needs to, in order to be innovative, implement business models that adapts 

to irresistible forces in a flexible way. 

 The final key lesson for business model innovators is to have processes for innovation 

and improvements.  

 

All the above mentioned changes need to be made faster, more often, more extensively, and 

involving more stakeholders.  

 

“Every decade or so, businesses have to master an essential new task in order to prosper. Today 

business model innovation is that task, and you need to become good at it before your 

competitors do” (Mitchell & Coles, 2003)(p.20). 

 

3.3.1 Why larger companies struggle with business model innovation 
When companies succeeds as business model innovators, they often follow the same structure. 

But when companies fails in the area, there are many reasons even though the idea has a 

potential of succeeding. Business model innovation often fail when it comes to change the way 

companies change the way they engage their customers and earn revenue from them. The 

struggle of business model innovation within large companies are described by Girotra and 

Netessine (2013), where they have identified three common problems in implementing a new 

business model:  

 Lack of top management support and attention 

 Reluctance to experiment  

 Failure to pivot 

 

Lack of top management support and attention 

When a new business model is implemented within a larger organization, one problem that 

prevents the company to succeed is lack of top managerial support. The studies made by Girotra 

and Netessine (2013) shows that the top management of a financial services company were 

enthusiastic about the idea of innovating their business model, but they lacked in time and 

energy to implement the idea. They focused on the daily operational work instead and the 

innovation project was not implemented as a result. (Girotra & Netessine, 2013) 

 

One way to succeed within business model innovation was a chemical company in which the 

project was sponsored directly by a board member. The board member tracked minor milestones 

of the project and followed up where the project group was falling behind schedule. (Girotra & 

Netessine, 2013) 

  

Experimenting 

One of the reasons for failure within business model innovation is the reluctance to experiment. 

Even though the idea might be brilliant, larger organizations often fails in experimenting, which 

is of importance and the best tool to investigate a possible idea. Girotra and Netessine (2013), 

base this view on studies in which a company went bankrupt as a response to the CEO felt 

indecisive and unsure about experimenting with the new idea. 

 

Girotra and Netessine (2013) argues that the process of experimenting with a business model 

differs from introducing a new product/technology innovation to the market. Business models 

consist of possibilities to be experimented with by using a prototype and not necessarily being 

forced to launch a full-scale support of an innovation as it concerns introducing a new 

product/technology innovation (Girotra & Netessine, 2013).  
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Failure to pivot  

“Even when the company experiments with a new business model, it often fails to interpret the 

result of the test correctly and adjust an implementation plan accordingly” (Girotra & Netessine, 

2013) (p.). The experimenting with a business model that is perceived as a failure might be 

perceived as if an adjustment is needed in the implementation of the business model. 

Furthermore, by perceiving an experimentation as a success, more important aspects to 

investigate might have been left out (Girotra & Netessine, 2013).  

 

Girotra and Netessine (2013) describes an example of how a company that focused on 

revolutionizing electric cars through a product of switchable batteries. They conducted an 

experiment to test their business model in which the test was to replace cabs with their own 

battery. The company went bankrupt since the experiment conducted only proved that their 

product worked, not that there was a demand for their product.  

 

For larger companies, business model innovation is a more powerful process considering value 

creation than technology, product or service innovation. As a competitive advantage, the larger 

companies have larger amount of resources to utilize, which provides increased opportunities to 

exploit new ideas (Girotra & Netessine, 2013).   

 

“But their failure rate is nonetheless unacceptably high because so far too many have not shown 

enough commitment and flexibility in the way they develop and roll them out” (Girotra & 

Netessine, 2013) (p.1).  

 

3.4 Framework for creating a dynamic business model 
The recent research on business models and business model innovations has been varying in 

terms of how the concepts are defined. Gibson and Jetter (2014) have however concluded the 

different definitions on how recent research have defined the two concepts. Furthermore, they 

define a business model as “Business model innovation changes the business model in a way that 

results in a measureable increase in the value proposition” (Gibson & Jetter, 2014) (p.1231). The 

research on business models has been confusing since strategy and business model constructs 

have been two concepts difficult two separate. The different definitions of business models are 

described as the value that the company delivers to the market and the process of which the 

organization delivers value. These definitions are the together defining business model according 

to the authors.  

 

The concept of business model innovation has similarly been defined differently as business 

model definitions. From being described as a way for “CEO’s to expand their roles to include 

business model innovation as a way to change their business model to provide value to 

customers in totally different and improved ways” (Gibson & Jetter, 2014) (p.1231) business 

model innovation has reached an agreement in business model innovation being something that 

“changes the business model in a way that results in an increase to the value proposition” 

(Gibson & Jetter, 2014) (p.1231). The authors concludes the different definitions of a business 

model innovation and defines the concept as “A business model communicates how a business 

creates and delivers value to customers through the exploitation of business opportunities” 

(Gibson & Jetter, 2014) (p.1231).  

 

Having minimum one stated business model is described as important since a company needs to 

know how it creates and extracts value. In today’s world, technological developments that 

disrupts the marketplace brings the necessity of using business model innovation since business 

models might increasingly become ineffective. Larger organizations might also use several 

business models and business units, where continuous business model innovation might be 

applied in different levels in the organizations. (Gibson & Jetter, 2014) 
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The timing of changing a business model is an important factor to consider for larger 

organizations that have successful business models. Start-ups have the opportunity to disrupt the 

market by innovating new technologies unexpectedly, which in today’s world has created a 

necessity for CEO’s to focus on when to change the business model instead of if they need to do 

it. Business model innovation is described as a process that should be used continuously rather 

than an event. According to Gibson and Jetter (2014), the organizations need new skills to invent 

the business models. The skills needed are not yet defined within the research due to lack of 

empirical studies. However, implementing a wrong business model could lead to fatal 

consequences, especially for the start-ups. Furthermore, new business model does not often work 

at the first stage due to difficulties in implementation and exploratory stages. However, the 

timing of the implementation of a new business model is crucial to avoid running out of time or 

resources.  

 

The process of business model innovation consists of three steps, first visualized in Figure 7, 

below, followed by a description of each step (Gibson & Jetter, 2014).  

 
Figure 7. The three steps in the process of business model innovation described by Gibson and Jetter (2014).   

Search and Learn 

As a first step in applying business model innovation, the companies need to understand the 

business models. Usually, this is the responsibility of highly skilled managers. When changes are 

required, they might disrupt an organization, which brings the need of the top management to be 

committed in the process. Furthermore, to search and learn implies being aware of how 

competitors launch new technologies through their business models. Beside of that, the 

companies do not need to invent the wheel twice. Instead, existent literature and theory on BMI 

need to be investigated to be able to replicate what others have done successfully.  

 

“Today, researchers are using new business model classifications to study management practices 

of managers in these rapidly changing industries. It is especially important for managers within 

these industries to build business model innovation capacity. Literature can also be classified by 

business model type: revenue generation models that change the value proposition, enterprise 

models that drive operational efficiencies or industry models that change organizational 

boundaries and external relationship“ (Gibson & Jetter, 2014). 
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To decide when to change a business model is a vital part in maintaining profitability. Research 

is dividing the timing into two sections. The first section involves reacting to the environment in 

which the organization operates within. The second section includes a strategy of which the 

competitors are disrupted in order for the company to gain market shares using a proactive 

strategy. The proactive strategy might lead to the company taking advantage of opportunities or 

technical innovations. One risk that occurs is that competition might arise within the low-end 

market, which might raise awareness and start the process behind changing the business model 

(Gibson & Jetter, 2014).  

 

One way of monitoring environmental changes is by using a balance scorecard, which might 

lower the risk of implementing a wrong business model since uncertainty in decision making is 

lowered using the balanced scorecard (Gibson & Jetter, 2014).  

 

“For example, indicators that show a dramatic loss in customer sales may support the need for a 

business model change. When it comes to selling the need for a change of a business model that 

will disrupt the organization, it could be persuasive to come armed with data. Indicators of 

business objectives may help a manager to know when a business model needs to be changed, 

but the process of how to do it is not as clear. IBM’s 2008 global CEO report concluded that 

timing and design is strategic for successful execution of a change to the business model. So 

once a manager has recognized the need for business model innovation, the next step is to 

engage in a design process. So once a manager has recognized the need for business model 

innovation, the next step is to engage in a design process” (Gibson & Jetter, 2014). 

 

Articulate and Clarify 

Using the balanced scorecard as an alternative of internal measurements or when a start-up might 

commercialize a technological innovation are possible to lead to business model changes 

(Gibson & Jetter, 2014). No matter which the reason is, when changing a business model a clear 

communication of the business model to stakeholders is of importance. Research has shown that 

narrative documentation of business models is a common mistake leading to failure. The authors 

describe the importance of others than just the modeler to understand the logic of the business 

model and its changes. One way of making others understand the business model is to map it. It 

is considered as a cognitive process in which critical thinking concerning how the different 

components of the business model relates to each other and how they interact (heuristic models 

are considered having decision biased) (Gibson & Jetter, 2014). A commonly used approach of 

mapping business models is by using business model canvas, where the nine building blocks 

provide a simplified understanding of the complex business model, and generates an 

understanding to others and enhances the communication opportunities with other key 

stakeholders (Gibson & Jetter, 2014). 

 

“The map facilitates communication where collaborative innovation can take place by allowing 

key stakeholders to help identify gaps and problem areas in the model. From the firm’s 

perspective, even if the modeler was not interested in creating a map, other stakeholders in the 

firm may require this document for business model sustainability. Having an articulated business 

model allows more people to understand the strategy. Multiple studies have modified the BMC 

for specific applications showing the flexibility of the tool. The process to map the business 

model into a nine block framework creates a static blueprint for analysis. The problem is that the 

tool is static and changes are hard to document. While the framework and vocabulary for the 

building blocks in the BMC have been well defined allowing for consistent application, 

researchers have found the tool lacks dynamic capabilities as changes are made” (Gibson & 

Jetter, 2014) (p.1233) 

 

Analyze and test 
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Business model innovation consists of an experimentation phase. The experimentation phase 

involves experimenting with a product or service consisting the core features of a possible future 

full product, launched to the market with the aim of receiving customer feedback. The concept is 

called minimal viable product (MVP), is being recommended in the framework together with 

using lean and agile product development to reach a successful business model. To use several 

trials is commonly used in business model innovation but to be able to take advantage of the 

trials the business model innovators need to approach with a systematic learning process to avoid 

“making ineffective or redundant changes and getting stuck without any progress” (Gibson & 

Jetter, 2014) (p.1234).  

 

Furthermore, the tools and methods for designing experiments, tracking learning and supporting 

decisions are however lacking in existing research. There is a gap that needs to be filled between 

the static mapping techniques and a dynamic process, which makes practitioners to create 

checklists and similar applications. The next step according to the authors is to expand the BMC, 

which Osterwalder and Pigneur (2004), who is the creator of the BMC is currently investigating. 

(Gibson & Jetter, 2014) 

 

3.5 Summary 
The theoretical background and literature review that this master thesis is based on have been 

described in this chapter. As the concepts of business models and business model innovation 

have varied in terms of different definitions, some of them have been described. Furthermore, the 

BMC consisting of nine building blocks that creates a business model have been described. As 

the eSIM will have implications on the business models of the incumbents within the telecom 

industry, business model innovation have been described and possible frameworks for managing 

the business model implications finished the chapter. The next chapter consists of a methodology 

chapter that describes how this master thesis as a case study is conducted and criticism towards 

the methodology.   
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4 Methodology 
The following chapter brings an understanding of how this master thesis was conducted, why the 

chosen method was conducted and a critical analysis and discussion of the methodology.  

 

4.1 Case study methodology 
The methodology of which this master thesis is conducted is by applying a case study 

methodology. This master thesis is defined as a case study since it focuses on investigating a 

“contemporary phenomenon in depth and within its real-life context, especially when the 

boundaries between phenomenon and context are not clearly evident” (Yin, 2003). By focusing 

on the case of Tele2 and Comviq concerning eSIM as a technology, possible scenarios and its 

future implications on the business models and how to manage them, the contemporary 

phenomenon is investigated in depth and within the real-life context of the phenomenon.  

The case study methodology implies multiple sources in which it is based on and benefits from 

the prior development of theory to guide data collection and analysis (Yin, 2003). This master 

thesis is conducted using multiple sources, both within the academic context in terms of 

interviews and recent literature and theory. The academic context is applied into the real-life 

context of how Tele2 and Comviq manage eSIM as a technology and its implications. Yin 

(2013) describes different applications in which a case study can vary, which are described in 

Table 7 below.  

 
Table 7 Different applications of a case study described by Yin (2003). 

Application For 

To explain the presumed causal links in real-life 

interventions that are too complex 

To describe an intervention that is occurred in real-life 

context 

To illustrate certain topics within an evaluation 

To enlighten situation where the interventions have no 

clear outcomes 

 

This case study is, as Yin (2003) describes, applied on enlightening the situation where the 

interventions have no clear outcomes. The scenarios found in this master thesis have no clear 

outcomes and are developed internally at the incumbents. Therefore, this master thesis applied to 

enlightening the situation for the companies and analyze their possible implications.   

The case study method consists of human words, observations and documents as sources to 

gather data (Yin, 2003). As a researcher, the case study implies entering and observing the field 

as a positioning. When conducting a case study, the data analysis is non mathematical, even 

though tools and software could be used. This case study concerns a complex phenomenon, the 

interviews are conducted using open ended questions and the data analysis is non mathematical, 

which are aspects involved in a case study described by Yin (2003).  

 

This case study is conducted using a typical path for how case studies usually are conducted. The 

first stage consists of describing the topic or problem. Why is it interesting, and is it interesting 

for managerial or industrial practices? Does the study contribute to an existing literature and is 

there broader practical benefits for individuals and the society? These questions are all necessary 

to answer in the first stage of a case study.  

 

As a second stage, the objective of the case study is necessary to be settled and to answer what 

the master thesis aims to find (Yin, 2003). The qualitative approach of a case study has a 

coherence for the researcher to motivate the work strongly than using a quantitative approach. 



24 

 

The qualitative approach “create tension through a provocative question and provide an 

interesting and even provocative explanation and conclusion through a theory narrative” (Yin, 

2003).   

 

This master thesis is conducted using a literature review in which the existing theory and 

literature confirm the relevance of the problem. Yin (2003) describes the literature review as a 

process that refines the objectives and research questions, which has been the role of the 

literature review in this master thesis.  

 

The third stage concerns the empirical design or analysis. In this stage the unit of analysis needs 

to be defined. Defining the unit of analysis concerns what the case study considers, such as 

individuals, decisions, social programs or processes etc. depending on the research questions. 

Defining the unit of analysis is a process that could be changed during the research as data and 

findings occur. To simplify the process, one could select a unit of analysis that others could 

choose in order to enable comparing of results. The empirical design/analysis also consists of 

selecting cases, collecting and analyzing the data and to interpret the findings (Yin, 2003).  

 

The finalization of the case study consists of writing and reporting the theoretical and practical 

implications (Yin, 2003), which this master thesis finishes with.  

 

4.2 Empirical data collection 
In order to reach the purpose of this investigation, the gathering of empirical data for this master 

thesis has been by conducting interviews, official documents such as annual reports and similar 

official documents providing an up to date information about the topic. The interviews will be in 

several rounds to be able to use an iterative approach and enhance learning. By conducting this 

approach it is of importance to have a critical mindset since some documents might be biased as 

they are for meant for the public. Therefore interviews with both internal and external 

interviewees has been conducted to reach different perspectives.   

The interviews were semi-structured with an open nature, which provided me with new ideas of 

the dimensions of the phenomenon and new discoveries, as stated by Blomkvist and Hallin 

(2015). 

 

To be able to answer the main research question, three sub research questions were answered. 

The answers to the two first sub research questions concerning which scenarios that are likely to 

occur, and which parts of the business models that are most likely to occur were based on 

literature and theory, interviews, reports from organizations and a consultancy firm and 

presentations from eSIM conferences and MNOs. The third research question concerning how 

Comviq and Tele2 could manage the implications were mainly based on existing literature on 

business model innovation applied into the context of larger organizations.  

 

4.2.1 Interviews 
Primary sources used in my master thesis included interviews. A primary source is produced or 

collected material in oral, written or another form that is closely linked to the subject (Blomkvist 

& Hallin, 2015). The interviews in the starting phase included managers at Tele2 and Comviq, 

where their current business models were mapped using business model canvas as a mapping 

tool. The interviews were held to gather an understanding and a knowledge platform to start 

from and proceed this research to be able to understand which implications the eSIM might have 

on Tele2’s and Comviq’s business models. 

 

The interviews were held face to face with managers at Tele2 and Comviq in a semi-structured 

way. The first step in my investigation was to map Tele2 and Comviq’s business models using 

the business model canvas as a tool. The semi-structured approach can on one hand enhance a 
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deeper knowledge within the subject and on the other hand make it difficult to reach sufficient 

answers. Interviewing as a method to gather empirical data is used to enhance knowledge within 

the subject, gather new ideas and new perspectives of the phenomenon to study. The qualitative 

method approach of interviewing is chosen to be with an open nature in order to gather 

information about how the interviewees consider the problem and to find new perspectives that 

might arise as a result (Blomkvist & Hallin, 2015). When conducting the interviews with the 

managers, a critical mindset is of importance as the managers might be biased and might not 

want to criticize their company processes, organizational culture or they might not want to share 

critical thoughts.  

 

As a result of using an iterative process, interviews have been conducted with the same 

interviewees as knowledge within the area has been gained during the research process. When 

conducting the interviews I followed the Swedish research council’s ethical requirements 

(Gustafsson et al. 2006). All interviewees accepted the recording of the interviews in this master 

thesis, and the purpose of this master thesis were described before conducting the interviews.  

The interviews conducted in this master thesis are described in Table 8. 

 
Table 8. Table of face to face, phone and skype interviews. 

Nr. Name, date Company/Organization

, Location 

Length Title Type 

1 Joacim Rask Tele2, Stockholm 60 min 

2 times 

Head of new 

growth 

Face to 

face 

2 Karolina 

Hedberg 

Comviq, Stockholm 60 min Commercial 

product 

manager 

Face to 

face 

3 Lars Karlsson 

& Lars Nilsson 

Tele2, Stockholm 90 min Project 

manager & 

IT – architect 

Face to 

face 

4 Karolina 

Larsson  

Tele2, Stockholm 30 min Head of 

product & 

business 

development 

Face to 

face 

5 Jonas Lörnell Tele2, Stockholm 45 min Business 

development 

Face to 

face 

6 Gary Waite GSMA, London 60 min 

2 times 

Technical 

architect 

Phone 

7 Sara Fallahi Chalmers University, 

Gothenburg  

45 

minutes 

PhD 

candidate 

Skype 

8 Markus 

Meukel 

McKinsey, London 60 

minutes 

Consultant Phone 

 

Some of the interviews were conducted as phone interviews since the interviewees were located 

in Gothenburg and London, which made it difficult to meet face to face. The phone interviews 

were following the Swedish research council’s ethical requirements as the purpose of the study 

was stated before the interviews and recording of the interviews were accepted by the 

participants. Semi-structured interviews by phone as a method increases the possibility for 

misunderstandings as the body language is impossible to read, but as they were recorded and 

transcribed, the impact of the misunderstandings were minimized (Collis & Hussey, 2013).  

Phone interviews were conducted to gain new perspectives and to enhance knowledge and 

information concerning eSIM as a technology and its implications on the telecommunication 

industry. The phone interviews were split into several sessions;  
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 To gain technical knowledge of eSIM involving functionality. 

 To gain knowledge of eSIM’s impact on stakeholders. 

 To find out the progress within the topic involving different stakeholders. 

 To discuss business model innovation as a concept and how larger organizations struggle 

with it. 

 To visualize how the future could look like as eSIM becomes a dominant design. 

 

4.2.2 Presentations 
During the process of conducting this case study, an interview with a consultancy firm was 

conducted from which the interviewee provided me with presentations from an eSIM conference 

in Prague in February 2017. The presentations were analyzed and the conclusions made in this 

master thesis have been verified with these presentations. Furthermore, the presentations 

provided me with knowledge and an insight into the subject of how the eSIM might affect the 

telecom industry from different stakeholders’ perspectives. As the presentations are received in 

written form and most parts in bullet points, a deeper knowledge is not gained. These 

presentations were included in this master thesis to strengthen the argumentation of my 

conclusions, in which several presentations describe similar scenarios and what the MNOs 

within the B2C sector need to emphasize on. Therefore, the reliability of the results of this 

master thesis are increased.    

 
Table 9. Presentations used to strenghten the findings of this master thesis. 

Title Authors, year 

Key benefits of eUICC for 

connected devices 

(Biget, 2017) 

eSIM: Obstacles & 

Opportunities eSIM Summit, 

Prague 

(Bubley, 2017) 

Empowering trusted mobile 

identities with the eSIM 

(Safran, 2017) 

Testing concepts for the 

remote provisioning of eSIMs 

(Sandschneider, 2017) 

Be Prepared (Tisseuil, 2017) 

Bring your device. We will 

connect you. Globally. 

(Finken, 2017) 

Enterprise eSIM deployments (Aspider, 2017) 

The future of SIM with 

remote provisioning of eSIM 

(Morawietz, 2017) 

eSIM world congress Prague (Weerd, 2017) 

IoT connectivity update (Dropmann, 2017) 

Turning things on with ODC (Joffrey, 2017) 

World eSIM summit, Prague (Artur D Little, 2017) 

 

 

4.2.3 Insider – outsider approach 
As the researcher, I’ve spent time within the company in the physical Tele2 stores in a period of 

5 times per month and 10 hours per time during 4 months. This case study has an insider-

outsider approach where I as a researcher during my time in the physical Tele2 stores have been 

observing different aspects of the SIM card distribution and what implications the eSIM might 

have on the business model of Tele2. As Tele2 and Comviq operates within the same 
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organization, Tele2 stores also provide prepaid cards for Comviq customers, which also have 

been an emphasized aspect. My supervisor during this master thesis, Emrah Karakaya, have been 

the outsider with the aim of gaining new perspectives to the phenomenon. The insider-outsider 

(Louis & Bartunek, 1992) has contributed with new perspectives in which the sales channel 

might be affected, together with the value proposition, and what further key partnerships that 

could be of importance to focus on in the context of eSIM. With the interviews, the insider-

outsider approach and a variety of sources, triangulation was reached, which gained increased 

objectivity in the results of this master thesis. 

 

The insider – outsider approach as a methodology of gaining insights and knowledge to analyze 

how eSIM might affect the business models of Tele2 and Comviq is based on observations. 

Although, these findings are considered to be biased as my own observations and they could be 

interpreted differently if someone else made similar observations.  

 

4.3 Methodology criticism 
 

Reliability 

When securing reliability into the context of the information gained from the interviewees, it is 

of importance to find similar answers from the informants (Blomkvist & Hallin, 2015). The 

interviews conducted in this master thesis have been with several independent companies and 

researchers, in which similar answers have been received compared to both the literature and 

empirics in written and oral form. Although, GSMA as the umbrella organization writing the 

technical specification of the technology is an organization that provide Tele2 with specifications 

and knowledge to. Since both GSMA and Tele2 have provided me with similar insights of the 

subject, the answers might be biased as a dependency is occurring. Furthermore, interviews have 

been conducted with McKinsey to increase the reliability.  

 

The reliability of this study is although being lowered as the interview method has been in a 

semi-structured way. By conducting interviews with an open nature, ensuring reliability is hard 

due to the direction of the topics discussed varying. Although, recording, analyzing and 

transcribing the interviews make the reliability increase.  

 

Validity 

The validity of a study increases when the information and material from the chosen sources 

provide answers to the research questions. The material for this master thesis has been chosen 

from different sources, such as organizations, consultancy firms and different scholars. When 

choosing the literature and theory, similar literature and theory have been reviewed to compare 

them with each other and increase the validity. As the literature review has been connected to the 

subject of this master thesis and is related to how the problematization, purpose, and question 

formulations are defined, the validity is increased (Blomkvist & Hallin, 2015). The literature and 

theory have both been critically evaluated before applying these into this master thesis and has 

been compared to the findings from interviews with independent interviewees.  

 

Blomkvist and Hallin (2015) describe that validity is reached when the analysis consists and 

refers to the theory used in the research, which is clearly used in this master thesis. Furthermore, 

the discussion of this master thesis consists of discussions around the purpose, which is a way to 

achieve validity (Blomkvist & Hallin, 2015).  

The validity of this master thesis has probably been increased since the interviewees were 

informed about the topic and purpose of this master thesis before the interview. By informing the 

interviewees the purpose of the master thesis, the reliability and validity are increased since 

preparation for the interviewees enhances the opportunities to receive answers related to the 

purpose (Collis & Hussey, 2017). 
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Generalizability 

As a case study, this master thesis is conducted through collecting empirical material to be able 

to analyze the phenomenon of eSIM as a dominant design and its implications on the incumbents 

in the industry. The statistical generalizability is not reached in a case study and is not reached in 

this case study neither. Instead, a case study will be able to reach analytical generalizability 

(Blomkvist & Hallin, 2015) which this master thesis has reach. The results of this master thesis 

are applicable to similar cases since the results are general and provides a holistic view of what 

building blocks of the business models that the MNOs within the industry might need to 

emphasize on. 

 

4.4 Summary 
The methodology chapter has in-depth describes how this master thesis has been conducted. A 

description of what a case study is, why this is a case study combined with how the empirical 

data collection have been made. Furthermore, the insider-outsider approach has been described 

and why it is of importance in this case study. When conducting a case study, it is of importance 

to be critical through the whole process, which this master chapter finishes with in terms of 

reliability, validity and generalizability discussions. The following chapter involves findings and 

analysis in this master thesis.  
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5 Findings  
The findings of my investigation is divided into several sections. Different scenarios that might 

occur are described in the following section followed by two sections that provide insights into 

how Tele2 and Comviq’s business models function based on BMC as a tool to map them. The 

chapter finishes with a background to the GSMA embedded SIM initiative, the telecom industry 

in an eSIM context and the eSIM project at Tele2.  

 

5.1 Scenarios 
Scenario A, B and C are based on that the eSIM becomes a dominant design within consumer 

devices and does not consider the technology not becoming a dominant design. When any of the 

three following scenarios occur, there will be implications on the operators’ business models as 

(Interviewee 1, 2017):  

● The device manufacturers gain more power to leverage new opportunities  

● The strategic importance of controlling the device sales increases 

● The sales of connectivity moves online and on-device,  

● The customer lifecycle might become shorter 

● The need of new business models might accelerate and disruptive shifts in the sales and 

distribution chain and new kinds of Mobile Virtual Network Operators (MVNO) might 

appear. 

 

5.1.1 Scenario A 
Scenario A means that the operators keep controlling the sales of the consumer devices as they 

do today. Today, Tele2 controls the sales of the devices in terms of buying the hardware from the 

hardware manufacturers, which they advertise and sell to customers through own Tele2-stores, 

online, through retail stores and telemarketing. With the scenario that Tele2 and Comviq keep 

controlling the sales of the devices, follows further consequences, such as new sales and 

distribution channels that need to be settled as new opportunities emerge as eSIM becomes a 

dominant design. This scenario implies that the customer experience is improved and the MNOs 

gain efficiency. Since there will be no manual handling of SIM cards, the operators can secure 

connectivity sales by: 

 Directing the device to the right profile by applying pre-configuration of device, links, 

scanning and QR-codes at point of sales,  

 Utilizing on-device and online sales 

 Using the Subscription Management – Discovery Server (SM-DS) 

 

Existing business processes will be largely maintained but will shift towards online and on-

device, which means that changing operator becomes very easy. Some of the drivers to switch 

operators are that the tariffs are optimized, the coverage is improved and local subscriptions 

might lower prices for roaming for the customer (Interviewee 1, 2017). 

 

With the remote SIM provisioning (RSP) system, the end user will be able to download a SIM 

profile, anytime and anywhere by scanning a QR-code, which eliminates the need for the end 

user to visit a retail store. Concluded from the process for the end user to connect from anywhere 

at any time, Interviewee 6 describes the process as useful for the MNO’s. The MNO’s want to 

create stickiness. If one family member has a Tele2 subscription, Tele2 are aiming for the other 

family members to use Tele2 subscriptions too. With RSP, this process simplifies the work for 

Tele2 and other MNOs. The technology would provide the owner an ability to use a one bill 

concept in which the person could connect the other family members’ devices. Instead of paying 

for different subscriptions from other MNO’s for the persons’ family members, it would be 

easier to add all the members to a Tele2 subscription, which the RSP system is designed for. If 



30 

 

one of the family members would start to pay for its own subscriptions, and connect several 

consumer devices to it, the family member would by using a simple process be able to do that, 

and still using for example Tele2 as a MNO. The only thing the person needs to do is to use the 

Tele2 application to do all this. The technology will according to Interviewee 6 provide the 

operators with more loyal customers if they play it right. One risk that might occur is that, due to 

an easy process of switching operators, the customers could change every day. Interviewee 6 

means that the opposite is to be true if the operators play it right.  

 

“This is my opinion. This is a way to do that. The companies have to be able to supply more 

data. This is good for the operators.” (Interviewee 6, 2017). 

 

5.1.2 Scenario B 
Scenario B is a scenario in which the non-operators, such as Apple, Sony and Samsung etc. start 

leveraging connectivity to the customers during the sales of the devices (Interviewee 1, 2017).  

This scenario concerning the hardware manufacturers, such as Sony, Samsung and Apple starts 

to leverage connectivity, means from where do you as a customer buy from? Does the customer 

go to an Iphone or a Samsung store to buy a Tele2 subscription or does the customer go to a 

Tele2 store to buy an Iphone or a Samsung? The scenario makes it possible for the customer to 

easily buy a smartphone from the device manufacturers and to buy the subscription from them at 

the same time. There is a possible scenario for the device manufacturers to sell connectivity 

together with the smartphone, since they today have the possibility to sell SIM cards, which also 

creates tendencies for the customers to switch operators more often. (Interviewees 4, 2017) 

 

As the digitalization emerges (the eSIM is likely to increase the digitalization), over-the-top 

players, such as Apple’s Facetime, Google Hangouts, Skype, Tencent’s QQ or Tencent’s 

WeChat, and WhatsApp are leveraging the same offerings as the traditional players concerning 

messaging and communication services that also are considered more attractive and easy to use. 

According to scenarios created by McKinsey, the over the top players might increase their 

revenues from messaging, fixed voice, and mobile voice services up to 60, 50 and 25 percent by 

2018, together with a decreasing of the usage of traditional communication by 36 percent over a 

period of 10 years, in which the MNO’s need to focus on voice and data increasingly.   

 

As the digitalization emerges, the MNOs’ business models will be implicated and competition 

among the traditional companies will increase. Furthermore, over the top players, such as 

Google, Microsoft, Amazon, Apple, Baidu, Samsung, and Tencent and other tech companies 

such as IBM, Cisco, Huawei, and ZTE are developing new technologies varying from network 

and service through devices and operating systems to applications and media, entering the terrain 

of the traditional MNO. The competition increases as the MNOs own customers additionally 

build their own infrastructures. The OTTs increase competition and aim for the customers and 

revenues, and according to projected growth, MNOs in Europe will have a negative growth by 

between -1.5 and -1.3 percent average growth the upcoming in a period of four years. eSIM is 

one of the technologies that enables tech and Internet companies to simply change telecom 

providers.  

 

5.1.3 Scenario C 
Scenario C consists of a scenario in which the customer does not choose any operator when 

purchasing the consumer device, which could be a smart watch, a camera or any other consumer 

device. The device without any operator is called “vanilla” (Interviewee 3, 2017) and means that 

the user only needs to scan a QR-code or by other simple processes get the device reaching for a 

subscription (Interviewee 3, 2017). Technically it means that the device will ask the SM-DS if 

profiles are available anywhere and once a contract is agreed, operator retrieve device 

information at the point of customer acquisition. This scenario creates a need for the MNOs to 
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reach out for the customer to make them choose them as a supplier of the subscription 

(Interviewee 1, 2017). Scenario C implies that a new marketplace might emerge. Where does the 

customer go to buy connectivity?  

 

Since all the operators in the world will be uploading subscriptions to the SM-DS (see Figure 8), 

issues concerning how reliable the system will be have been managed. One main aspect that has 

been considered is that the hardware manufacturers should not be able to act as a marketplace. 

Instead, free competition is enhanced, which means that the customer chooses the operator 

according to marketing from the operators. (Interviewees 4, 2017) 

 

 

5.2 Comviq’s business model  
This section aims to map Comviq’s business model using the BMC and its nine building blocks 

that create the business model (Osterwalder, A. & Pigneur, 2010).  

 

Customer segments 

Comviq is a brand that appeals younger people and aims to create value for them where the 

communication group target is from 15 to 40 years of age (Interviewee 2, 2017). Within this 

customer segment, the variation is broad, from a large customer segment with students to a 

segment of people calling abroad. The people calling abroad frequently are people in varying 

ages. The third customer segment that Comviq focuses on is a cost conscious segment, where the 

segment focuses on the core product, namely the calling service and data usage and only wants 

to pay for that (Interviewee 2, 2017).  

The way in which Comviq divide their customers in three segments is considered as a mix of a 

mass market and a segmented segment as Comviq are directing their value propositions, 

distribution channels and customer relationships towards one large group of customers to fulfill 

the problems of a broad group. Furthermore, the customer segment is segmented as there are 

small differences in which problems that need to be are solved (Osterwalder & Pigneur, 2010).  

 

Value proposition 

Comviq aims to create value to the mentioned customer segments by creating attractive 

offerings, where the price is the most important aspect to consider since the customer segments’ 

most important driving force is the price (Interviewee 2, 2017). The low price offerings are the 

core value proposition delivered to the customer. The value creation has been a cause for 

company growth, which has created value for both Comviq and their customers (Interviewee 2, 

2017). The main focus for Comviq to create value for the customer is through delivering 

quantitative values for the customer, where the price and speed of service are important values 

(Osterwalder & Pigneur, 2010). Comviq’s main targeted customer segments are more familiar 

with the digitalization, which is necessary since Comviq is a digital player without selling 

subscriptions in physical stores (Interviewee 2, 2017). In order to create value for the customers, 

Comviq uses a mix of elements that creates value for them. The main element is the price 

element, which creates implications on the rest of the BM (Osterwalder & Pigneur, 2010). As 

Comviq has many physical locations from where they sell their products, the accessibility of 

their products and services is an element that creates value for the customers.  

 

Channels 

The core product and the distribution is digitalized for subscriptions, but Comviq is also selling 

prepaid cards in physical locations at retail stores, such as 7-eleven, gas stations and other kiosks 

spread over Sweden, where the distributors receive commission for selling Comviq’s prepaid 

cards. “But for Comviq it would have been even better if all the customers refilled their prepaid 

cards using the application or online at www.comviq.se” (Interviewee 2, 2017). The customers 

are slow adapters to the digitalization. Concerning the service for the prepaid card users, the 

http://www.comviq.se/
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main value creating service is the distributers. Otherwise, the customer service, self-help through 

Comviq’s digital interfaces, chat and online are the channels to use when customers need service 

(Interviewee 2, 2017).   

 

The channels of communication that Comviq offers are through TV – advertising, advertising on 

the Internet for subscriptions using banners and cooperation with Youtube channels, where the 

advertising channels are targeted towards the younger customer segments. Other channels of 

communication are through Search Engine Optimization, Facebook and other similar networks 

as channels to reach out to Comviq’s customers. Newspapers are a decreasingly used 

communication channel. The communication directed to prepaid card users is mainly focused on 

advertising through ads on kiosks, such as Pressbyrån and similar (Interviewee 2, 2017).  

 

Comviq use mostly partner channels in the sales process, which provides indirect sales 

(Osterwalder & Pigneur, 2010). Compared to direct sales through the indirect sales process is 

less costly to run and often gains lower margins. Although the benefit with using indirect sales 

processes might strengthen partnerships. Comviq are still using direct sales channels through 

their website where the customer is able to buy all of their products. The main goal for Comviq 

is to find the right balance with the target of creating value for the customers and increase 

revenues (Osterwalder & Pigneur, 2010).  

 

Customer relationships 

The customer relationship aspects for Comviq is an issue since the customers within the telecom 

industry do not have a demand for a relationship with the MNOs in the telecom industry. The 

most important factor for the customer is that the product/service works frictionless. Instead, the 

main relationship is between the customer and its smartphone. Since the customer segment in 

main focus is cost conscious, the payment methods need to be smooth to keep satisfied 

customers. Comviq has been focusing on the communication towards target groups with 

different cultural backgrounds, which has been relation enhancing (Interviewee 2, 2017).  

Focus within the telecommunication industry has shifted from being aggressively focused on 

customer acquisition to customer retention and increased revenue per customer and the customer 

experience (Osterwalder & Pigneur), which is the case for Comviq. Derived from Interviewee 2 

(2017), Comviq focuses on building customer relationships through personal assistance, self-

service and automated service (Osterwalder & Pigneur, 2010).   

 

Revenue streams 

Comviq gains its main revenue streams through sales of subscriptions and prepaid cards. Within 

the prepaid sector, the customers are able to buy a starting package with a SIM card and a phone 

number. Every time a customer refills its prepaid card it is active in 30 days before a refill is 

needed again. The main revenue streams from the subscription sector are generated from 

monthly fees, both for the subscription and the smartphone. Binding periods only exist when the 

customer has bought a smartphone, otherwise the subscription fee is without a binding period. 

When buying a smartphone with binding period, the customer receives a discount for the 

smartphone and signs a contract for 24 months (Interviewee 2, 2017). Revenues gained from the 

customers are received from both customer once, and recurring revenues (Osterwalder & 

Pigneur, 2010). Comviq uses a variety of strategies to gain revenues: 

 Asset sales (Osterwalder & Pigneur, 2010) – Comviq sells hardware devices together 

with subscriptions. 

 Subscription fees (Osterwalder & Pigneur, 2010) – When buying the hardware device, a 

binding period is activated which provides the customer with an access to the service of 

the subscription to be able to use voice, SMS and data services.  

 Lending/renting/leasing (Osterwalder & Pigneur, 2010) – When selling the SIM cards, 

Comviq receives revenues from lending a service to a customer for 30 days.  
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Key resources and key activities 

The key resources and key activities for leveraging Comviq’s business model are mainly through 

the technical setup, where Comviq’s technical systems and the products presented in the systems 

are important. In order to leverage the business model of Comviq, the key resource is based on 

the staff at Comviq that develops the business. The daily work are considered as the key 

activities to leverage the business model (Interviewee 2, 2017).  

To leverage the business model, Comviq uses a variety of resources. The key resources are based 

on physical resources, where systems and distribution networks are emphasized. Intellectual 

resources, such as proprietary knowledge, partnerships, and customer databases are used to 

deliver the business model. Furthermore, the most important resources for Comviq is the human 

resources, where their daily work is a fundament in leveraging the business model (Osterwalder 

& Pigneur, 2010).  

The key activities in terms of the daily work, is considered as problem solving activities 

(Osterwalder & Pigneur, 2010), where the customers receives a consultancy in which product 

that is most suitable for them.  

 

Key partnerships 

Key partnerships included in the business model of Comviq are the whole network of distributers 

of prepaid cards, such as the store owners, retail chain and technical suppliers, such as the 

customer service, which is provided by a company called Transcom. Furthermore, the 

relationship and cooperation with Tele2 is vital concerning which activities that should separate 

the two companies (Interviewee 2, 2017). 

The key partnerships that Comviq has established are to make the business model more efficient. 

The partnerships are considered as strategic alliances between non-competitors, in which the 

network of distributers is included. The buyer-supplier relationships are of importance in order to 

assure reliable supplies, in which device manufacturers are of high importance (Osterwalder & 

Pigneur, 2010).  

 

Cost structure 

The most important costs behind delivering the business model of Comviq are the ones 

associated to the infrastructure that leverages the business model and creates value for the 

customers. The costs concern the technologies, systems and staff. Furthermore, Osterwalder and 

Pigneur (2010) described the cost structure as the most important costs to deliver the business 

model, which for both Tele2 and Comviq are the costs behind the mobile network since it is the 

most crucial technology that needs to function.  

 

5.3 Tele2’s business model  
This section aims to map Tele2’s business model using the BMC and its nine building blocks 

that create the business model (Osterwalder, A. & Pigneur, 2010).  

 

Customer segments 

Tele2 main customer segments are categorized as S8b and S8a, where main focus is on S8b. S8b 

is defined as a segment including young heavy users, which pays much money each month on 

their services. They use much data, they have a new smartphone, the latest items and products 

and the segment also includes families. S8b stands for “emotionally dependent mobile freaks and 

rational high users at the age of 20-49 years, where some are married. A high focus is on urban 

environments, high income and people with an interest in technology and a new smartphone” 

(Interviewee 4, 2017).  

 

Tele 2 Sweden are at the moment developing sub segments, where they aim to define different 

segments and what their unique needs are. Tele2 have developed a communication target group 
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within the S8b segment that is the main segments. They have separated the purchase target group 

and communication target group (Interviewee 4, 2017). 

 

These are the main customer segments they are working with. Tele2 have made a journey from 

being a low price hunter to becoming a value champion, where they aim to create value for the 

customers in everything they do. With this transition, there is a tail in which the older customers 

are more considered as price hunters. In order to adapt these customers to the new company 

strategy, Tele2 works actively with, educating the customers to pro-actively work with hardware 

offerings to create new customer behaviors. This process takes a lot of time and will in some 

cases not be relevant, and in some cases it will be (Interviewee 4, 2017). 

 

With the current business model, Tele2 puts largest emphasis on a segmented customer segment 

(Osterwalder & Pigneur, 2010). As Tele2 at the moment are focusing on sub-segments at the 

same time as they need to focus on the customers that are still considered as price hunters with 

the aim of changing their behavior, makes the customer segments segmented (Osterwalder & 

Pigneur, 2010). 

 

Value proposition 

In order to create value for the customer segments, Tele2 use their product offerings. The 

primary value for the customer is to deliver a high amount of data to the most beneficial price. 

Tele2 works with add-on services, where they offer Viaplay, HBO and Readly as services to 

their customers which create value for the customers. Other value creating services are VAS-

services, insurance solutions, service processes that need to be innovated. One aspect to consider 

when eSIM becomes a de facto standard is how an operator should own the customer relation? 

Currently, Tele2 own the relation through the distribution of the SIM cards. Even though a large 

part of the sales is brought by hardware sales, the SIM cards are still the key to the business. 

How will the customer relation be managed when it disappears?  

The service experience is an additional aspect to a value creating process which includes 

physical stores, self-service and the customer dialogue (Interviewee 4, 2017).  

 

Tele2 use a variety of elements to create value for the customer segments. The elements are 

mainly the performance of the product, in which a high amount of data is provided to the 

customer to a low price which create value for the customer, even though it affects the rest of the 

business model (Osterwalder & Pigneur, 2010). As Tele2 offers guarantees, insurances and other 

value creating services, risk reduction is applied into their value proposition, in which the risks 

associated with the products are reduced (Osterwalder & Pigneur, 2010). 

 

Channels 

Tele2 distributes their products through channels such as the physical stores, online, through 

retail stores (such as Elgiganten), telemarketing, customer service, e-tailers (through Mecenat 

and similar student offerings). Tele2’s communication distribution channels are digitalized and 

through physical channels, such as social media and similar networks. The largest number of 

sales is distributed through the physical channels, namely Tele2’s own stores and external retail 

stores (Interviewee 4, 2017). 

Tele2 use a mix of sales channels to deliver their products and services. They have their own 

physical stores as direct channels, they use indirect sales channels such as Elgiganten and other 

channels that require partnerships with other companies. Furthermore, the largest parts from of 

the revenues gained from the sales process are from the physical channels. Running direct sales 

channels are often associated with higher margins compared to indirect sales channels, but the 

physical stores are often costly to run.  

 

Customer relationships 
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Considering the customer relationships for Tele2 the most important aspect is the work with 

customer relationships as an occurring work with the company vision concerning customer 

meetings. The cornerstones within the work is about flexibility, inspiring, simple and smooth 

(Interviewee 4, 2017).  

Derived from the Interviewee 4 (2017), Tele2 focus mostly on personal assistance and a 

dedicated personal assistance, where human interaction in the physical Tele2 stores and through 

customer service online and by phone Tele2 offers service related to the sales process or other 

service issues. By having a customer service enabled all the time through at least one channel, a 

deep and intimate long-term individual service is enhanced with the customer (Osterwalder & 

Pigneur, 2010).   

 

Revenue streams 

Tele2 have their most important revenue streams from selling the hardware and the subscriptions 

which provides the customer with a service of being able to call, send text messages and a data 

subscription when using the consumer device (Interviewee 4, 2017). 

Revenues gained from the customers are received from both customer once, and recurring 

revenues as a customer is able to buy only the device and add a subscription to the hardware 

(Osterwalder & Pigneur, 2010). Tele2 use a variety of strategies to gain revenues: 

 Asset sales (Osterwalder & Pigneur, 2010) – Tele2 sell hardware devices together with 

subscriptions. 

 Subscription fees (Osterwalder & Pigneur, 2010) – When buying a hardware on partial 

payment, the customer needs to have a subscription with Tele2 which provides the 

customer with an access to the service of the subscription to be able to use voice, SMS 

and data services.  

 

 

Key activities 

The activities that Tele2 need in order to leverage their business model are through the 

distribution channels as the most important. It is important to question these channels when 

deciding how to sell the products and services. The distribution chain needs to be thoroughly 

investigated when eSIM gets launched. How the hardware is chosen is an important factor. One 

aspect that is lacking in knowledge is how to make the customers loyal. If a switch between 

operators will be a simple process, how can Tele2 make the customer feel that Tele2 is hard to 

switch from? An important balance is the one between the distribution channels and between 

what they actually sell. They will offer a subscription service adapted to the customer needs and 

being flexible. The general question is how to own the customer relation (Interviewee 4, 2017).  

The key activities derived from the Interviewee 4 (2017) reveal that Tele2 puts an emphasis on 

their distribution channels as the most important activities to deliver the value proposition, reach 

markets, maintain customer relationships, and earn revenue. These activities are to be considered 

as problem solving activities that solve the problem for the customer (Osterwalder & Pigneur, 

2010). 

 

Key resources 

The key resources in Tele2’s business model is the staff responsible for customer contact. The 

other resources are the working network and services and the digital interface. The most 

important resource when eSIM becomes a standard to consider is the digital interface.  

The Tele2 products is a low engagement product where the customers do not like to talk about 

their subscriptions since they are not defining them as individuals in the same way as for 

example clothes or which brand the smartphone is bought from. It is important in this case to 

have a low price and that the products and services are working properly (Interviewee 4, 2017).  
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As the key resources to deliver Tele2’s business model are mainly the staff responsible for the 

customer contact, the human resources (Osterwalder & Pigneur, 2010) are of high importance. 

Furthermore, the physical resources are fundamental in terms of the working network, the digital 

interface and that the products function according to the demand of the customer. Tele2 use a 

mix of the type of key resources described by Osterwalder and Pigneur (2010), in which the 

intellectual resources are important in terms of proprietary knowledge, patents and copyrights, 

partnerships, and customer databases. To make the infrastructure behind the mobile network 

function, necessary financial resources (Osterwalder & Pigneur, 2010) are necessary to invest.  

 

Key partnerships 

The key partnerships, key resources and key activities are defined as stakeholders that helps the 

company to leverage their business model. For Tele2, the main stakeholders are the content 

providers, Viaplay, HBO and Readly, their suppliers. The main key partnership within the eSIM 

world is the relation to the hardware manufacturers as a key to how their business model will be 

competitive in the future. What are the main incitement to switch operator except for when you 

buy a new hardware. This is important to consider from different perspectives. “What are the 

most important drivers in how to leverage the business when eSIM gets launched? Is it the 

ownership of the hardware relation, hardware distribution? Then a certain business model is 

needed. Are Tele2 forced to move towards an extern retail model which distributes more 

hardware or do they need to work more with exclusivity and innovate in a core 

business?”(Interviewee 4, 2017). An important aspect to consider is how Tele2 distributes the 

whole customer experience since the easy switch to another operator will be able for the 

customer. One risk as it is today is that operators could use lock-in as a strategy to maintain their 

customers when the eSIM becomes a de facto standard. Instead of doing that, Tele2 tries to offer 

high quality services and to find profitability in the business model (Interviewee 4, 2017). 

 

Tele2 has key partnerships today with HBO, Readly and Viaplay, which is considered as 

strategic alliances with non-competitors (Osterwalder, A. & Pigneur, 2010). Despite these 

already settled key partnerships, strategic partnerships from a buyer-supplier perspective as a 

way to settle key partnerships. The buyer-supplier relationship is considered as important to 

assure reliable supplies (Osterwalder, A. & Pigneur, 2010). 

 

Cost structure 

The most important costs for Tele2 are for the infrastructure behind making the technology 

work. Without any infrastructure, Tele2 will not be able to leverage any services to their 

customers. One issue is considering the costs of the distribution channels. An interesting input is 

which incitement models an operator needs to have in the eSIM world. It will be driven towards 

the digital flows. How will the incitement structure look like? What will Apple and Samsung do? 

Will they take a step forward to the customer and buy the smartphone from them directly? How 

can an operator become a first option? The sales and staff costs are vital parts in the cost 

structure, furthermore “the network is the most important aspect” (Interviewee 4, 2017). The cost 

structure building block is according to Osterwalder and Pigneur (2010) the most important costs 

that need to be considered to deliver a business model. The Interviewee 4 described a high level 

perspective in which the most important cost is the infrastructure behind making the technology 

work and to be able to serve the customers.  

 

5.4 GSMA and background to the eSIM project 
GSM Association as an organization is a trade association that represents the interest of all the 

network operators in the world. The operators were in the beginning apprehensive about this 

technology, since there was a risk that the users would swap between SIM profiles every day just 

do find the cheapest data, but to avoid fragmentation in the market by having stakeholders 
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creating their own solutions, GSMA got the responsibility to develop the specification for both 

M2M and consumer devices. (Interviewee 6, 2017) 

 

GSMA have over the past 5 years been uniting the industry to establish operator-defined ways 

for electronically distributing SIM cards that are secure, fully interoperable and portable between 

devices. The technology that enables the stakeholders to manage the eSIM is called Remote SIM 

provisioning (RSP), and can be deployed in consumer devices in the future to allow access to a 

subscription to a mobile network service. Currently, there are two classes of solution provided 

for the Machine-to-Machine industry and for consumer devices (Interviewee 6, 2017), where this 

master thesis is delimited to eSIM for consumer devices. 

 

The eSIM for consumer devices is a technology from where GSMA as an umbrella organization 

writes the technical specifications of the technology while aligning the stakeholders. The 

technology will disrupt the market and will affect the telecom industry in several ways. As the 

technology is launched into the market, several stakeholders will be affected. The technology 

provides the user the ability to switch operator directly from the device and Internet of Things 

will emerge as the eSIM is integrated in the devices since a decreased size of space is needed. 

“The reprogrammable eSIM enables a multitude of functions with sufficient processing capacity 

with a built-in, stand-alone cellular connectivity” (Meukel, Schwarz & Winter, 2016)(p.1). The 

question is how the eSIM will disrupt the industry.  

 

Sustainability aspects 

Interviewee 6 stated a scenario to visualize sustainable benefits with eSIM compared to physical 

SIM cards. If a MNO buys 10 million SIM card, the SIM cards will be supplied to the customers 

and other stakeholders and approximately 50 percent of the SIM cards will be used (Interviewee 

6, 2017). As a response to eSIM becoming a dominant design, the wastage of plastic SIM cards 

will be eliminated, and no plastic SIM cards are needed anymore. The impact of RSP will be that 

once a remote SIM has been provisioned, the SIM profile will be used (Interviewee 6, 2017). 

 

Industrial impact 

Arthur D Little (2017) have made a scenario analysis of which impact the eSIM has on the B2C 

business for the MNOs. The analysis is divided into different sections, namely product, 

commercial and operations. When eSIM emerges, the product section will need to involve an 

emphasis on bundling of multiple devices, e.g. phone, tablet, car etc. to create a new kind of 

lock-in. A focus on value adding services will be necessary in terms of music, video and other 

value creating services. The importance of the quality of the mobile network will increase and 

the quality of service and customer support will be necessary focus areas. (Arthur D. Little, 

2017) 

 

From a commercial point of view, the MNOs will need to focus on changing and adapting their 

retail strategies since contracts with the customers will be made increasingly digitally, and as the 

simplified process of switching operators will occur, the churn rate will increase as a 

consequence. As a response to the digitalization, where the eSIM contributes to the process, the 

direct customer interface will be lost, which will create a need for the MNOs to penetrate new 

sales channels, i.e. through the hardware manufacturers from where sales of subscriptions is a  

As the amount of connected devices will increase, one single contract with a customer will be 

connected to multiple devices (Arthur D. Little, 2017).  

 

Implications on the operations section will involve new partner strategies concerning the B2C 

section such as device vendors, service providers and other MNOs. The eSIM will according to 

the scenario reduce fixed costs for the MNOs associated with sales and marketing (Arthur D. 

Little, 2017).  
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Apple SIM 

There is a technology that was launched before the eSIM. Apple launched a technology called 

Apple SIM into the market in 2011 when they created a MVNO platform that enabled wireless 

networks purchase a place from Apple to leverage connectivity to their customer through Apple. 

The technology is similar to the embedded SIM in which the customer has the possibility to 

switch operator directly through the device. “Industry players were somewhat resistant to such a 

high level of change, and the pushback may have been attributable to the fact that operators so heavily 

relied on the structure of distribution channels and contractual hardware subsidies. In fundamentally 

changing the way consumers use SIM cards, Apple’s new technology was sure to disrupt the model at 

the time” (Meukel, Schwarz & Winter, 2016) (p.1) 

 

A difference between Apple SIM and eSIM is that eSIM enables over the air provisioning when 

a network is selected. This means that the customer can switch operator over the air. GSMA 

aims to push the technology into the market as a standardized solution, on the same level as 

M2M applications have been using eSIM solutions successfully. A difference between M2M 

technology and the eSIM for consumer devices is that consumer devices consist of a pull mode 

from where the profiles are delivered to the customer, instead of a push mode used in M2M 

applications. Internet of Things, such as different kinds of consumer wearables, will increase as 

eSIM is launched (Meukel et al., 2016; Interviewee 6, 2017). 

 

MNO’s growth strategies in a digital world 

Customers under 25 years of age are today the most connected segment, in which they on a daily 

basis spend 315 minutes online, which is 189 minutes more online per day than the average user 

over 25 years of age. 45 percent of the youth segment use their connectivity for customer service 

online through social media. Using mobile access for digital business is a trend that in 2019 will 

emerge into more than 2 billion customers applying mobile payments services into their 

smartphones. Analyzing the digitalization reveals that the time spent on communication and 

broadband services will increase by 63 percent during a period of 10 years (Mohr & Meffert, 

2017). 

 

As the digitalization emerges, over-the-top players, such as Apple’s Facetime, Google Hangouts, 

Skype, Tencent QQ or Tencent’s WeChat, and WhatsApp are leveraging the same offerings as 

the traditional players concerning messaging and communication services that also are 

considered more attractive and easy to use. According to scenarios created by McKinsey, the 

over the top players might increase their revenues from messaging, fixed voice, and mobile voice 

services up to 60, 50 and 25 percent by 2018, together with a decreasing of the usage of 

traditional communication by 36 percent over a period of 10 years, in which the MNO’s need to 

focus on voice and data increasingly (Mohr & Meffert, 2017). 

 

As the digitalization emerges, the MNOs business models will be implicated and competition 

among the traditional companies will increase. Furthermore, over the top players, such as 

Google, Microsoft, Amazon, Apple, Baidu, Samsung, and Tencent and other tech companies 

such as IBM, Cisco, Huawei, and ZTE are developing new technologies varying from network 

and service through devices and operating systems to applications and media, entering the terrain 

of the traditional MNO. The competition increases as the MNOs own customers additionally 

build their own infrastructures. The OTTs increase competition and aim for the customers and 

revenues, and according to projected growth, MNOs in Europe will have a negative growth by 

between -1.5 and -1.3 percent average growth the upcoming in a period of four years. eSIM is 

one of the technologies that enables tech and Internet companies to simply change telecom 

providers (Mohr & Meffert, 2017).  
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Stock valuations are higher for the new entrants compared to the traditional MNOs operating 

with their same business models since they are considered having higher potential. As the new 

entrants gain opportunities as a response to digitalization, MNOs are further forced to invest in 

their network infrastructure, which decreases the profits up to 30 percent. On the other hand, the 

investments will gain opportunities to growth (Mohr & Meffert, 2017).  

 

5.5 The telecom industry in an eSIM context  
This section clarifies how the industry is considered in an eSIM context, together with which 

stakeholders that are affected by the eSIM, and the digitalization’s impact on the industry.  

 

Impact on MNO’s 

In today’s world, the physical SIMs are distributed to the customers from the MNO’s, such as 

Tele2 and Comviq. The SIM cards that are distributed need to be stored in the warehouses and in 

the retail stores. Both Tele2 and Comviq distribute Multi-SIMs, which is a SIM card that consists 

of different sizes, the Mini, Micro and Nano SIM used for both private and business customers 

(Comviq, 2017; Tele2, 2017). That implies that Tele2 successfully have managed to include all 

the subscriptions in one SIM card, which Interviewee 6 states as an ongoing issue for many other 

companies (Interviewee 6, 2017).  

 

The embedded SIM involves a Remote SIM Provisioning (RSP) system that implies that the 

subscriptions and SIM profiles are able to be managed over the air. When switching technology 

to a RSP system, the MNOs will eliminate the problems concerning SIM cards completely. The 

piles of SIM cards and the logistical issues they bring will be eliminated. The MNO’s need only 

one RSP system, SM-DP+ in the GSMA Specification. The RSP will enable the MNO’s to 

deliver a SIM profile anytime anywhere, which changes the distribution model completely. The 

price of one physical SIM card is approximately less than 0.5€, but the issues concern the 

distribution costs, including storage costs and costs of transporting the SIM cards to the retail 

stores, which might increase the cost of the SIM card by five or ten times its original cost. These 

costs related to the SIM card distribution will be eliminated and benefit the MNO’s (Interviewee 

6, 2017). 

 

Key stakeholders 

The key stakeholders that are affected by the eSIM are, despite of the end user and the MNOs, 

the device manufacturers and SIM vendors. Today, the MNOs buy SIM cards from the SIM 

vendors which involves many processes, such as ordering processes, fulfillment processes, 

processes if something goes wrong with the SIM cards and distribution processes. The operators 

might get the SIM vendors to supply the SIM card directly to the customer or to the warehouses 

or to the stores. As eSIM emerges, the business processes between the SIM vendors and the 

operators stays the same. Instead of buying a SIM card, a SIM profile will be bought 

(Interviewee 6, 2017). The original equipment manufacturers (OEMs), such as Apple, Sony and 

Samsung will be affected by the eSIM. Today, a lot of the tablets that are distributed are not 

connected to mobile networks. This is something that will be important for the OEMs and for the 

operators, since they want their customers to be connected as much as possible.  

Today, the devices, such as smartphones and tablets have a SIM connector, which holds the SIM 

card and demands space from the device. This connector will be removed and creates 

opportunities to add something else to the device and provides the OEMs with the opportunities 

to make the devices completely waterproof. Other benefits are that the battery could be increased 

in size, other devices such as the smart watches could be connected easily, the IoT business will 

increase and new classes of devices will be created without SIM carriers (Interviewee 6, 2017). 
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5.6 eSIM project at Tele2  
Tele2 as a MNO in Sweden is conducting a project about the GSMA embedded SIM initiative. It 

all started with setting up a plan for how to conduct the project, which budget to follow and to 

start creating value with a team. Since the start of the project, Tele2 has chosen a direction to 

properly understand the implications of the technology. Therefore, a pilot was settled with an 

innovation budget to be able to bring in the technology and to realize the embedded SIM and 

understand the implications on the distribution and sales channels, customer acquisitions, self-

care systems and customer experience. The technology itself is specified by GSMA, which 

creates a need for Tele2 to understand the technology as Tele2 does not need to invent.   

The current situation of the embedded SIM project is that a pilot has been developed and is now 

possible to be implemented in a smartphone where a Tele2 and a Comviq profile are able to be 

downloaded without a SIM card with the possibility to switch between the SIM profiles. This 

provides a creation of the upcoming customer experience, where the customer will be able to 

switch from Tele2 to Comviq anytime using an application. Instead of having a physical slot for 

the SIM card, the slots to where the user will be able to download the profile to will be about 4-5 

slots depending on the memory capacity, which has its limitations due to cost considerations.  

Figure 8 visualizes how the different components interact and are further explained below. 

(Interviewees 4, 2017) 

 

The functionality of eSIM 

The first step in making the GSMA embedded SIM work is to order the eSIM, which in this case 

will be a small chip in an approximately 5 millimeters square sized hardware installed within the 

consumer device, replacing the plastic SIM card. The second part is to order the SIM profile 

gained from the MNO to be able to use the device. The embedded SIM hardware is almost 

empty without any software for the customer to use from the start. The SIM card suppliers that 

produce plastic SIM cards today, are still manufacturing the hardware for the eSIM and will 

produce the SIM profiles, which have to be ordered. The virtual profiles will be uploaded into 

the SM-DP+ (Subscription Management Data Preparation, the “+” stands for the private 

consumer market) from where the MNOs need to buy from the SIM suppliers. The main focus 

from Tele2 has during the eSIM project been on the blue marked lines (Interviewee 3, 2017) in 

Figure 8, which shows how the different components are linked to each other.  

 

 
Figure 8. A visualization of how different components of the eSIM are linked to each other (Interviewee 1, 2017). 
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The LPA in Figure 8 is an application programmed in the consumer device from where the user 

needs to download or activate a subscription. The SM – DS (Subscription Management 

Discovery Server) is described as a catalog to which the MNOs will be able to publish 

subscriptions available for all the operators. Practically it means that the customer will be noticed 

about a waiting subscription to be downloaded, which means that the LPA receives information 

about reaching out to a specific SM-DP+ to gather the virtual profile from (Interviewee 3, 2017). 

The red lines from End User marked in Figure 8 are parameters that the customer needs to 

understand. The red lines are the customer interface where the connection towards the LPA 

describes that the End User is responsible for the connection and to download the subscription.  

SM-SR+ is dashed as it has been removed. It stands for Subscription Management Secure Router 

and provides the user with a secure downloading of the subscription. It has been included in the 

SM-DP+ as a technical function. (Interviewee 3, 2017) 

 

One issue concerning the SM-DS that needs to be managed is which stakeholder that will take 

this position. If a device manufacturer for example, gets provided with a SM-DS, the device 

manufacturer becomes a market place. This means that the device manufacturer could start 

selling subscriptions which means that the operator needs to pay to the device manufacturer as a 

response to their sales of the operators’ subscriptions. Instead of risking that one stakeholder 

becomes a marketplace in this case, GSMA as an umbrella organization has decided to procure 

and offer a SM-DP+ for all the operators in the world. (Interviewees 4, 2017) 

 

One issue today is that the porting process, which is a process from where the customers’ 

number gets transferred from an operator to another, has a lead time up to 2 weeks. To be able to 

switch operator easily, this process needs to be quicker and cheaper. (Interviewees 4, 2017) 

 

Some concerns have been raised about the MNOs would start using lock-in strategies in terms of 

locking the devices to certain MNOs. This has been a strategy that Tele2 have been using until a 

couple of years ago. The reason for why Tele2 chose to unlock the consumer devices is to 

instead focus on leveraging a high quality product and service to have a satisfied customer. The 

evolution of the telecom industry has been that the customers are able to switch operators more 

easily, which brings a necessary focus from the operators on creating products and services to 

maintain their customers and add services over time. If the customers start to use too many 

operators at the same time, the customers are lost for the MNOs. (Interviewees 4, 2017) 

 

An issue for further investigation is concerning how to manage the different numbers the users 

need to have access to when using several subscriptions or SIM profiles. When having different 

numbers, the caller needs to know which of the users’ numbers that is active at the moment. One 

solution could be to implement speed porting of a number. The operators might conduct one 

common number or the phone numbers could be active through the users’ social security 

number, which provides the callers to always reach the person it is searching for.  

 

“One possible scenario for the user is to use connectivity from Telia, the call voice service from 

Tele2 and in worst case using Tre for the SMS service. This is a driving force for the future” 

(Interviewees 4, 2017) 

 

Other challenges for the future could be scenarios that are separated from the hardware 

manufacturers, such as Android’s operating system (OS). Different scenarios are based on 

customer behaviors, where the customer could start using Voice over IP (VoIP), where the user 

buys a smartphone to call using the internet. Younger customer segments might use a tablet as a 

phone and VoIP when it is free on public places. When they get older, their habits might be 

maintained, which creates a new market.  
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Roaming service is considered as an interesting and complex service from a customer 

perspective. If a customer travels abroad, it could be able to sign a local subscription, which 

erases the need of being able to use a roaming service.  

One service that could be added in the future based on the customer behaviors, is to sell 

subscriptions in airports, where the customer might be able to scan a QR-code which will help 

the user to download a subscription from the visiting country. This scenario makes the whole 

sales process easier, with a lower cost compared to today as the SIM cards are erased. There will 

be no production costs of the SIM cards, the SIM cards do not need to be managed and the 

customer do not need to visit a physical store to buy a subscription. (Interviewees 4, 2017) 

 

Benefits with the eSIM are also issues concerning security. Theft of smartphones and other 

consumer devices will decrease as the eSIM is a hardware integrated within the device, which 

makes it several times more difficult for the thieves to use the stolen device. It takes an advanced 

competence for the thief to have any usage of the device. The smaller size on the eSIM provides 

the device manufacturers to create smaller and completely waterproof devices.   

Other benefits for the operators are the reduced costs related to SIM cards, which will be handled 

by the hardware manufacturers. The hardware manufacturers on the other hand gets rid of the 

physical SIM card slot. The operators will be responsible for buying the virtual profiles instead 

and get rid of the logistical issues related to the SIM cards. The benefits that follow from the 

decreased size of the eSIM creates a future usage of IoT products, where the size makes it 

possible to integrate the eSIM in other devices, such as watches, glasses and other smaller 

products that demand eSIM to work properly. (Interviewees 4, 2017) 

 

Disadvantages with the eSIM are related to if the eSIM hardware breaks. This forces the user to 

repair the device and erase all the data on it to change eSIM, compared to today where the user 

can replace the physical SIM card. This is a limited issue as the eSIM will be integrated in the 

device, which eliminates the risk of having a play between the SIM card and the device. Other 

disadvantages for the operators are that there will emerge a new market. There is a risk that the 

other actors on the market will sell subscriptions and maintain the contact with the customers. 

(Interviewees 4, 2017) 

 

The advantages for the device manufacturers are an enhanced and closer connection to the 

customer.  

“There are enormous benefits with the new devices that follow the eSIM”  

(Interviewee 4, 2017) 

 

The smaller companies selling IoT devices will have unique possibilities for growth as the size 

of the eSIM can be integrated in the devices. The lifetime of the device batteries will increase 

and the possibilities will be unlimited. (Interviewees 4, 2017) 

 

Tele2 as a company follows the information they receive from GSMA in order to be ready and 

prepared for when the technology emerges within the market (Interviewee 10, 2017). Main 

aspects to focus on in order to succeed is to focus on key partnerships. Today, Tele2 has 

partnerships with HBO and similar partners that creates value adding services for Tele2 and at 

the end the customer.  

A risk for the operators is that the customer will be able to switch between the operators directly 

in their phone. As the risk for churned customers (customers that switch operators) might 

increase, Tele2 focuses on “positive binding periods”, which means that an important factor is to 

create an engagement at the customer. This means that more family members and more devices 

need to be connected so that the customer loyalty against the operator is gained. Other devices to 

connect are cars, wearables, smart watches and a home alarm. The main challenges are to find 

other arguments besides the price, to focus on IoT, additional services and added products in the 
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product portfolio. Since the eSIM will become a de facto standard during a longer process, a 

challenge is how to communicate this to the customers (Interviewee 10, 2017).  

 

5.7 Summary 
This chapter have described the different scenarios that might occur as eSIM becomes a 

dominant design within consumer devices. Comviq and Tele2’s business models were mapped 

using BMC as a tool to map the nine building blocks that a business model consists of. 

Furthermore, sections describing GSMA as an organization, the telecom industry in an eSIM 

context and the eSIM project at Tele2 were described. The next chapter will analyze the 

scenarios, discuss possible implications on Tele2 and Comviq’s business models and how Tele2 

and Comviq as larger organizations could manage the implications on their business models.  
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6 Analysis 
This chapter aims to analyze and discuss the findings through the lens of the theoretical 

framework and the literature review. To start, the scenarios are analyzed, followed by an 

analysis of the BM components that are likely to be mostly affected. The analysis chapter ends 

with how the incumbents could manage the implications of their business models.   

  

The scenarios that might occur as eSIM becomes a dominant design will further be analyzed and 

discussed in the following section. The analysis of the scenarios and implications on the business 

models are viewed from a high level perspective as the findings are mainly providing a holistic 

view.  

 

6.1 Scenarios 
Scenario A implies that the incumbents control the sales of the devices as they do today, which 

could be considered as business as usual. As eSIM becomes a dominant design, new sales 

channels will emerge, which Tele2 and Comviq need to consider, where they need to secure 

connectivity to the customers through links, QR-codes, a pre-configuration of the devices and 

sales online and on-device (Interviewee 1).  

 

The easy process of switching between MNOs will raise the importance of increasing the value 

proposition. This could be emphasized through value adding services (VAS), an increased 

product portfolio, i.e. different kinds of consumer wearables, home alarm, smart watches and 

cars related to the IoT devices increasing (Interviewee 3, 2017; Interviewee 6, 2017; McKinsey, 

2017; Artur D. Little, 2017) since hardware manufacturers gain opportunities to manufacture 

improved and innovative products (Interviewee 6, 2017). Therefore, a bundling of several 

devices and subscriptions with value adding services, i.e. music, videos etc. could be a way 

forward to create stickiness for the MNOs, create value for the customers and by embracing and 

experimenting with new sales channels could be a way forward. As the sales channels, described 

as the way in which a company aims to deliver its value proposition to the customers 

(Osterwalder, A. & Pigneur, 2010) will be more digitally focused, the quality of the mobile 

network, service and customer support will be increasingly important for the MNOs to 

emphasize on (Artur D Little, 2017). Tele2 and Comviq’s most important costs to deliver their 

business models are based on the mobile network (Meukel et al., 2016; Interivewee 2, 2017; 

Interviewee 4, 2017), which as findings reveal need to be more emphasized to deliver the 

required quality of the value proposition. Meukel et al. (2016) mentions that the incumbents need 

to invest in the mobile network infrastructure, which will decrease the profit by 30%, although 

the investments create similar opportunities. Furthermore, costs related to managing physical 

SIM cards are eliminated. Firstly, the SIM cards will not be necessary to manufacture, which are 

estimated to a manufacturing cost of less than one half Euro, but the largest eliminated costs will 

be the handling of the SIM cards that increases the costs for the MNOs up to 10 times its 

manufacturing costs due to transport and distribution (Interviewee 6, 2017).   

 

The simplified process of switching MNOs creates a need for Tele2 and Comviq to emphasize 

on creating stickiness in different ways compared to today. Stickiness implies that, instead of 

using binding periods as a lock-in, positive binding periods are applied. Positive binding periods 

are strategies that create an engagement at the customer, for example more family members and 

additional devices connected to one contract that enhances loyalty for the customer towards the 

operator. Different reports from organizations and consultancy firms differ in the prognosis of 

when 100% of all the new devices will be with eSIM. Findings differ from within 5 years up to 

15 years which affects how the MNOs should adapt to the technology and its implications.  

 

The eSIM technology will become a dominant design as this master thesis argues. With this 

follows the importance of communicating and educating the customers about the technology. 
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Therefore, education and teaching the customers to embrace the technology could be a VAS that 

enhances the value proposition. Today, the customers are more focused on which smartphone or 

other devices that they have, instead of focusing on which operator they have (Interviewee 4, 

2017), which will change if the customer loyalty towards Tele2 and Comviq is gained. 

Therefore, the channels and value proposition need to be emphasized and developed. 

 

Scenario B, that the non-operators might start leveraging connectivity to the customer during the 

sales of the devices is based on their increased opportunities to disrupt the market. As the eSIM 

for consumer devices intensifies the digitalization process, OTT players such as Apple’s 

facetime, Google Hangouts, Skype, Tencent QQ or Tencent’s WeChat, and WhatsApp will 

leverage the same offerings as the traditional MNOs concerning messaging and communication 

services that also are more attractive and easy to use (Mohr & Meffert, 2017). These behavioral 

changes within the market will create the need for Tele2 and Comviq to leverage more data to 

their customers, which Interviewee 6 (2017) stated as a large opportunity for the MNOs to 

improve their value proposition towards the customers. With this in mind, key partnerships with 

the OTT players, device manufacturers and software developers will be a key success factor to 

maintain competitive advantages and adapt to the changes within the market.  

 

Furthermore, if the device manufacturers starts to leverage connectivity when selling the 

incumbents’ devices, some of my findings differ whether opportunities are gained or if negative 

impacts could occur for the MNOs. If the device manufacturers start to leverage connectivity, 

they could do that for several MNOs at the same time, which could be a threat for the MNOs and 

increases the competition. On the other hand, the disruptive shifts in sales channels are 

considered as inevitable, where key partnerships with the device manufacturers derived from this 

scenario are important to settle to gain increased opportunities in relation to the competitors. 

Further argumentation for the device manufacturers to not start to leverage connectivity are that 

the MNOs today sell largest part of the device manufacturers hardware sales, where the MNOs 

advertise and invest resources to acquire and retain customers by selling the devices in a 

bundling with the subscriptions. To reduce or eliminate these revenues from the MNOs to the 

device manufacturers are therefore argued as difficult to conduct.  

 

When a customer buys a device without any subscription, which Scenario C implies, the device 

is called “vanilla” (Interviewee 3, 2017). The question to be answered is how the MNOs need to 

focus their direction to reach out to the customer that chooses them as MNOs. As digitalization 

emerges as a response to the eSIM, devices will be bought digitally, instead of buying them in a 

physical store. Observations made reveal that customers visiting the physical stores at Tele2, 

compares the prices of the devices with other retail stores, such as Elgiganten. The digitalization 

gains opportunities for the customers to more easily compare prices with other actors, and if non-

operators start to leverages connectivity, they could increasingly sell their connectivity and gain 

market shares from the incumbents. As a consequence, other actors than Comviq and Tele2 with 

cheaper devices will be able to serve the customers with connectivity aswell. Therefore, pricing, 

increased amount of data, the quality of the mobile network and the channels in which the MNOs 

communicate and sell their products and offerings are necessary to emphasize. As the customers 

are able to utilize up to 10 slots per smartphone, opportunities for the customer to be able to use 

several SIM profiles without the process of switching SIM cards, new opportunities for MNOs 

occur. New possible combinations could be to have a subscription solution from Tele2, and a 

prepaid solution from Comviq to complement a possible demand from the customers. Increased 

key partnerships between the MNOs, such as Comviq and Tele2 could be a key success factor. 

On the other hand, Interviewee 3 stated that if the customers start to use too many operators at 

the same time, the customers are lost for the MNOs. Therefore, value proposition, channel and 

key partnership will most likely be the most important elements to emphasize on.  
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6.2 Implications on the incumbent’s business models  
According to GSMA, there are no further investigations that show how the MNO’s business 

model will be affected by the eSIM becoming a dominant design. However, the findings of my 

investigation reveal that different focus areas need to be increasingly emphasized.  

Several independent interviewees, experts and other sources described different scenarios that 

the MNOs need to embrace. The three building blocks from BMC that need to be increasingly 

emphasized are key partnership, value proposition and channel. These three building blocks are 

considered to become most likely to be affected since the need for the customer to visit a site 

location in other situations than service errands will decrease, which creates a need for the 

MNOs to reach out to the customer in new innovative ways (channel). Several independent 

sources clarifies that customer service and value adding services, such as an improved product 

portfolio, i.e. IoT that follow the eSIM becoming a dominant design need to be emphasized 

(value proposition). Today, 45 percent of the youth segment under 25 years of age use their 

connectivity for customer service online through social media, which means that new channels 

through which customer service is reached will be necessary to develop. As over the top players 

and non-operators gain opportunities to leverage connectivity, together with new technological 

developments as a response to eSIM becoming a dominant design, partnerships with these 

stakeholders will be fundamental to stay competitive and adapt to the market (key partnership). 

A more detailed analysis of why this is the case follows below.  

 

6.2.1 Key partnership 
Despite the already settled key partnerships, findings reveal that other kinds of partnerships will 

be necessary to settle. Osterwalder and Pigneur (2010) mentions strategic partnerships from a 

buyer-supplier perspective as one way to settle key partnerships. To deliver the business model, 

Tele2 need to put an emphasis on key partnerships with over the top players, such as OEMs, 

companies such as Google, Microsoft, Amazon, Apple, Baidu, Samsung, and Tencent and other 

tech companies such as IBM, Cisco, Huawei, and ZTE that develop new technologies varying 

from network and service through devices and operating systems to applications and media. To 

settle the buyer-supplier relationships with the above mentioned companies is of importance to 

assure reliable supplies (Osterwalder, A. & Pigneur, 2010). These kind of partnerships are 

necessary since they develop new technologies, which might disrupt the market, and as VoiP and 

other communication channels replace the traditional voice calling services, the importance of 

key partnership with tech companies and over the top players gain importance (Mohr & Meffert, 

2017). By establishing the buyer-supplier partnerships, Tele2 and Comviq will gain more 

efficient business models, risks are reduced and new resources are acquired for the companies 

(Osterwalder & Pigneur, 2010)  

 

The device manufacturers could become competitors as they might start to leverage connectivity. 

Although, the incitements for the hardware manufacturers, such as Apple, Samsung and Sony to 

start leverage connectivity as wholesalers, are few since their main source for sales is from 

hardware sales and distribution from the MNOs, in which the incitement for risking these 

relationships and revenues for hardware manufacturers are to be considered as few for the 

hardware manufacturers (Interviewee 3, 2017).  

Even though the key partnerships refer to the B2B section for Tele2 and Comviq, these aspects 

are of importance to manage the possible implications and to deliver right opportunities within 

the B2C sections. 

 

6.2.2 Value proposition 
The value proposition in terms of how Tele2 and Comviq create value for their customers need 

to be emphasized. When eSIM becomes a dominant design, the opportunities for device 

manufacturers to innovate new improved devices such as wearables and other consumer devices 



48 

 

will increase. The fact is that prognosis reveal that IoT will increase exponentially within a 

period of five years, in which the customers are able to connect many different products to their 

subscription. Tele2 as a MNO did a couple of years ago get rid of binding periods, and instead 

they focused on becoming a Value Champion, meaning that they will create value for the 

customer in everything they do. This is a step forward for the upcoming eSIM technology and its 

integration into consumer devices. The “positive binding periods” (Interviewee 5, 2017) means 

that the MNO creates an engagement with the customer to connect several products to Tele2 and 

to get a “one bill concept” (Interviewee 6, 2017; Artur D Little, 2017)). The emphasis is put on 

recruiting i.e. all the family members connected to one contract. This focus would lock the 

customer and make it valuable for them to stay at Tele2 and make it harder to switch MNO on a 

daily basis, as it would be easy to switch MNO for a single person that only is looking for the 

cheapest data plan. Aiming for “positive binding periods” (Interviewee 5, 2017), Tele2 need to 

focus on creating a product portfolio (mix of products and services) as a response to eSIM 

becoming a dominant design. The new product portfolio should include IoT, such as wearables, 

smart watches, home alarm and other products, that can gain a locking effect for the customer 

since several products will be connected to the subscription (Interviewee 5, 2017; Artur D Little, 

2017). In the value adding aspect, value adding services need to be increasingly emphasized 

together with the added products that will be able to provide the customer a discount when 

purchasing these products or services. Other value adding services could be related to music, 

video and the quality of the service and customer support (Artur D Little, 2017) 

 

6.2.3 Channel 
When eSIM becomes a dominant design, new channels for distributing the products will emerge. 

As one QR-code is enough to be able to download a subscription for the subscriber, new sales 

and distribution channels will be of importance to develop. The channel building block consists 

of which channels the customer segments want to be reached, how they are reached, how the 

channels are integrated, which of the channels that work the best and are most cost-efficient and 

how the channels are integrated with customer routines (Osterwalder & Pigneur, 2010). With this 

in mind and observations made, the physical locations will be less visited by the customers in a 

near future. In Germany, the amount of physical MNO stores will decrease from 5000 to 1000, 

and similar actions might be necessary in Sweden too. As the customers are able to switch 

operators without visiting a site, physical stores might become more focused on service instead 

of the sales processes.  

 

Today, Tele2 distributes their products through physical stores, online, through retail stores such 

as ElGiganten, telemarketing, customer service, e-tailers (Interviewee Tele2).  

Comviq are today using a completely digital interface in which the sales process consists of 

selling prepaid cards and subscriptions online and through physical retail stores, such as kiosks, 

Pressbyrån and 7-eleven (Interviewee 2 Comviq). As a response to the eSIM becoming a 

dominant design, both Tele2 and Comviq need to change and adapt the retail strategies as the 

contracts with the customers will be made increasingly digitally. This will lead to the direct 

customer interface being lost and the need of penetrating new sales channels will evolve. 

Examples of new sales channels could be through hardware manufacturers, from where Tele2 

and Comviq could sell their virtual SIM profiles, and as QR-codes will be the only necessary 

object to scan, sales channels, such as QR-codes visual at airports (Interviewee 3, 2017) and all 

other places are enabled.  

 

6.3 Managing the implications on the incumbent’s business models 
Tele2 use a mix of strategies to create a competitive advantage within the telecom industry. 

Mitchell and Coles (2003) describe four different strategies, where Tele2 use aim to offer lower 

prices based on cost advantages, more desirable products and services and more choices and 

information (Mitchell & Coles, 2003). Tele2 have made a journey from being the low price 
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hunter towards becoming more of a value champion (Interviewee 4, 2017), which is a mix of a 

lower price and by creating more desirable products and services together with more choices and 

information. Tele2’s value proposition is to deliver high amount of data to the most beneficial 

price (Interviewee 4, 2017) and they do also offer add-on services, insurance solutions and 

service processes that all are a mix of the strategies stated by Mitchell and Coles (2013).  

To have efficient processes as a company is important to become a successful company, but 

main focus needs to be on business model innovation, as an obsolete business model is 

ineffective against a better one.  

 

Tele2 has retail stores that will be affected as eSIM becomes a dominant design. Mitchell and 

Coles (2013) argues that i.e. expanding a competitive advantage through a large project, such as 

expanding stores within retail might take a long time and as the project is finished, the risk that 

the customer and competitive environment may have shifted to make the initial program 

obsolete.  

 

Both research (Mitchell and Coles, 2013) and empirics show that the successful continual 

business model innovators are taking many quick, agile improvement steps that are inexpensive 

to pursue. To be agile as eSIM is a dominant design is of vital importance (Interviewee 5, 2017), 

and the business model innovations need to be in place within a year from project start and start 

repaying the investments within six months (Mitchell and Coles (2013).  

For Tele2 and Comviq to become successful business model innovators, they need to follow the 

following steps, and make them faster, more often, more extensively, and involving more 

stakeholders. 

 They need to create an unchanging core vision for creating value for the customer and 

other stakeholders. 

 They need to be specialized and become experts 

 They need to implement business models that adapts to irresistible forces in a flexible 

way 

 Processes need to be integrated for innovation and improvements. 

Tele2 and Comviq are two large providers of products and services within the telecom industry 

today. Even though they are large, there are examples of larger organizations that struggle with 

business model innovation. To be able to succeed when managing the implications on their 

business models, Tele2 and Comviq need to focus on including top managerial support when the 

new business models are implemented (Gibson & Jetter, 2014; Mitchell & Coles, 2013). Even 

though the top management is enthusiastic about innovating their business model, the energy and 

time to implement the idea need to emphasized, which was not the case of a financial service 

company, in which they failed to implement the new business model.  

 

Since the eSIM will create disruptive shifts and new emerging business models, a way to adapt 

to the changes for Tele2 and Comviq is to experiment with the new business models. Girotra and 

Netessine (2013) described the process as important to experiment in a small scale before 

launching in the larger scale.  

 

The experimentation might be successful or create a need for Tele2 and Comviq to pivot. To 

implement a critical mindset into the experimentation phase is important. If the experimentation 

fails, adjustments will be necessary to consider, and if the experimentation succeeds, a critical 

evaluation needs to be conducted to avoid important aspects being left out in the experiment. As 

Tele2 and Comviq are large players within the telecom industry in Sweden, they will have 

resources to utilize, which provide them with increased opportunities to exploit new ideas.  

 

The importance of having a dynamic business model 
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In todays’ dynamic telecom industry, the technological developments, such as eSIM, that 

disrupts the market, brings a necessity for Tele2 and Comviq to use business model innovation.  

As the eSIM becoming a dominant design gains new opportunities for new entrants to enter the 

terrain of the MNOs, the Gibson and Jetter (2014) raise the importance of timing when already 

having successful business models. This is important as the new entrants have opportunities to 

disrupt the market with new business models and new technologies. Therefore, Tele2 and 

Comviq need to focus on when to innovate their business model, instead of if they should do it.  

The research within business model innovation divides timing into two sections; to react to what 

the competitors do, and to disrupt the competitors as a proactive strategy.  When new 

competition emerges as a response to eSIM becoming a dominant design, Tele2 and Comviq 

need to have a dynamic business model. To create a dynamic business model based on business 

model innovation, there are three steps to follow for the MNOs: 

 

Search and learn 

As described earlier, the top management needs to be involved and supporting the process of 

BMI. Especially, the incumbents need to be aware of new technologies that are launched. 

Despite of that, being aware of what the competitors are doing is highly important and efficient 

since one does not need to invent the wheel twice. Instead, replicating the competitors is an 

alternative. As a step in business model innovation, balanced scorecard could be used to monitor 

and measure environmental changes, and to react if changes in business models are recognized. 

 

Articulate and clarify 

As the eSIM will create disruptive business models, an important consideration is to be able to 

clarify the changes in the business model to important stakeholders. Therefore, Tele2 and 

Comviq need to emphasize a way of making the stakeholders to understand the changes in the 

business model, i.e. through mapping the business model. Business Model Canvas is a way for 

companies to enhance critical thinking and how the nine building blocks are linked to each other, 

using a simplifying method of the complex business model. By mapping the business model, the 

key stakeholders receive knowledge of the changes that are necessary for the business to 

function.  

 

Analyze and test 

When a change in the business model is recognized, an experimentation phase is necessary to 

implement. A concept, called minimal viable product is recommended for Tele2 and Comviq. 

The MNOs need to use lean and agile product development to become successful in using BMI. 

The experimentation phase is important to receive customer feedback, improve the experimental 

business model and test it again. By continuously improving the business model 

experimentation, the chances for Tele2 and Comviq to succeed are increased when launching the 

business model in a full scale.  

 

6.4 Summary 
The analysis chapter have answered and analyzed the research questions considering the 

different scenarios that are likely to occur based on the eSIM for consumer devices becoming a 

dominant design within consumer devices. The analysis of the possible scenarios provided an 

insight into what the main building blocks that Comviq and Tele2 need to emphasize on. To 

manage the possible implications on the business models, important aspects to consider finished 

the analysis chapter. The next chapter includes a discussion concerning the findings, analysis, the 

robustness of this study and future research.  
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7 Discussion  
This section provides critical discussion concerning the findings of this master thesis, the 

methodology through which this case study have been conducted. Furthermore, the robustness of 

this master thesis is discussed and what further studies that are relevant to focus on.  

 

7.1 The three scenarios  
The three scenarios that are likely to occur as eSIM becomes a dominant design are based on 

interviews in an initial stage of this master thesis. The analysis section in which the three 

scenarios are analyzed is described from a high level perspective since the scenarios and what 

elements that are likely to be mostly affected by the eSIM are applied to both Tele2 and Comviq. 

This creates a general perspective both for the incumbents that concern this case study and other 

stakeholders within the telecom industry. To be able to reach an in-depth consensus in how the 

business models are affected by eSIM, further resources and an extended timeline would be 

necessary. Furthermore, the three scenarios are described in a broad perspective, where different 

scenarios are excluded from this research, even though there might be several other scenarios 

that need to be considered. However, the reliability of the answers are increased as a response to 

several independent sources describing similar scenarios and prognoses of how eSIM might 

affect the industry.  

 

7.2 Business model implications 
My aim with this study was in the beginning to analyze all of the nine building blocks in terms of 

how they are affected by eSIM becoming a dominant design. During the process, the time limit 

and resources have made my master thesis become more narrowed and instead highlight the 

mostly affected components of their business models. However, Comviq and Tele2 are two 

separate companies that operate differently in how they create value for their customer, in which 

my results do not separate their business models. Depending on which scenario/scenarios that 

occur, different implications will follow, which this master thesis have not been focused on in 

depth.  

 

The three building blocks of Tele2 and Comviq’s business models that are most likely to be 

affected are the key partnership, value proposition and channel. Based on the findings from 

interviews, several presentations and reports from independent experts within the area of eSIM 

these analyses were made. Since the BMC consists of nine building blocks that all are linked to 

each other, some scenarios as a consequence might affect other building blocks of the BMC even 

more than the results of this master thesis reveal.  

 

7.3 Managing the implications on the incumbent’s business models 
The results of how Tele2 and Comviq need to manage the implications are based on research, 

mainly for larger organizations. Business model innovation is a broadly defined concept. 

However, the research that this master thesis is based on, are defining important focus areas that 

need to be emphasized for larger organizations when using business model innovation. Several 

independent sources contributes with similar important aspects, which increase the reliability of 

this study. Experimentation, analysis and being able to pivot when analyzing the experimentation 

of the business models are areas that are described in several research papers.  

Furthermore, these results of how the MNOs need to manage the implications are wage in terms 

of mainly being theoretical and not correlated to how Tele2 and Comviq actually operates with 

their business models, how their processes looks like when working with business model 

innovation and which aspects that need to be improved.  
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7.4 The robustness of the study 
Important discussions to bring to surface is how robust this case study is, what the aim was, how 

it ended and what affects different parameters have had on this master thesis.  

 

The interviews were important empirical sources for this master thesis. They were conducted in 

three different stages: 

 To gain knowledge and formulate the problem 

 To gain insights in how business model innovation is applied into larger organizational 

context 

 To receive information in how the eSIM projects are progressing on a functional level 

and industrial level  

 To analyze possible implications on the business models 

 

These areas of investigation have created a robustness of the study that the research questions are 

able to answer, although the limited time and resources have contributed to high level 

perspectives. Therefore additional time would be necessary to deeply answer the research 

questions and to create new perspectives for Tele2 and Comviq. Second and third round 

interviews with the same respondents would increase the robustness of this master thesis and 

similarly gain more knowledge of how the MNOs are affected. All the interviews have been 

conducted according to the Swedish research council’s process in which the purpose have been 

stated before the interviews, and an acceptance from the interviewees of me recording the 

interviews have always been received before recording.  

 

Furthermore, the areas of investigation have been narrow due to lack of time and several 

interviewees have neglected to participate to the interviews, which would have increased the 

robustness of this study as the aim were to investigate how Tele2 and Comviq’s strategies with 

business model innovation. Therefore, the third sub research question of how Tele2 and Comviq 

could manage the implications on their business model is based on the literature and theory only, 

and not correlated to how they actually work.  

 

My aim was in the beginning to find a way forward for Tele2 and Comviq, investigate additional 

scenarios despite of the internally develop scenarios, and visualize new perspectives for Tele2 

and Comviq. As this master thesis have progressed, the delimitations of this master thesis have 

increased and narrowing down my areas of investigation.  

 

Since GSMA is an umbrella organization that provides the MNO’s and other key stakeholders 

with information about the technology, such as management consulting firms, MNO’s, hardware 

manufacturers, SIM vendors and customers, the question of how my findings are reliable needs 

to be discussed. Several of the interviewees stated that the most important focus areas that need 

to be emphasized are the product portfolio, i.e. focus on IoT since the IoT will increase in the 

near future according to several prognoses, that customer service will be a vital part for 

sustaining customers and lower the churned customers, even though the customer service 

probably will not be a critical factor when the customer chooses a MNO.  

 

All of the interviewees described in Table 8 are not cited in this master thesis. However, their 

contribution have been to contribute with insights, inspiration and knowledge within the 

concepts of business models and business model innovation. Table 9 describes the presentations 

that are used in this master thesis, which have provided me with knowledge and an increased 

reliability in the answers to the research questions since similar answers are received. However, 

for further research, which will be described more thoroughly in the next section, additional 

interviews with the respondents that are not cited in this master thesis to enhance a deeper 

knowledge would be next step from this master thesis.  
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7.5 Future research 
This master thesis have been conducted in a period of five months, where most parts of the 

interviews were conducted during the first 3 months. Since the telecommunication industry is a 

dynamic industry, and the eSIM technology needs to be emphasized and thoroughly understood 

before it becomes a dominant design, I am certain many progressing steps have been conducted 

during this time. Therefore, further research about how the project at Tele2, Comviq and other 

stakeholders concerning the eSIM would be necessary to gain an update on. 

 

Tele2’s physical stores are today one of the most important sales channels for the company. 

When eSIM becomes a dominant design, the roles of the stores will most likely change. The 

consultancy firm mentioned that in Germany, the physical MNO stores will decrease from 5000 

to 1000 and mainly be based in larger cities. This might be the scenario for Swedish MNOs too, 

since the digitalization will emerge and the dependency for the customers to visit a store in the 

future most likely will decline over time. Therefore, the role of a physical store would be of 

importance to investigate. As Comviq today gain high revenues from the physical SIM cards 

they provide to their customers, an important research area would be to investigate what 

strategies Comviq need to implement to manage the implications.  

 

Different prognoses differ in their forecasts of when 100% of all the new consumer devices will 

have eSIM instead of physical plastic SIM cards. During the process to this scenario occurs, the 

MNOs need to simultaneously manage the physical SIMs and eSIM. How they need to manage 

this process would be an area of investigation in further studies.  

  

The concept of business model has a broad definition spectrum in which many different 

definitions exist in the existing literature and theory. Since resources for this master thesis have 

been limited, further studies about business models would be of interest to enhance knowledge 

and gain new perspectives on how business models are defined. Gaining knowledge within the 

subject would be appropriate to be able to suggest further recommendations for Tele2 and 

Comviq.  

 

Furthermore, business model innovation is a wide concept, which this master thesis has been 

used to find out a possible way for Tele2 and Comviq to manage the implications on their 

business models as a response to eSIM becoming a dominant design. The suggestions of how to 

cope with the implications have mainly been based on literature and theory, and not connected to 

how Tele2 and Comviq works when it comes to business model innovation. To be able to focus 

on, and suggest improvements for the MNOs, research based on literature and theory and a case 

study at the companies related to strategies would be the next step from this master thesis.  

Similar to strategies, Tele2 and Comviq could probably develop their cooperation to increase 

synergies as the customers will be able to use several SIM slots, and thereby have both prepaid 

solutions and subscriptions, or other combinations. 

 

7.6 Summary 
The discussion chapter has processed the findings and analysis sections of this master thesis. 

First, the three scenarios and why they were chosen were described, followed by discussions 

about the possible implications on the business models of Tele2 and Comviq. A discussion about 

the results concerning how Tele2 and Comviq might need to manage the implications was 

conducted followed by the robustness of the study and future research areas. The research areas 

implies both areas for Tele2 and Comviq to investigate within the context of eSIM, and within 

the academic context in terms of business models and business model innovation. The next 

chapter will conclude this master thesis by summarizing the main findings of my investigation.  
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8 Conclusion 
This chapter aims to finish this master thesis by a conclusion that summarizes the answers to the 

research questions.  

 

The scenarios that this master thesis has emphasized on when the eSIM becomes a dominant 

design within consumer devices are  

 Scenario A – That the MNOs keep controlling the sales of the devices 

 Scenario B – That non-operators start to leverage connectivity 

 Scenario C – When a customer buys a device without connectivity, how could the MNOs 

make the customer choose them as connectivity provider? 

 

These scenarios have been analyzed and furthermore, possible implications on Tele2 and 

Comviq’s business models derived from these scenarios have been identified. The three building 

blocks that are most likely to be affected and need to be increasingly emphasized as eSIM 

becomes a dominant design within consumer devices are:  

 Value proposition 

 Channel 

 Key partnership 

 

The value proposition for Tele2 and Comviq need to be emphasized and further developed. 

Focus areas that could improve the value proposition are an increased amount of data for the 

customers, improved customer support, high quality service, high quality of the mobile network 

infrastructure, value adding service such as music and video, and instead of using binding period 

as a lock-in, positive binding periods such as connecting several devices and family members to 

one contract that create stickiness need to be emphasized.  

 

The key partnership building block need to be increasingly emphasized as new competition will 

emerge as a response to non-operators entering the terrain of the traditional MNOs. Furthermore, 

new technologies will be innovated, which will lead to the MNOs being forced to adapt to these 

to maintain their role as incumbents in the industry. To settle key partnerships with the non-

operators and over the top players could generate a competitive advantage. Focus needs to be put 

on the IoT section since forecasts of the number of IoT devices reveal that they will increase 

rapidly in a within the upcoming years.  

 

As the physical SIM cards are eliminated, new sale channels will emerge, and as a result to this, 

Tele2 and Comviq need to experiment and try new sales channels, such as using QR-codes in 

different ways to find their way forward in the process. As the customer will be able to manage 

their profiles using remote SIM provisioning, the need for the customer to visit a site location 

will be mainly in errands related to service. Correlated to key partnerships, as device 

manufacturers might start to leverage connectivity, new sales channels might emerge through the 

device manufacturers.   

 

Furthermore, to cope with the implications on their business models business model innovation 

is necessary to integrate into their work. Therefore, ensuring top managerial support, 

experimenting with new business models in small scale before the business models are fully 

launched, and critically analyzing the results and being able to pivot if the business model 

experiments fails become important strategies to cope with the impact as a response to eSIM 

becoming a dominant design. 
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