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I dagens värld där digital och teknisk utveckling rör sig snabbt tvingas företagen att skapa 
dynamiska affärsmodeller anpassande efter dynamiska marknadsförutsättningar. Kunderna blir allt 
mer digitala, förväntar sig realtidstjänster och är mindre öppna för komplikationer. Linjerna mellan 
olika marknader som IT och telekom blir all mer oklara utvecklingen av ICT och IOT kommer att 
förändra vardagen för både B2B och B2C kunder. Denna utveckling påverkar olika marknader på 
olika sätt och i olika takt. Telekombranschen står inför en global utveckling där konkurrerande 
företag definierar sig som digitala tjänsteleverantörer samt skapar samarbeten och digitala 
marknadsplatser vilka erbjuder tjänster som sträcker sig utanför sitt klassiska affärsområde. Inför 
denna utveckling med nya digitala affärsstrategier och nya försäljningsstrategier är nyckeln att vara 
en del av den tekniska utvecklingen, dessutom vara en del av nästa generations telekomoperatörer. 
Möjligheten att ompositionera sig som digital tjänsteleverantören kommer med strategiska 
utmaningar och nuvarande organisationer måste utvärderas för att bilda en strategi angående hur 
man ska konkurrera och lyckas i den framtida marknad som uppstår. 

Detta har gjorts i form av en fallstudie som utförts inom en av de största teleoperatörerna i 
världen. Bolaget valt är en av ledarna erbjuder både mobila och fasta tjänster med en bred 
produktportfölj. Studien är dock koncentrerad till en division av bredband och digital-TV, men 
som studien visar blir förmågan att röra sig över gränserna allt viktigare. Den kvalitativa studien 
innebär empirisk forskning genom att intervjua hela kedjan av beslutstagare inom företaget. 

Resultaten tyder på att företaget i fråga visar incitament till att bli en digital tjänsteleverantör och 
att avancera i sin digitala försäljningsstrategi och digitala kommunikation mot både B2B och B2C 
kunder. Dock måste företaget att avancera i flera områden av betydelse för att bli en dynamisk 
digital tjänsteleverantör. Skapa digital kommunikation, förlänga värde-propositioner, skapa 
innovativa samarbeten samt investera mot ny kärnteknologi för att flytta bort från den 
prispressning som är associerad med dagens telekom marknad.  

Resultatet av studien har innebörd ur såväl teoretiskt som ett industriellt perspektiv. Ur en teoretisk 
synvinkel, bidrar resultaten till befintlig forskning inom hur digitaliseringen påverkar traditionella 
affärsmodeller och hur bolag bör omformas efter alltmer digitala marknader och kunder. Ur 
industriell synpunkt bidrar studien med interna och externa faktorer i hur man ska hantera den allt 
mer digitala telekommarknaden samt viktigaste förbättringsområden. 

Nyckelord: Digitalisering, försäljningsstrategi, B2B-försäljning, Digital Business 
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Abstract 

In today’s world the digital and technological development are moving fast forcing companies to 
create dynamic business models following the new incentives in the market. Customers are 
becoming increasingly digital, expecting real time services and are less open towards complications. 
The walls between different markets such as IT and telecom are becoming increasingly unclear. 
The development of ICT and IOT will change the everyday life for both B2B and B2C customers. 
This development is affecting different markets in different ways and in different pace. The 
telecom industry is facing a global development where competing companies are rebranding and 
repositioning themselves as digital service providers creating collaborations offering services 
stretching outside of their classical business area. Facing this development, a new digital business 
strategy and a new sales strategy is key to be part of the technological evolution, furthermore to be 
part of the next generation telecom operators. The opportunity as moving toward a position 
becoming a digital service provider is a strategic shift and current organizations need to be 
evaluated in order to form a strategy regarding how to compete and succeed in the market.   

This has been done in a shape of a case study performed in one of the biggest telecom operators in 
the world. The company chosen is one of the leaders providing both reliable and secure services 
with a broad product portfolio. The study, however, is concentrated towards the division of 
broadband and digital TV, but as the study proves, the ability to move across boundaries is 
becoming increasingly important. The qualitative study involves empirical research interviewing the 
entire chain of decision makers within the company.  

The results indicate that the company in question shows incentive into become a digital service 
provider and to advance in their digital sales strategy and digital communication towards both B2B 
and B2C customers. However, the company needs to advance in several crucial areas of 
importance to become a dynamic digital service provider. Create digital communication, extend 
VPs, create innovative collaborations, capex toward new core technology to move away from the 
price pressing business of providing a commodity.  

The findings of the study have implication in both theoretical and an industrial perspective. From a 
theoretical point of view, the findings contribute to existing research on how digitalisation affects 
traditional business models and how to reshape the company after increasingly digital markets and 
customers. From an industrial point of view, the study contributes with internal and external 
factors in how to address the increasingly digital market with the main areas of improvement. 
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1 Introduction  

This chapter will introduce the area of investigation. Firstly, the background of the problem is presented followed by a 
contextualization and introduction to the subject. Thereafter problem formulation, objective, research question and 
delimitations are presented. Lastly outline of the report gives an overview of the thesis.  

1.1 Background  

1.1.1 Digital Strategy  

In the telecom market the ongoing discussion regarding restructuring in form of new digital 
business strategy (Baculard, Blum, & Ebong, 2015). Trending mostly in the US but also in Europe 
is rebranding and repositioning of telecommunication companies and broadband suppliers. 
Telecom operators are facing the opportunity rebranding themselves as digital service provider of 
cloud computing’s services, innovative home and business monitoring thanks to the evolution of 
information’s and communications technology (ICT) and internet of things (IOT)  (Baculard, 
Blum, & Ebong, 2015). The technological conditions are evolving at a high accelerating pace 
opening new possibilities in customer relationships and sales (El Sawy O. A., 1999). Furthermore, 
when Digital Strategy becomes part of the core business, the role of sales force is changing. The 
goal with most digital strategy within sales is to improve efficiency and redirect sales staff practices 
towards an increase in value added time (El Sawy & Pereira , 2013). There’s little research 
performed in how digital transformations affects the relationship in Europe telecom, furthermore 
how to align a new sales strategy with a new core Digital Strategy and digital incentives. Digital 
Strategy isn’t something new in telecom. However, information communication technologies 
together with market trends for European telecommunication companies are pushing towards 
strategies involving extended VPs, digital platforms, and innovative collaborations. The question is 
how this affect sales strategy, value creation and VPs (Baculard, Blum, & Ebong, 2015).  

Digital strategy incentives are hard; it often involves substantial restructuring regarding process 
within organizations to succeed without any individual favourable outcome. Furthermore, it’s 
imperative involving everything from entire IT-Structure, the Organizational structure as well as 
communication with customers. As the world become more digital boundaries between customer 
and supplier becomes blurrier, and the structure of the new business environment becomes 
unclear. (El Sawy & Pereira , 2013).  

However, redefinition of traditional business models into integrated business structures requires 
redefinition and structures of VPs and value creation (Berman, 2012). Digital incentives are not 
only about transforming analogue relationships into digital but to understand the digital 
development in each particular market and now how to react towards such information (Kane, 
Palmer, Phillips, & Kiron, 2015) 

According to (Ahnandi Bharadway, 2013) the concept of digitalizing business practices means 
transforming the operational business structure and simplify interactions regarding the 
organization. Before the advancement of digital business strategy, a functional business plan was 
considered to be the guiding strategy today however the latter is gaining ground and business 
strategy is closer to digital strategies than ever before. 

1.1.2 Sales strategy part of digital strategy - a brief history 

Enhancing performance in how sales people work is a well-researched area for example 

(Churchill, Ford, Hartley, & Walker, 1985) gathered over 400 studies on determinates for sales 
force efficiency. These studies were very detail orientated and focused large part of their research 
on points of interest such as personal skills, organizational skills. Furthermore, listing them with 
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different weights in order to analyse sales performances, which tend to limit the scope of the 

research. However, a few years later (Macintosh , Anglin, Szymanski, & Gentry, 1992) raised the 
importance of relationship selling, the realization that value based selling and building long-term 
relationships is increasingly important. Their result showed sales performance linked positive sales 
performance result to relationship selling. Relationship selling has long been important, but the 
primary target in this thesis is how Digitalisation is affecting the sales strategy, customer 
relationships. 

The role of a sales force is changing, and it is a central topic on senior management’s agenda in 
Swedish Telecom. Still, sales strategy in relation to an increased digital playfield remains an under-
researched topic (Terho, Eggert, Ulaga, & Haas, How sales strategy translates into performance: 
The role of salesperson customer orientation and value-based selling, 2015). Furthermore, if there 
are complex relations there’s a higher potential for improving sales strategy and efficiency. 

According to (Zallocco , Bolman Pullins, & Mallin, 2009) the best sales strategy is to conduct 
sales performance analysis that focus on long-term customer relations especially in business-to-
business practices. Furthermore, they argue that individual performance indicators such as hard 
sales fact should be considered from a different angle highlighting wider perspective, improving 
and developing long-term customer relations. Additionally, strategies and concepts like relational 
selling are gaining ground in B2B sales and in need of further research (Terho, Eggert, Ulaga & 
Haas, 2015). In order to improve and nurture the market opportunities in form of a rebranding 
and extension of VPs in telecom the sales strategy is important to evaluate.  
The study uses a Swedish telecom operator as research object in order to present the main issues 
and implications to master in the digital world of telecom. The company in question are facing 
challenges in how to transform their traditional business of connectivity into an increasingly digital 
profile and how to increase sales as a result of increased digital communication and important 
parameters in the increasingly digital telecom market.  
 

1.2 Problem Formulation 

When new digital incentives enter the telecom market, the playfield changes. Simply offering 
communication and connectivity might not be enough. The problem lies in understanding how to 
change VPs, value extensions and ultimately change sales strategy towards customers alongside 
with new digital incentives taking place in the market. In today’s business practices the 
technological evolution is moving quick making it tough for companies to assess their situation in 
relation to the digital market. Furthermore, the problem lies within understanding what 
parameters, related to the areas stated above, are of importance when adopting the company in the 
context of increased digital proximity.  

1.3 Purpose 

The main purpose is to assess and finding parameters of importance in succeeding with digital 
implementation regarding customer sales and customer interaction in the telecom market. 
Furthermore, understand how traditional sales strategy can be aligned with new specific digital 
incentives tuning the company strategy after these parameters and how a digital business strategy 
ultimately will change the company for better.  

 

1.4 Objective and Research Questions 

Preliminary main research question: 

How can current sales strategy within telecom be improved in the context of digital business strategy?  

Preliminary subset of research questions: 

The following subset of research questions are designed to help answer main thesis question.  

RQ1: What is the current sales strategy & main issues related to same strategy in Telecom B2B? 
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RQ2: What main issues affecting Company X and telecom operators today? 
 
RQ3: How can implications be met with digital initiatives? 
 

1.5 Expected Contribution 

The expected contribution of the thesis is both academic and professional. On a academic level 
understanding how to align digital strategy with sales strategy in order to present a clear value 
creation or extension. Furthermore, to give a pragmatic overview of digital forces shaping 
foremost B2B relationships but also B2C. On a professional level explicit advices and digital sales 
strategies will be provided for management.  

RQ1- to be answered with empirical studies from Company X through interviews and workshops. 

RQ2 - to be answered with literature review and validated through empirical studies. 

RQ3 – to be answered through literature review and Empirical Studies.  

 

1.6 Delimitations 

The problem to be studied in this study is a vast and complex issue. The digital transformations 
and restructuring are connecting entire organisations internal/external business strategies together. 
The business strategy and digital strategy is becoming one strategy and, therefore, it is hard to 
discuss different parts of a company when everything from IT-Architecture to VPs is dependent 
on each other. However, in this thesis, the main focus will be on B2B2C relationship and a certain 
department of a company undergoing the digital strategy transformation. The thesis will cover how 
to change and extend VPs with digital business strategy. As mentioned earlier when discussing the 
digital strategy, it is important to move from the base layer which is internal IT-Architecture out to 
the point of interaction with customers, VP. The sales strategy will be briefly examined, and the 
main focus will be on the digital internal and external forces shaping the future of the business. 
The thesis handles mainly B2B2C relationships but the general concept can be applied in a wider 
perspective.  

 

 

1.7 Outline of the thesis 

Chapter 1 Introduction 

Gives a small introduction to the research area, the problem formulation and the purpose of the 
thesis.  

Chapter 2 Literature Review 

Gives the reader an understanding of earlier research done within the research are, furthermore it 
gives an understanding of the theoretical foundation building the research.   

Chapter 3 Methodology 

Explains the research method of the thesis, the way interviews are conducted and what literature 
used when designing the research method. 

Chapter 4 Company X & Swedish Telecom Market 

Gives the reader a background of the Swedish Telecom market and the Company studied in the 
thesis.  

Chapter 5 Empirical Investigation 
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Presents the result from the interviews in the study. Results from bot first & second round of 
interviews are presented here.  

Chapter 6 Analysis 

Analysing the result of the empirical investigations and discussing with the literature review 
presented in chapter 3.  

Chapter 7 Conclusion 

Here the researcher presents draw conclusions after discussing the empirical findings with the 
literature review in chapter 6. 

Chapter 8 Future Studies 

The researcher suggestion to further research within the research area and what could be of 
interest in such studies. 
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2 Methodology 

The aim with this chapter is to provide a clear procedure in how the methodology is developed and design to help the 
thesis answer the research questions. The methods presented are mainly for the initial phases in the procedure and to 
provide an overall logic if the research.  

2.1 Methodological Approach  

The purpose of the research is to understand and analyse the concept of sales strategy in an 
increasingly digital environment in the context of business-to-business market. Furthermore, 
there’s a gap in previous research regarding how to evaluate and develop a framework in the 
context of B2B service, which will serve all stakeholders within the business practice. According to 
(Scapens, 1990) an experimental case study examines difficulties in implementing new 
organizational strategies and to further evaluate the benefits of the new procedures and techniques. 
Furthermore (Collis & Hussey, 2009) states that whenever there’s a deficient body or knowledge 
and few earlier theories within the research been conducted, exploratory case study is appropriate. 
Furthermore, in this study the aim is to understand the concept of digitalization within business-
to-business sales & Service area in broadband & digital TV, which is regarded as a certain 
phenomenon within a particular concept and therefore the exploratory case study is the correct 
approach. (Yin, 2003).  The research aims to make a general contribution to the body of 
knowledge within the field of digitalization business-to-business sales and is therefore to be vied as 
basic research. (Collis & Hussey, 2009).  

The field studied in the thesis is a rather new field and therefore, the-the current body of 
knowledge is thin. Therefore, an inductive approach was chosen in order to collect firstly data 
without having any expectations and letting the research material guide the researcher. After data is 
collected, general theories and conclusions are made from individual observations. This method 
lets the researcher move from the specific to the general, observing data collected from interviews 
and make statements applying on a general level (Collis & Hussey, 2009).     

The objective and purpose of the thesis are to study and understand how a telecom operates in the 
increased digital environment both internally and externally. How digital customer, VPs and digital 
business strategy ultimately affect sales strategy. This is completed through a case study approach 
in one of the world largest telecom operators. The case study is mainly focused on the Swedish 
market but will investigate how global forces affects the company. The case study approach is an 
empirical study examining real-time situations     studying boundaries between the phenomena 
studied and the context to understand how they affect one another. The case study approach is a 
useful approach in this thesis due to the fact that studying single phenomena in its natural setting 
can, even with limited resources, develop interesting and original outcomes in the study (Collis & 
Hussey, 2009).  

A division delivering mainly broadband in STM will be the research are within the thesis. The head 
of the department presented that there was a lack of understanding how the unit should be more 
digital in their sales strategy and business approach. The company chosen are in the middle of 
digital transformation switching from old silo-based internal IT strategy to a more dynamic digital 
business strategy in order to cope future of telecom. The company is driven by global forces and 
have a critical strategic position in STM and is, therefore, a perfect case study object. The telecom 
business has a unique opportunity in rebranding themselves as the digital service provider to 
differentiate towards customers. To do so digital restructuring is on the agenda of higher 
management and how the new strategy will affect sales strategy and VPs in the specific department 
is unclear. Furthermore, telecom operators are facing over the top service threatening their 
existence regarding digital communication as one example. Therefore, it is out of most importance 
to rebrand the image of ST and to strengthen their position in the market.  
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2.2  The Research Process & Logic of the research 

The research questions aim to understand a new and innovative business process in a context, 
where there’s a gap in the existing literature. There’s some research of the concept digital business 
strategy and sales strategies as a whole but not specifically within the area of business-to-business 
service sales in the context of an increased digital environment telecom. Due to these facts an 
iterative inductive approach has been chosen, which according to (Collis & Hussey, 2009) let’s the 
researcher have a general approach and forming a theory as the research goes on, furthermore 
moving from the general to the specific. The thesis will have a qualitative approach with structured 
interviews as main empirical parts.  

This approach was used during the preface of the thesis where business and sales managers where 
interviewed in order to gain understanding of the environment and market in order to later form 
general conclusions. The pre-face interview in combination with a smaller literature review is the 
ground to the theoretical framework which goes on to be validated through a more thorough 
literature review in combination with expert interviews which also is shown in Figure 1. 

 

Figure 1. Research Strategy 

The idea with the research as shown in figure 1 is to investigate wide and slowly guide the 
researcher in the right direction with the help of empirical investigation.  
The research strategy is designed to start wide and narrow the research as shown in figure 1. 
The researcher starts with investigating customer decision journey (CDJ), sales strategy in 
B2B telecom, the digital journey for telecom operators in general & how digital platforms 
are used in today’s sales strategies. These questions are discussed with the sales managers in 
first round of interviews.  

The logic with creating a pre-face study is according to (Collis & Hussey, 2009) too ensure as much 
validity as possible. Due to the fact that this is a 

 

 

What are the main issues 
affecting telecom due to digital 
initiatives operators and how 
to address them? 
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qualitative case study applying a more empirical steps and analysis with experts before setting the 
final theoretical framework. 

  

The logic of the research and method in Figure (2) is following the layout of the chapters in the 
thesis but also serves as a general guideline for the researcher when conducting all different steps.  

2.3 Method used in Literature Review 

The goal with this literature review is to formulate a basic theoretical framework, which later to be 
validated through the rest of the research process and to develop a framework for analysing the 
digitalisation of telecommunication markets and how it affects sales strategy. Furthermore, the 
delimitations of the literature review are set to mostly regard recent studies due to the fact that the 
phenomenon digitalisation is a rather new business phenomenon.  

When conducting the literature review the aim is to provide an understanding in previous research, 
understand the current debate within the research area and to present an exhaustive conclusion 
within the research field (Collis & Hussey, 2009). This thesis will investigate two areas namely Sales 
Strategy and Digital Business Strategy. The aim is to find common ground and to connect the two 
in the world of telecom sales of broadband & digital TV. Due to this reason the literature review 
will be parted into two separate sections. Furthermore, it is of importance to have a critical mindset 
when conducting the literature review. The researcher will try to compare and argue different 
sources against each other. However, in some cases the literature is scares and therefore some 
sources will gain more weight compared to others. In order to create a critical and comprehensive 
view of earlier literature, the literature review will provide a summary of the previous studies, make 
critical analysis and compare with each other in order to validate the theoretical framework that is 
to be developed (Collis & Hussey, 2009).  

The sources used in order to gather data in the literature review will consist researching a large 
number of scientific articles and journals, books and other published work related to the subject in 
matter. Google Scholar, KTH Primo Libraries will be main sources. Articles from various business 
magazines and consultancy firms will act as supporting sources but always cross referenced 
towards the main sources.  

Keywords that will be used searching the literature are: (1) Digitalization (2) Digital Business Strategy 
(2) Innovative Sales strategy (3) Sales strategy business-to-business (4) Digital Business (5) Digital Strategy (6) 
B2B2C (7) Digital Market Place (8) VP Telecom (9) Value Creation.  

2.4 Primary & Secondary Sources 

The literature review will serve as a basis for the theoretical framework designed to evaluate the 
Digitalisation and sales strategy in B2B and in some cases B2C relations. The theoretical 
framework is firstly designed out of secondary sources but also through primary sources from 
interviews and workshops with employees working with the sales procedures today. According to 
(Collis & Hussey, 2009) secondary sources are data collected from already existing literature and 

Figure 2. The research process 
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primary sources are collected from a process related to the thesis, for example expert interviews 
and case studies. The thesis will use a combination of secondary sources and some primary sources 
for the framework after pre-face study and literature review. This framework will later be validated 
through primary sources e.g. case studies, expert interviews and workshops. There are a few key 
sources which will play a large role in the direction of the research due to the well-organized 
background in their earlier studies taking into consideration numerous of factors which will help to 
validate this thesis.  

2.5 Stakeholders of the research 
The case study is conducted in one of the largest telecommunication companies in Sweden 
responsible for providing a broad genre of the customer with various services. They are interested 
in evaluating the effects of creating a digital strategy within all of their branches and are interested 
in investigating how to make sales process increasingly efficient. All tough the client of this thesis 
is niched in one branch the outcome will be a framework developed out of an exploratory study 
designed with a broad perspective to contribute to the general body of knowledge. 

2.6 Methodology for Pre Face Studies & Interviews 

In order for the researcher to gain a deeper understanding and to further increase validity when 
analysing the relationship between supplier and customer in the report a pre face study is to be 
conducted. 

The semi-structured interviews in the preface are designed to gain the deeper understanding of the 
research area. To create a dialogue with intent to collect a broad range of data, therefore, to learn 
more profound understanding follow-up, questions will be asked (Collis & Hussey, 2009). A line of 
questions will be used as a script but not necessarily strictly followed. To revile as much in depth 
information as possible the text will not be strictly followed but more act as a guideline for the 
interview. This will help the interviewee to be more relaxed and contribute to extract data (Collis & 
Hussey, 2009). In order to prevent misinterpretations of the interview answers both direct and 
indirect questions will be asked (S Kvale, 2009). When analysing the interviews the 7 steps method 
is used (1)Themazing, (2)Designing, (3)Interviewing, (4)Transcribing, (5)Analysing, (6)Verifying, (7 )Reporting 
(S Kvale, 2009) .   

Conducting the first round, which main purpose is for the researcher to understand for 
understanding the research area. The interviews are only conducted with sales managers. The 
interviewer/researcher takes almost no notes during the interview in order to maintain the flow of 
the conversation and therefore extract as much data as possible which is important when following 
the iterative inductive approach (Collis & Hussey, 2009). When transcribing interviewer make key 
points regarding the interview. Next step is writing the empirical studies where researcher tries to 
summarize and analyse what the different interviewees are presenting. This way the structure of 
data acquired can be organised in the same manner as the literature review and analysis in order to 
make it easier for reader to follow. The analysis during pre-face will not be as deep as the analysis 
regarding later interviews.  

2.7 Firts & Second Round Interviews 

The interviews are divided into two parts. The first part contains interviews with ten different Sales 
managers within B2B sales strategy to gain understanding about the process of how Company X 
are working with their sales strategy and digital initiatives. This part is presented in chapter 4, 
empirical parts about Company X and the particular customer situation investigated in the thesis. 
This is important to justify if, how and why sales strategy is/will be affected by digital platforms 
such as their customer relationship management (CRM), system, online digital platforms, DES or 
the lack of it. Furthermore, during the second round of interviews the main scope of discussions 
will be to analyse the prerequisites regarding the digital environment in the B2B2C sales area of ST. 
All interviews are conducted as Semi structured to gain as much in deep knowledge as possible 
(Yin, 2003). Probing is also applied to make sure as much information as possible is retrieved from 
the interviews (Collis & Hussey, 2009). Furthermore, because of the thesis being a qualitative 
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study, all different interviewees are selected with as many different positions within the company as 
possible. They were chosen due to criteria such as experience in the business, their age and their 
position within the enterprise. Everything from higher management to sales representatives is 
interviewed to gain a good overall perspective of the relationship between customer and sales 
representatives from different levels. The chain of interviewees is shown in figure 3 

 

 

Figure 3. Interview hierarchy, internal & external.  

The reason for this strategy towards interviews is to ask similar questions regarding the same 
problems towards different levels in the company to see if there are any correlations between the 
way interviewees answers and their position within the enterprise. At the same time, the researcher 
develops the depth of the questions in line with the understanding he creates within the research 
area and depending on the experience of the interviewee.   

When Interviews are analysed researcher, first of all, record interviews without taking any notes so 
the flow in conversations is not to be disturbed. All interviews are transcribed in a form of 
headlines, analysed and fit into the empirical parts where all the interviewees opinions and 
thoughts are presented with the general structure of the thesis that is moving from Sales Strategy 
into an increased digital environment.  

2.8 Methodology for Workshop 
Workshops will be conducted to act as supporting data to the literature review but also serve as 
data for improving expert interviews. The workshops will take place during the empirical part of 
the research and will be conducted with individuals of different background to widen the 
perspective. The experiences will consist of Sales Manager, Account Manager and Technical Sales 
Manager.  Semi-structured interview questions would act as a script for the workshops. When 
applying semi-structured interviews, the interviewer can add additional issues to obtain in broad 
knowledge within specific areas (Collis & Hussey, 2009) .  

2.9 Validity & Reliability 

Throughout the entire case study Reliability, Generalizability and Validity will be continuously 
reviewed and discussed in the chapters containing a validation phase.  

According to (Collis & Hussey, 2009) The reliability of a study is to what content the research 
could be replicated and evidentially present the same results. In a more positivist study, the 
reliability is usually higher compared to a critical study because it often has a quantitative approach 
as the basis. In this study reliability will be as high as possible due to interviewees all have diverse 
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backgrounds and age.  The interpretivist believes that the research activities will be influenced by 
the researcher. Therefore, any replication would be complicated to conduct. During this thesis, it is 
impossible for the researcher not to influence the research. However, to minimise the impact of 
researcher bias triangulation will be used to confirm data from different sources. In this thesis 
triangulation is conducted through workshops and to choose separate interviewee object with 
different backgrounds internal and external.  

The case study is conducted within one company and most data will be collected in house. The 
research could have been conducted differently collecting empirical data from a wider range of 
sources in order to increase the validity of the study.  

The validity of a case study is to what intent the research findings reflects the phenomena under 
study (Collis & Hussey, 2009).  According to (Coolican 1992, p. 35) Validity can be tested through 
validation if the research is showing what the researcher thinks or claims he/she does.  Mistakes 
that can undermine the validity in an interpretive case study are inadequate research procedures, 
inadequate samples and inaccurate or misleading measurements (Collis & Hussey, 2009). The 
validity can be further assessed through face validity; in this case study empirical data will weigh 
heavily. There’s a great chance hypothetical constructs will find their way in to the research in such 
a study. The researcher will have to be open for these errors and carefully assess the data collected 
in the context interview objects act for example. Generalizability can suffer due to the fact that the 
study takes place in one single company and is based on qualitative methods and qualitative 
interview answers. However, to reduce this phenomena triangulation of fact will be implemented. 
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3 Literature Review 

The ultimate goal of the literature review is to create a critical evaluation of the existing body of knowledge regarding 
digitalisation of the telecommunication market, how it affects sales force and their B2B2C relations. Furthermore, 
the aim of literature review is to guide the reader through existing body of knowledge, demonstrate how the relevant 
literature has been located and analysed.. The content in the literature review will discuss appropriate sales tactics 
within B2B sales, mainly value based selling and relational selling. Digitalisation will be discussed in macro 
perspective regarding telecom market and in micro perspective regarding how it affects B2B sales strategy.  

The literature review is mainly based on secondary sources such as scientific article, books, 
previously published studies and reports. The relevant secondary sources were conducted from 
various databases such as KTH Primo, Google Scholar, Journal of Science & journal of Marketing 
& Management.  

Keywords used in order to search the literature and construct the framework were: Digitalization, 
Digitization, Sales, Sales Strategy, Customer Behaviour, Customer decision Journey (CDJ), 
VP, Customer Brand Equity.  

3.1 Outline of Chapter 2 

Chapter 2 is a literature review consisting of separate paragraphs the researcher view as important 
regarding the ongoing digital transformation in Swedish Telecommunication market. Each section 
starts with a comprehensive and general approach to each area to be narrowed down to more 
specifics to discuss in the later parts of the thesis. Furthermore, the chapter will describe different 
sales models and digital strategies to connect the two in discussion parts of the thesis. The digital 
evolution affecting business strategies will be discussed alongside with sales strategies in order to 
create a framework connecting the two areas. Sales strategy is firstly addressed in order to move on 
to digital business strategy and technical opportunities in the market.  

3.2 B2B Sales Strategy  

Explaining how sales strategy is developing during the earlier years and how it finally will connect to digital strategy 
and why it is important to discuss them in the same research thesis.  

Sales strategy have been defined by (Panagopoulos & Avlonitis, 2010) as “the extent to which a 
firm engages in a set of activities and decisions regarding the allocation of scarce sales resources 
(i.e., people, selling effort, money) to manage customer relationships on the basis of the value of 
each customer for the firm”, However, this activities are defined and designed differentiates 
depending which industry or company analysed.  

Sales strategy business-to-business is an area that is under-researched. (Terho, Eggert, Haas, & 
Ulaga, 2015). According to (Churchill, Ford, Hartley, & Walker, 1985) researching performance 
and the way sales people work in business-to-consumer is a well-researched area but not business-
to-business. In 1985 they gathered over 400 studies on determinates for sales force efficiency. 
These studies were detailed orientated and focused large part of their research on personal skills, 
organizational skills listing them with different weights in order to analyse sales performance. 
However, a few years later (Macintosh , Anglin, Szymanski, & Gentry, 1992) raise the importance 
of relationship selling, the realization that Relationship selling and building long-term relationships 
is increasingly important arose.   

The question is how to create sustaining long-term relationships with business-to-business 
customers in today’s market. According to (Nigel F. Piercy, 2010) sustaining the long-term 
relationship with customers will require deeper analysis in the customer relationships. Deeper 
analysis in context of where the market is going and to understand customer values should be part 
of company sales strategy. The challenge so to speak has moved from focusing on pure sales into 
strategic customer management. (Nigel F. Piercy, 2010). Furthermore, the real challenge is how to 
translate the trust created by personal relationships in new digital channels B2B. Due to digital 
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transformation and development new business patterns and channels have merged, B2B channels 
in the ST have a more complex relationship to tackle. Digital platforms and e-commerce have 
made way for relationships like B2B2C. 

 

3.2.1 B2B2C 

In order to create long term relationships some market have decided not only to support their 
direct business customer. With the rise of e-commerce, a new term merged which is called B2B2C. 
It’s a term relevant in markets where a supplier designs a platform or a product towards a business 
customer who in the next step down the value chain serve directly towards the consumer. (Bauer, 
2013) (Ragins, 2002). The trick with successful B2B2C is as the bottom producer being able to 
deliver products which are easy to sell and maintain service wise. The middleman being able to 
easy service and sell will create successful relationship. The relationship can be powerful regarding 
how the base producer decides to leverage their product and how to strengthen the connection 
with the middleman, a connection dependent on how well the end consumer accepts the end 
product.  

According to (Jürgen Meffert, 2014) the B2B2C is also mentioned as the two party transaction. 
The relationship has long been on the market but is gaining new ground again thanks to many 
consultancy firms gaining business opportunities helping customer developing their B2B2C 
relationships. However, the complexity is clear and the relationship real. According to (Jürgen 
Meffert, 2014) these relationships can be crucial and is important to manage. Furthermore, they are 
most commonly managed through online market places, platforms. Therefore, it is important 
understanding the collaboration and dynamics between the three in order to fully utilize the 
positioning and align it with the digital strategy of the company.  

The ICT provider is the one controlling the power in the relationship due to the fatc they build 
and manage the platforms or Eco Systems. When creating these partnerships, the idea is to create a 
win win situation so to speak for themselves the middle man and the end customer. If these 
platforms are handled and built correctly the ICT provider can strengthen their positioning as a 
digital service provider.  

Examples of already existing B2B2C relationships are for example in mobile wallet services where 
some actors such as Turkcell have created a platform where customers can utilize their credit cards 
for mobile payments and other daily transactions in their daily life. In the world of telecom 
Deutsche Telekom have created Digital Platforms for home electronics. The idea is to take a clear 
position for ICT in the market as the service provider by building and structuring and Digital 
Platforms which can be viewed as DES (Bauer, 2013).  

 

3.3 Relational Selling 

Key Account Managers and Account Managers are important factors in any relational selling. 
Relational strategy suggests sales should be conducted through honesty and genuine concern. This 
way you build up a relationship with the customer and improve long-term performance in sales 

figures (Hutt & Walker). However, (Viio & Grönroos, 2015) focus further on how the 
relationship between the buyer and the seller effects process adaption created together between 
customer and supplier. Their findings reveal that the orientations of both seller and buyer affect 
the sales process adoption. Sales strategy is to be formulated from higher management but not 
only the KAM an AM will affect how the process adoption of potential new sales process turns 

out, the buyer also has a strong impact on process adoption. Furthermore, (Viio & Grönroos, 

2015) found that any change in the relationship of seller or buyer might have an impact on how to 
adapt new sales procedures, procedures involving both parties.  
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When implementing new sales process or strategies the relationship acts as key player in adaptation 
of such transformations. Improving any old sales strategies and transforming them with new digital 
strategies for example the relationship between KAM and AM becomes increasingly important and 
possibly in need of evaluation before such implementation of new strategies takes place. However, 

according to (Guenzia, Pardo, & Georges, 2007) many companies see KAM as the key to develop 
and improve relational strategies. Nevertheless, literature suggests strategy implementation can be 
hard at sales force level due to the fact that sales people are reluctant to change their relationship 
with customers. to the business core values and therefore a key success-factor in their sales 
strategy. The study suggests that adoption of new sales strategies is associated with some specific 
KAM behaviour such as customer oriented selling, adaptive selling and team selling. Furthermore, 
this can result in discrepancies between relational selling strategies coming from higher 

management and its implementation at the KAM level (Guenzia, Pardo, & Georges, 2007).   

Another concern brought up by (Sharma, 2002) is the ability to work with team selling and 
relational selling. The capability of reaching and sharing common goals can be achieved much 
easier with a well implemented CRM System and have shown positive effects on sales 
performance.  To do this a CRM system must be in place holding all the information regarding 
customers in order for sales staff to share relations with customers.  

To conclude Relational Selling Strategies on a more relationship level most important parts which 
in a world of selling commodities is extremely important to understand according to (Roth, 1992). 
The question to be answered is how this traditional sales strategy will cope in the new digital era 
where an increased part of communication is becoming digital in the B2B2C relationship.  

 

Figure 4. The cornerstones of relational selling (Roth, 1992) 

However, these five trust builder can seem obvious and will be further investigated during the 
qualitative empirical parts of the study. The main issue investigated by this thesis is to understand 
the cornerstones of relational selling and how it is affected by the digital incentives discussed 
earlier. The corner stones of relational selling are real time relationships, something might be 
altered when digital incentives are gaining ground.  
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3.4 The start of the Digital Journey.  

A Businesses digital journey is about capitalising on the technological advantages created in each 
particular market and to realise trends early on. It is about serving customers, creating customer 
value, unique VPs, strengthen the relationships and protect value streams in an increasingly digital 
environment (Slowtzky & Morrison, 2001; Nylèn & Holmström, 2015). The digital journey has just 
begun, and many industries are facing deep structural changes to survive and adopt to the new 
digital climate. Whether it’s the market or customer driving the digital forces of change doesn’t 
matter, there is only adoption or exclusion as alternative (Codrington, 2010). In the STM, the first 
signs are already there in the form of mergers and acquisitions of smaller players to get rid of the 
small players positioning the companies for the changes to come. Strategically STM cannot afford 
the small players in an era of change due to their dynamic abilities in sheer size.  

According to (Berman, 2012) The leading companies pursuing an efficient digital transformation 
are focusing on two main areas: Reshaping customer VPs and transforming their internal 
operational structure and IT structure to create an increasingly digital customer interaction and 
collaboration. Depending the industry analysed these can differ regarding content, but main areas 
stay the same. Even more important is the sources of information gathering regarding customers. 
It is widely known that B2C customer mainly uses online channels such as social media networks, 
YouTube additional news services of their choosing when making purchasing decisions. However, 
according to (Berman, 2012) B2B customer start reaching out to their personal information 
gathering when it comes to purchasing decisions within their business. It’s important to 
understand how the specific B2B customers in any market are affected.  

According to (Ahnandi Bharadway, 2013) The concept of digitalizing business practices means 
transforming the operational business structure into simplifying digitalized interactions inside the 
internal organization. Before the advancement of digital business strategy, a functional business 
plan was considered to be the guiding strategy. In today's competitive telecom market, the digital 
forces have entered the market and the old world is slowly turning digital and the ability to be 
dynamic enough decides who will rule in the industrial era of any market (Van Bommel, Edelman, 
& Ungerman, 2014). There’s little research in analysing how digitalisation will affect the 
relationship with customers furthermore how to align futures B2B sales strategies with the digital 
transformation without losing core business values. 

The result is a power shift where digital business strategy is becoming just as important as pure 
business strategy and the two needs to be aligned (Ahnandi Bharadway, 2013). Often focus scope 
tends to be internal when it comes to digitalizing business practice but according to (Rai, 2012) 
digital strategy is something that is supposed to be seen as an entirely new world, changing the old 
supply chains between customer and suppliers to create a new strategy and communication 
channels. Furthermore, to extend the scope of digital strategy beyond firm boundaries to achieve a 
more efficient business strategy  

3.5 Digital Strategy 

It’s hard to predict how your digital needs will look like in a corporation in a few years ahead 
(Nylèn & Holmström, 2015). However,  according to (Kane, Palmer, Phillips, & Kiron, 2015)  it is 
a great challenge organizing your digital profile in any large corporation. Where to start, how is the 
result going to be and how will it affect the SS working on the front line handling customers. If 
companies want to start capitalizing on digital trends, there are a few key elements that need to be 
aligned. The hardest strategy issue is to guess and foresee what digital strategies to apply in any 
specific corporation. (Ahnandi Bharadway, 2013) stresses the four main areas large corporations 
need to consider which is presented in Figure 4 & Figure 5. Key External Digital Trends and 
Key External Trends will be addressed in the context of the Swedish Telecommunication market 
and will act as guidelines in what areas to investigate during the thesis. However, they will be 
discussed towards other sources to start a discussion on the matter. One, the scope of the digital 
strategy which means the portfolio products and how different activities within a corporation is 
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carried out. Whenever implementing any digital business strategy, one must first define the scope 
to understand fully how business activities and products can be aligned. Number two being the 
scale of the digital business strategy, in which scale is the particular business strategy to be 
conducted and how scalable is it for future operations. Number three acting as the speed of the 
digital business strategy, implementing digital strategies will help all parts of corporations to handle 
in-house communications, try out different strategies and make quicker business decisions. 
Furthermore, any goes to market times will be actually shortened. Number four being last but no 
least the sources of business value creation and how to capture it in the digital business strategy. 
What is it customer values today, how can it be transferred into a digital strategy and create 
superior value towards customers. These are all important areas that need to be evaluated. 
However, According to (Kane, Palmer, Phillips, & Kiron, 2015) the complication often lies  

with where to start and how to implement projects of this magnitude in corporations. They argue 
one should start with the creation of customer values and investigate how the customer is 

Figure 5.How to perform in Digital Strategy. (Bharadwaj, El Sawy, Pavlou, & Venkatraman, 2013) 
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becoming digital as the starting point. Key External Digital Trends and Key Organizational Trends 
will be addressed in the context of the Swedish Telecommunication market and act as guidelines in 
what areas to investigate during the thesis.  

 

 

When defining Digital strategy, the explicit results depends which market is investigated. The most 
agile and dynamic examples of large corporations taking early steps to change their core business 
(and does so continuously) or parts of it is companies like Google, Netflix, Microsoft and others 
always taking advantage in new technology. Furthermore, they are quick and agile in both creating 
solutions but also bringing them fast to the market. The capability of being dynamic in the context 
of digitalization will be discussed further in the thesis. Other examples of companies aligning 
themselves with the technological progress meant are Nike for example who are starting to 
develop digitized products together with Apple; they will act as the example of physical products 
becoming digital due to IOT etc. The ability to divert or develop digital strategies is something 
almost every market need to adopt to, one way or another (Ahnandi Bharadway, 2013). The ST is 
no exception. As any market specific processes, requirements and strategies are to consider when 
traveling the road of digitalization.  

The External Digital Trends and Key Organizational Shifts presented by (Ahnandi Bharadway, 
2013) are based on a table of questions related to Digital Business Strategy presented in figure 5. 
The key questions cover all aspects of digital business strategy which is presented in MIS Quarterly, 
not all questions will be directly addressed in the thesis but will act as a guide during discussion of 
the thesis and to help answer the research questions. Questions and drivers are guided towards any 
industry and can therefore only be applied at a very general level regarding STM.  

However, to gain a more detailed view and to compare, another study made by (Anand, Beghona, 
& Guiliano , 2015) is directed directly towards the global telecommunication market. According to 

their study involving 80 telecommunication companies worldwide the argue to have found a strong 
correlation between increased profit margin and implementation of selected areas in IT. The study, 
however, is presented by one of the large consultancy firms and should therefore not be regarded 
as substantial evidence due to their position as sales of services helping companies trimming their 
IT architectures. However, the study is made with some of the leading telecom companies in the 
world, and the information can be viewed as the guideline towards where the market is heading. 
According to their study five areas are showing to be crucial in digitalizing Telecoms: robust 
customer analytics, digitization of order management, self-service customer relationship 
management, an abstract IT application landscape and automation of IT-infrastructure 
management. Important to note is these five areas can act as a general guide when compared and 
reference to the other broader models presented in the literature review.  

Furthermore, some of the biggest obstacles mentioned both by (Ahnandi Bharadway, 2013) and 
(Anand, Beghona, & Guiliano , 2015) are the struggles to implement cross functional digitization. 
Legacy systems and IT Architecture isn’t responding well to how new strategy in digital Telecoms 
are to be executed. Examples of action being possible with cross functional systems would be to 
analyze different customer behavior make patterns, draw solutions and act before customers 
decide to either leave for a competitor. Big Data analysis can and will relieve patterns for sales staff 
to act on. Capitalizing on internal and external data crucial. Digitalizing order management 
including everything from service requirements to project processes have proven very effective.  

These key insights are guided towards completely digitalizing markets, thesis will handle digital 
business strategy therefore parts associated with ST of above paragraphs will be handled in the 
thesis.  

Figure 6. Key question to be asked when implementing digital strategies (Bharadwaj, El Sawy, 
Pavlou, & Venkatraman, 2013) 
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3.6 Redefining VPs 

In order to repackaging and digitalize the ST the core business will not change but the VPs need to 
change (Payne & Frow, 2014; Nylèn & Holmström, 2015). The base offer of connectivity will still 
be the same but in order to become increasingly digital in relation to communication towards B2B 
customer and to extract more valuable data regarding customer behavior digital channels need to 
be established. Reconfiguring the VPs that have been the unchanged for the last decade, extend 
and reshape into a new digital age is a crucial step for ST (Berman, 2012) (Van Bommel, Edelman, 
& Ungerman, 2014). Depending on which market is studied the variation in digital transformation 
is existent but overall follows these steps presented by (Berman, 2012). Furthermore, the steps 
presented in figure 6 is very general. This model focuses on the importance of early establishing a 
clear VP, something which is important for the entire business strategy according to (Payne & 
Frow, 2014).  

 

Figure 6 is mainly designed for companies producing physical products but can be applied to STM 
if path 1 is overlooked. Path 1 is for integrating a physical product with digital operations. 
However, a path to which is directed towards mainly reshape and redefining customer values can 
be directly applied to companies presenting a model where revenue-based services are offered 
online and-and through mobile devices.  Path 3 is the real and crucial step that can directly lead to 
industry leadership if addressed correctly. However, this is also the mot challenging transformation 
any company in any industry can undergo regarding digital changes. Path 2 is about redefining 
VPs; path 3 is about combining both back office solutions, new processes and presenting a new 
model towards customer at the same time. However, regarding any large corporation the timeline 
regarding path 3 is something not performed overnight but requires several steps and change 
management programs that can take up to 10 years depending the size of the organization.  
 

 
 Figure 7. Digital Transformation and the strategic model including operating model. (Berman, 
2012) 

 According to  (Ahnandi Bharadway, 2013) who presented the four step method to digital 
transformation and digital strategy have accurate model regarding timeline and execution. Their 
study is summarizing key external and internal trends which translate into the performance of the 
digital strategy concerning the entire process. Furthermore, redefining the VPs, Figure 7, is of 
great strategic purpose. For example, Google giving away Android software to create strategic 
advancement and future revenue stream through advertising is the typical example of redefining 
VP and to extend value creation both internally and externally   
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Figure 8. Three overall stages in redefining VPs. (Berman, 2012) 

The crucial steps according to (Berman, 2012) is to first enhance, extend and redefine the VP in 
order to take the step into the new digital environment. Depending on what business is 
investigated the different steps poses different importance. However, summarizing the three 
different steps a conclusion can be made in the importance of the digital environment and it’s 
communication towards the customer. In more service orientated business the redefining of 
revenue model can incorporate everything from bundling of existing products to value creation 
and new revenue stream through new DESs. However, as mentioned above these transformations 
of the entire business and VP can either be a threat or a opportunity depending on strategy 
execution.  

According to (Payne & Frow, 2014) the intensified digital playfield put more pressure an business 
to be agile and to deliver long term relations with their customer. In a dynamic environment it is 
important building long term VPs and at the same time leaving room within the relation to adjust 
and develop with the customer. In other words, connecting to customers, develop the relationship 
and to create greater knowledge and understanding of the customer needs. Furthermore, a decision 
need to be done regarding if a company are to lead the customer in to the new digital era or if the 
customer should be the pioneers. The VP should according to (Webster, 2002) be regarded as an 
guideline for the entire customer orientated business strategy. In an increased digital environment 
the explicit VPs must be clear even though they act in a market representing services and what can 
be regarded as softer values.  

3.6.1 Positioning and VP in Telecom.  

Changing the core business business in telecom is not about to take place. The base offer of selling 
connectivity still stands. However, according to (Baculard, Blum, & Ebong, 2015) there’s an 
opportunity for Europe Telco’s to rebrand their base offer of connectivity boosting brand Image 
and Sales Figures. However, any digital incentives is dangerous and can easy be discharged by 
customers therefore it is extremely important to be skeptical towards such initiatives (Van 
Bommel, Edelman, & Ungerman, 2014). However, according to (Vitale, 2001) a digital incentive 
need not only to remodel the base offer but to include content, customer experience and platform. 
The incentives for telecom operators is extending their value creation by adding content and 
rebranding themselves as shown in Figure 19. Furthermore, it is important to investigate how it 
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will affect Sales Strategy in Telecom. 

 

Figure 9. Repositioning Telecom according to (Baculard, Blum, & Ebong, 2015).  

The reason Telecom operators should move into a position of such is a missed opportunity of 
missing out of data being moved through Telco’s. Not rebranding and repositioning is seen as a 
risk of letting other products/brands use over the top services and delivery of broadband 
continues to be a pure commodity (Baculard, Blum, & Ebong, 2015). Furthermore, according to 
customer surveys there are increased revenues to make on digitally empowered customers and the 
different segments that this is a clientele telecom aren’t nurturing enough Figure 9 However, the 
surveys are mere indications and presented by consultancy firms and should therefore be addressed 
with caution.  

 

Figure 10. Customer survey showing customers would pay more for the right network services 
(Baculard, Blum, & Ebong, 2015).  

  

How such services could extend the Sales Force tool box in B2B Relations is an interesting 
thought and something to investigate during empirical parts.  



 

32 
 

3.7 Opportunities and Threats 

Digitalisation is not an entirely new concept, the first step of markets becoming increasingly digital 
is everything from the first LCD screen to first telephone. However, what is important for any 
market to understand is when any bigger change is in near future, furthermore how it will affect 
each specific market. According to (Hirt & Wilmott, 2014) one example of a major transition 
would be the effects of internet and e-commerce. In order for any company to profit and be a part 
of such a wave the ability to adopt and to adjust the business aligned with new demanded 
attributes and changes is essential. As mentioned before by (Ahnandi Bharadway, 2013) 
digitalisation of companies relies is becoming part of the entire strategy of companies regarding 
everything from changing old legacy systems in to understanding the digital strategy and align it 
with business strategy.  

The digital capabilities of any company will decide of they are to capitalize or lose revenue and 
market share in these transitions. According to (Hirt & Wilmott, 2014) there are a few 
opportunities and threats brought by increased digital awareness in need of consideration.  In order 
to be ready for the changes management need to start doing the appropriate changes in order to be 
ready when the tipping point have been reached. The tipping point is for example the point where 
services or products are delivered through channels which used to be radical and now is something 
normal. The key is to understand the path of transformation in the specific market, however 
there’s according to (Hirt & Wilmott, 2014) a pattern which can be recognized but is mainly 
miscalculated. As large established companies it is important to understand the adoption curve in 
order to set the company accordingly.  

Capitalizing on internal customer information and internal big data can be regarded as one of the 
main resources competing against smaller players offering solutions more digitally adopted. A 
serious threat to any established big player in a market is a smaller business with lesser cost creating 
and offering a digitally simplified model of the core business with new VPs speaking to a younger 
crowd. However, as long as the large players show incentive to change before the tipping point is 
reached in Figure 10 B2B customer tend to wait longer with their current supplier and investigate 
their plan and reaction before initiating major changes or trying out digital incentives.  

(Hirt & Wilmott, 2014) list decisions to be made regarding on how to stand up against digital 
threats.  

 Changing business portfolio, buy or sell department in need of adoption to new digital era.  

 Leading customer or follow them, either you design the digital future or customer will 

desert to the one providing a solution adjusted to their needs in a digital world.   

 Corporate or compete with new attackers, the most efficient way to handle competitors is 

creating replicas of models eating in your business.  
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Figure 11. Digital adoption curve (Kane, Palmer, Phillips, & Kiron, 2015). 

Addressing how the company and its customers are adaptable and not acting after the tipping 
point is crucial when implementing digital incentives or strategies such as value extension towards 
customers.  

3.8  Global Inititives pushing Digitalization 

The repositioning of ST is driven by mainly two things. First of all, customers increased digital 
lifestyle expecting fast digital communication and services with short go to market prerequisites 
which requires ST to align Digital Strategy with business strategy (Bharadwaj, El Sawy, Pavlou, & 
Venkatraman, 2013). Second one according to  (Baculard, Blum, & Ebong, 2015) is  off course any 
digital incentive taken in any other market will push any player to become increasingly digital. 
However, there are a few key players in the world of telecommunication pushing harder in DES’s, 
digital platforms and digital communication towards B2B2C, B2B and B2C customers. During the 
transition European Telco’s are seizing the opportunity to find potential in growth and extend 
their VPs. Deutsche Telecom have early taken incentives with car manufacturers providing digital 
entertainment in cars through mobile transceiver on the car (Bauer, 2013). Same company started 
early in 2012 offering business market places towards SMB with cloud services and are constantly 
expanding. They’re even offering applications not from external sources but handles all billing and 
communicating making everyday life easier for the customer., digital value based selling so to 
speak.  SingTel have launched a business market place and a collaboration with Google. Through 
the collaboration they offer cloud space, email accounts, calendar document etc. A clear 
positioning as a digital service provider initiative without any major revenue increases only 
marketing and positioning strengthening activities. KPN is working hard with transparency as the 
new trust in the digital age offering customers real time information regarding different orders. 
Furthermore, they are working hard with communication platforms in order to decrease pressure 
on service departments. (Dörte Hahn, 2014). 
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The trends developing in Europe and the rest of the world is fuelling the digital transformation 
and initiatives in ST. Additionally, the rebranding of Telco’s is an important path to wander and 
can is essential if following the rest of the market. The repositioning of Telcos’s change from 
market to market but one thing is certain, if missing out on capitalizing on the opportunities the 
digitalization brings market shares are in danger (Bauer, 2013).  

3.9 Technical Opportunities 

3.9.1 Big Data and it’s potential in large corporations 

According to many manager’s internal data is not handled as efficient as it could be. CRM 
programs designed to analyze customer data is mostly capturing the data and not crunching it so to 
speak. Many senior executives meaning that unleashing the full potential of big data will help any 
industry to capitalize and create new customer values. (Van Bommel, Edelman, & Ungerman, 
2014). Big Data analysis can almost be seen as equally important as the invention of the 
microscope. The microscope aloud humans to measure objects earlier to small, furthermore to 
ground our analysis on such measures. Big Data allows us to measure patterns in new terms in 
order to make better business and market decisions, something extremely powerful. However, 
today many market are good at measuring but not to crunch the number so to speak to (LOHR, 
2012). In order to state an example of the power in Big Data one can take a look at the healthcare 
industry. Healthcare industry is exploring new incentives unlocking great value in Big Data. Data 
collection from blood samples of small babies is used to analyze and detect premature signs of 
infection for example. Leading to the ability to stop infections before they break out. These testing 
can me made home with small home kit connected to a smartphone connected to hospital data 
bases through cloud services. Capitalizing on big data can be revolutionizing for any business. 
However, Big data often requires big data bases and is therefore well suited for cloud based 
applications, such as a cloud based CRM for example. Additionally, another important feature is 
having a powerful internal data system able to deliver the information needed to sales staff if 
capitalizing on the data in a clear and explicit manner in order for them to use the data in their 
sales strategy. The biggest challenge is for companies to design their internal IT-systems in a 
manner where the data is shared and put to use easily ion order for sales staff to capitalize on such 
systems. The biggest problem according to (Davenport, Barth, & Bean, 2012).  

If companies are able to design their business process in such a manner where data can be 
extracted and capitalized on the advantages can be huge towards competition and especially 
smaller players in market with less resources of investing in data analytic tools. According to 
(Chen, Chiang, & Storey, 2012) the impacts of proper business analytics within big data will have 
positive effects such as long tail marketing and personalized recommendations, Increased sales and 
customer satisfaction. However, in order to succeed with such analytics, the requirement of getting 
data like Search and User logs, Customer Transaction Records and Customer Generated 
comments is of highest importance. The type of output generated for sales staff can be user 
generated information in order to create leads, Network information regarding customer issues an 
untrusted and informal customer data but when put into perspective of a SS applied in correct 
manner.  

According to (Bughin, Chui, & Manyika, 2010) companies being able to both capture and 
capitalize on dig data where it hasn’t been exploited yet will have market advantage. The biggest 
challenge as also mentioned above is how to get the data to frontline personnel and use it in a 
manner where it leads to improved sales figure and customer values. (Grijpink, Hansen, & 
Spittaels, Big data in telecoms: How to capture value from customer information, 2014) 

3.9.2 Capex towards new Technology 
ST are not facing only organizational challenges but also great technical challenges. In order to 
succeed with positioning as digital service provider ability to implement scalable IT –architecture 
both internally and externally to customers. Internal IT Architecture must be adapted to handle 
speed and scalability to face the future of digital telecom. Furthermore, moving in to position as 
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Digital Entertainment and Digital service provider will demand dynamic abilities regarding 
up/down speed in connectivity. In the B2B2C complexity high demands on data capacity will 
acquire exploration of new initiatives such as SDN and NFV in both B2C and B2B environments. 
Technical Opportunities 
According to (Baculard, Blum, & Ebong, 2015) new digital strategies such as VFN and SDN can 
change the experience in telecom industry regarding usage of bandwidth and handling if more 
complex customer demands. If Bandwidth is to be controlled new revenue models can be built 
selling bandwidth whatever it is needed and still be able to offer low user customers what they 
want. Premium brands in telecom can experience great differences in providing a premium 
experience towards customers.  

 

Figure 12. Illustration of virtual network software (Grijpink, Ménard, Smit, & Wrulich, 2014). 

  

If adopting to increasingly digital business strategy it is of highest importance monitoring the latest 
technical trends. If the company aren’t ready for technology potentially revolutionizing the market 
the result will be acquisitions of early adopters instead of putting capex on the technology to start 
with. The development of revaluating new technology becomes especially important when looking 
at the development regarding usage of broadband in Figure 13. The importance of providing a 
solid base product with strong connectivity is a must and cannot be forgotten.  
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Figure 13. Usage broadband Sweden Telekom Market (Fransèn & Wigren, 2014) 

3.10 Conclusion literature review 

Swedish Telecom is in for a transformation and to come out of the digital transformation there are 
mainly two paths to choose. Number one continues providing connectivity and only generating 
revenues on the base service which is connectivity. The other way is capitalizing on the data being 
transferred through their connections avoiding price wars and over the top services moving into 
the market. Furthermore, capitalizing on digital platforms creating marketplaces to reshape their 
brand image, VPs and strengthen their position on the market.  

To do so, they need to evaluate everything from internal IT-Architecture, their way of 
communicating with the customers and how to develop new brand and sales strategies in their 
B2B2C relationships.  Globally several telecom operators have started their different digital 
incentives with online market places providing digital services and incorporate in their sales 
approach.  

Evaluate internal IT- Structure to shorten go to market times and to implement the personal 
service touch which will rely on such internal IT architecture. How will the role of sales staff 
change and how should they act in an increasingly digital world. Furthermore, how will the classic 
B2B2C sales relationship change when customer demands become increasingly digital without 
losing any personal relationships. What factors are so important in relational selling and how can 
these benefits be transferred with the help of digital transformation.  

Another key aspect is how to align the current sales strategy with digital initiatives in the core 
business. A relational Sales strategy in combination with digital business strategy can either benefit 
or cannibalize from each other. There is little research on the two business areas in combination. 
Relational sales strategy depends heavily on the relationships between account managers and their 
customers, especially in B2B relationships. Due to different digital incentives being a rather new 
phenomena the research combining the two is an under-studied area. 
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In order to give a clearer overview of the areas investigated in literature review Figure 14 will 
model the main areas to be discussed in empirical and conclusion parts of the thesis.  

 

Figure 14. Literature Framework.  
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4 Company X 

Chapter 4 will give a necessary introduction to the Swedish telecom market (STM) and the company studied in the 
case study in order for the reader to fully understand the current situation within B2B sales in order to reconnect in 
discussion and conclusion chapter.  

4.1 Outline of Chapter 4 

4.1.1 Introduction 
Company X acting as the stakeholder for the research is one of the biggest telecommunication 
companies in Sweden and the world. Company X is part of a large  Swedish telecommunication 
(ST) providing all different kind of services in the telecommunication market to both B2C and 
B2B, however in this thesis, the division studied mainly deliver Broadband & Digital TV but will 
be addressed as an ST. Meaning the part of the company under investigation works only with 
broadband and digital TV not cellular services or other communication but only connectivity. 
Their portfolio includes everything from broadband and networking solutions for entire 
companies to B2C. The company has divisions that spans abroad to different parts of the world 
and, therefore, the in-house competence within the research area is high. Company X is one of few 
players in STM who have both reliable and mobile connection in their offerings toward customers. 
Furthermore, they own large scale if infrastructure both in the mobile and physical sector that is 
important in the thesis regarding their current positioning in the market and their future 
positioning in the market.  

4.1.2 Positioning 

The transformation however in the concept of Swedish telecommunications going from traditional 
business strategy where regular communication and the old supply chains are used non-superior to 
overall business strategy is going slow in B2B sales in Swedish Telecommunications market, a 
change necessary to stay ahead of competition (Slacik, 2015). The change and transition in many 
markets have experienced the journey of digitalisation but exactly how it affects B2B sales 
relationships in a market as telecom is scarcely researched. Furthermore, what sales strategies are 
used in the increasingly digital world of telecom. According to (Terho, Eggert, Ulaga, & Haas, It's 
almost like taking the sales out of selling’Towards a conceptualization of value-based selling in 
business markets, 2012) the concept of value based selling an relational selling is well researched 
subject in theory but it’s practical implications are in need of further research. Their study 
investigates how well implication is done on a sales force level but doesn’t look in to a digital 
business working with what can be considered commodities such as in telecom. According to 
(Slacik, 2015) who is part of higher management telecom is not in for a complete digitalisation, the 
base product of connectivity will still be the same. However, the packaging and sales strategy will 
evolve due to digital incentives.  

4.1.3 Customer Relationships 

The main relationship which is studied and discussed in this thesis is the relationship Company X 
have with parts of their business partners. The relationship is a classic B2B2C which is a term first 
generated during the rise of e-commerce. Company X is delivering broadband and digital TV both 
to housing associations, new housing productions and SMB. However, due to the complexity of 
the relationship, the B2B2C sector tends to adopt and change towards new digital incentives later 
compared to traditional B2B and B2C. B2B2C is the relationship up for discussion regarding 
housing associations and new housing productions. SMB’s are still considered as B2B. The 
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different relationship investigated is displayed in Figure 15. 

 

Figure 15. Customer Relationship Map Company X. 

The Complex Relationship of first addressing B2B clients asking for a service demanding a highly 
relational sales approach to B2C clients more interested in product and price the Sales Approach is 
different depending which clientele. However, each sales strategy is equally important addressing 
both parties because the end consumer will always matter.  

4.1.4 Sales Strategy in B2B today 

During interviews, researcher has established how sales processes are being conducted today to 
understand the challenges of today's market.  

For reader to understand the different steps in a typical B2B sales process for a telecom business, 
the two central purchasing processes are mapped out. First is the complicated deal towards 
housing Societies and the latter is towards newly constructed buildings. The illustration shows the 
purchasing process towards the project managers for such constructions and the board inside 
housing associations. The reason researcher chooses two typical customers is in order to explain 
with examples during the empirical parts so the reader can understand what the intention of the 
research is in real life, mainly to increase understanding. Additionally, interviews can obtain deeper 
knowledge if a discussion around an individual phenomenon is initiated and the usage of probing 
connected with a particular area will help the interviewees to provide as much useful information 
as possible (Yin, 2003).   

 

4.1.5 Relationship Selling 
Company X B2B sales strategy is very relational based and heavily reliant on the personal 
relationships between sales representatives and their customers. Conducting what is known as a 
single point of contact between customer and SS is of most importance when building a 
relationship, nurturing that point of contact can be done in numerous ways. According to 
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(Bäckström, 2015) the relationship is always stronger in B2B due to some reasons. Reason number 
one being the line of responsibility regarding internal responsibility from the customer point of 
view. The line of duty meaning a customer purchase decision goes further than personal level, and 
it is in need of greater consideration and analysis. When a decision is made, the customer will have 
a line of indigenous people in their organisation which will require an explanation regarding their 
actions. They have to present a logical and financial reasoning concerning the same decision to 
superiors. If this argument is given and provided by the sales staff in a clear and direct way to start 
with it is easier for the customer to pass it on. How the sales team provides this base is key to how 
the relationship will play out and key to future business.  

According to (Bokor, 2015) reason number two, the key to success in B2B Sales, is providing an 
honest relationship. If the sales representative can offer a sense of security, this is often the main 
reason the customer stays, additionally brings more business in the future. Furthermore, this also 
makes it easier for the client explaining their line of reasoning internally which was discussed 
above. If Sales staff present a clear and straightforward way to conduct business in the sense of 
security and reliability, the customer is very much likely to stay with that single point of contact. 
Business-to-Business sales are highly dependent, almost exclusively being the reason sales figures 
increase, especially in a market where the product can be considered as a commodity such as 
providing broadband and Digital TV as Company X. Even if a price for products is deemed to be 
high, customers tend to be willingly spending a higher price for an individual product that comes 
with great service if the relationship is good with sales staff. There are also some more short term 
sales activities existing in the B2B sales, however according to most sales staff not as efficient as 
building long term relationship. 

When building relationships with long-term B2B customers, the framework agreement is 
commonly applied. Due to this agreements, the customer decides to stay with the same supplier 
for a most common time period of 3 years. During these agreements, however, customers can 
choose to hire other providers regarding broadband services. Therefore, the agreements are not 
exclusive to one supplier meaning telecommunication companies must create superior value that 
goes beyond only offering the same services as their competitors. Some Telecom companies have 
started introducing digital forums and platforms as part of their offer to strengthen relationships 
with customers and to extend the portfolio in offerings towards customers. This will be further 
discussed in Digital Platforms.  

Being respectful and fully nurture the relationship with B2B customers is something strongly 
related to performance according to all sales interviews and a very central area regarding B2B Sales. 
Furthermore, the relationship between client is exclusively what keeps smaller companies with 
cheaper offerings in a distance. Most of the sales staff interviewed implies it as a significant 
competitive advantage towards smaller and cheaper players in the market. However, relationships 
are healthy but if customers start noticing Company X aren’t doing everything they can to be the 
innovative technical firm company promise in their relationships, customers can begin to doubt 
according to most interviewees. Furthermore, if the client services are becoming increasingly 
digital, the personal relationships can be undermined by that mechanism. Even more important is 
to continuously update and innovate technical solutions regarding making life easier for the 
customer with and the company but without affecting the relationship towards customers too 
much. A problem, therefore, lies in proving to the client how the company is digital and still 
nurture the relationship with the help of an increased digital contact.  

 

4.1.6 Handling Leads 

Finding new leads is often controlled by earlier experience and earlier relationships to customers. 
According to (Wigren, 2015) this is an area of great potentials in improving B2B sales. In 
telecommunications, there is a lot of customer data which is only kept on personal hard drives of 



 

41 
 

the sales staff and no being capitalized. There is a discussion regarding how this type of data could 
be used to improve sales. The type of data stored in CRM hard drives of sales staff is for example 

o Sales figures regarding customers 

o Comments from customers 

o Special Customer Needs and Customer Values 

o Successful Sales & Non successful Sales 

This type of data is personal and differ from customer to customer. When this kind of data only 
being documented but not analysed, there is no evaluation overall in the team about patterns 
except for what is shared verbally shared. Furthermore, there’s no capitalization on the data or any 
cross reference with external databases regarding the data.   

Most Leads are found through either returning customers through earlier conducted business or 
“cold calling” which is mentioned by (Bokor, 2015) as the process of initially contacting customers 
without earlier contact. Information about customers are stored in in-house CRM system in this 
case Salesforce (Inc, 2015). When contacting customers generated by leads, the information is 
directly transferred into what sales staff call their “pipeline”. When a customer is on the pipeline, 
they are considered to be prepared to initiate a deal. How the leads are generated are at the 
moment very traditional handled in the telecommunications business. This is an area all 
interviewees agree in a lack of digital strategy towards creating new customers. In-house CRM 
systems are supposed to be able to handle customer data in a way so patterns and leads can be 
recognized. This, however, demands the customers to become more digital, and an increased 
digital awareness of sales staff. The only digitally generated leads are by customers visiting 
company website and make initial contact with AM. So-called cold-calling is used as the primary 
method to gain new customers. The process displayed in Figure 15 is complicated and inefficient. 
Two main bottlenecks have been identified as the outsourced contractor and the validation of the 
contract due to the time duration of 6-12 months. The main reason being housing associations 
need to vote regarding decisions such as installation or purchases regarding Broadband & Digital 
TV connectivity.  
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Figure 16. Intern Sales Support, Sales Process Company X.  

The internal CRM system have the dynamic abilities to be shaped according to any customer 
demands, therefore it’s efficiency can be questioned. According to (Wigren, 2015) there are two 
major problems with the process today. Firstly, it is very time-consuming due to an involvement of 
external supplier regarding cost and infrastructural management of broadband/Digital TV 
installation in early stages. The estimate is then forwarded to AM, who presents it to the customer, 
a housing association for example. Only after initial sales meeting and cost estimate the housing 
association can expect a fully developed offer. It takes an additional few months depending on the 
housing association to vote regarding decision if to change/install Broadband & TV from 
Company X. Due to this long process, the AM have to double check with the external supplier 
regarding prices before a contract can be signed. Several steps describe a process not designed for 
efficiency but rather a mix of old legacy IT- Structures try to mate with new ones.  

4.1.7 Digital Platforms and Sales staff 

When using the internal CRM Systems, the idea is for sales staff to record all customer data in their 
CRM system. Many Telecom companies use cloud-based software such as Salesforce for example 
(Bokor, 2015). However, in B2B the usage of CRM systems like Salesforce haven’t gained the 
ground management hoped for. The reason is according to several SS “because of the small 
amount of customers and the good relationship we already have there’s no incentive using such 
software”. Sales staff doesn’t always see an advantage in the usage of systems like Salesforce 
because there’s no correct way of fully capitalize on the data recorded. Due to the good 
relationship with customer sales staff consider putting data in the system as a personal selling help 
and not for any other purpose. The purpose is to take fully advantage of all customer data to create 
patterns and make the analysis that could improve sales strategy. Another use of Salesforce or 
cloud-based CRM is keeping customer data which is entered into the system due to the fact that if 
new sales staff is introduced they should be able to take over clients only through the data 
provided by earlier sales staff (Bjurman, 2015).  
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There is a chance according to SE interviewed internal CRM systems create too much of a distance 
between SS and customer which in the long run could hurt a relational built selling approach, an 
overall consensus in losing personal touch in relational selling due to increased digital proximity 
exists, however, SS also mentioned they are open to new digital solutions strengthening the sales 
figures without affecting the personal relationship too much. SS closeness to the customer is 
something that need to be maintained in the world of implementation of digital systems and digital 
platforms. If sales staff are moving their customer towards becoming increasingly digital and 
becoming increasingly digital themselves internally the relation can tend to be exchangeable which 
needs to be taken seriously; which can decrease the difference in ST and enhance the effects of 
commoditization, ESM. Whenever SS is becoming increasingly digital internal as external 
evaluation must be the maid in where the relation can suffer due to such a transformation 
according to sales interviewees.  

4.1.8 Challenges in Sales within the Telecom Market 

The biggest challenges regarding sales strategy according to (Bäckström, 2015) is to acknowledge 
and capitalize on internal data. For example, finding out exactly what the customers want regarding 
early projections could be accomplished in a more efficient way. It is important how earlier data 
regarding customer perquisites is valued, saved and shared with ease throughout the company. 
Furthermore, what is most important is how sales staff handles data about what customers didn’t 
want to apply for next sales representative. This is conducted today but as mentioned above most 
sales staff keep this type of data to themselves and, therefore, it is not used in a bigger and external 
context reaching outside of each sales representative sphere. Saving data regarding what customers 
want is usually well documented but capitalising on what they didn’t want can be just as important, 
especially when cold calling.  

Another challenge according to (Bäckström, 2015) lies in recognizing patterns in how to reach new 
customers. Being resourceful is something that is critical in sales and something in need of 
constant evaluation. Technology should be able to help sales staff more regarding how to evaluate 
and recognize new areas of potential within sales division. An area where the question is raced 
regarding how handling big data internally can improve sales efficiency and sales figures. According 
to (Bjurman, 2015) Performing cross-sectional analysis with internal and external Big data with 
external suppliers to nurture the DES and to capitalize on all the opportunities is non-existent. The 
reason this kind of data isn’t being capitalized enough due to lack of internal IT intelligence 
increased IT intelligence is crucial. Companies transitioning from into expanded digital world must 
realize the importance of internal IT intelligence.  

In relation to the information presented regarding how to store customer data in terms of 
successful and non-successful sales another thought surfaces during in the interview.  According to 
(Bäckström, 2015)  when sales staff already have contacted customers, and a sale is non-successful, 
there are not any efficient ways of gathering information from the client even without selling 
anything. If a sales person is experienced in relational selling extracting data from a client and later 
put the data to use in cross-sectional selling is an area of high potential. Additionally, it comes back 
to the essential role sales staff have in providing transparency regarding customer data. Other 
business is better compared to telecom in how to gather and be resourceful with their data towards 
improving sales, something very common in B2C market but not as developed in the B2B context 
according to many of SS.  

As mentioned earlier Sales Staff in B2B Telecom rely heavily on their relationship building with 
customers. Therefore, a challenge that is referred to by most sales managers and sales staff 
interviewed is maintaining the relationship in a healthy manner. The healthy way was meaning 
assisting customer during actual sales but not regarding service questions. The problem often arises 
when customers need help with various service problems. The idea for B2B sales staff is only to 
assist and provide the initial sales and the go on with prospection regarding new customers. When 
customers contact sales staff regarding problems outside their expertise and area non-value-added 
time increases, and efficiency goes down. However, if they are to redirect customers towards 
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correct service channels, they can’t be certain how the problem will be handled due the large 
organization. In a large group such a redirection will have to pass several stops before landing with 
the correct service department. The danger with this process is how the customer will be handled. 
If the client isn’t correctly, managed sales staff will jeopardize their relationship with the client. 
Due to this reason sales team usually ends up taking care of the problem themselves. This is a 
serious problem due to the loss of time which should be spent on prospecting and sales analysis. 
Furthermore, sales representatives have to handle a job not designed for them with the most 
important part of their portfolio on the stake, the relationship with the customer. This problem 
with stealing time from sales representatives creates duality, though. At the same time as the 
problem shouldn’t enter sales representative’s radar, they also strengthen the relationship towards 
the customer when assisting them regarding a problem outside of their jurisdiction so to speak, a 
highly relation Building Act that empower the trust between sales representative and customer.  

Another challenge according to ESM which is connected to creating an image of a personal and 
technology driven company is the picture that telecom companies are dishonest, only care about 
revenues and practices short term selling. This is an image telecom companies wants to wash away 
with the help of building new digital platforms delivering new VPs and building in the increasingly 
professional image of ST. 

According to ESM the importance of being dynamic will become increasingly important in digital 
transformations. Being able to alter offerings and quickly recognize customer needs can be the 
small difference why an individual company is viewed as superior to the competition in a market 
where offerings are close to each other. He mentioned how hard it is to implement dynamic 
abilities in large corporations as a big telecom and to communicate customer values in a clear way 
but says “the one who succeed will succeed big and gain the huge advantage for a extended 
period”.  

 In conclusion the biggest challenges according to internal interviews Company X staff in 
sales are: 

 Offering customers something more than the commodity of broadband, example service, 

personal relationship etc.   

 How to strengthen the relationship with customer with help of Digital Platforms & Digital 

communication.  

 Handling Information regarding Non Successful sales for future sales strategy and to be 

resourceful.  

 Using Cross Sales, taking advantage of the size and different offers in-house Company X 

within different products.  

 Value Added time not as efficient as possible. Service problems handled by sales staff 

which should be handled by service department.  

 Handle the increasingly toughened competition from smaller actors pressing prices. 

 Taking Advantage of Framework agreements, extend customer values, and strengthen 

relationship with digital platforms making life easier for B2B Customers.  

 Maintaining technical innovative Image of the company with new technical solutions like 

building Digital Platforms containing market place for digital services. 

 Positioning the company as a digital service provider in a clear way towards customers.  
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 Handle complex relationships with housing associations in a more digital manner 

Issues pointed out by interview objects at Company X will be discussed and analysed together with 
literature review in chapter 6.  ESM 
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5 Second Round Interviews 

As mentioned in methods the interviews were conducted through two steps, preface and second round. The preface was 
mainly to get an overview of the relationship in B2B sales telecom and the latter is to get insight in how the 
increasingly digital proximity affects the relationships in sales strategy but also how the digital positioning of 
Telecommunications companies affect sales strategy. Furthermore, because interviews are conducted both with higher 
management middle management and sales representatives the empirical chapter will be structured in the same 
manner. First sales strategy, relations will be investigated and further move into how digital proximity affects the 
relationships and finally discuss how the digital positioning of telecoms will affect sales strategy. 

5.1 Outline of chapter 5 
This chapter is the main empirical part where interviews have been conducted during later parts of 
the research. The researcher has gained deeper knowledge of the subject in a matter and, therefore, 
interviews are aimed to go deeper n to the strategic digital world of B2B2C sales. The chapter 
discusses a broad range of factors affecting the digital future of ST. 
 

5.2 Digital Sales Channels 
According to HSM, some Telco’s are starting to increase the digital awareness of their customers by 
introducing digital platforms and communities where customers can obtain and change their offers 
regarding their business without consulting sales staff. Furthermore, the incentive is pushing as 
many parts as possible in communication to become digital. For example, trending in 
telecommunications is opening up a business marketplace online to increase the digital presence of 
customers. In this digital marketplaces, it is possible for customers to be linked to a broad range of 
services such as applications regarding infrastructure being built in their housing associations or new 
development project, digital solutions or other business applications depending on what your 
projector housing association requires. Mostly, these offerings are directed towards SMB, but the 
trend could be going towards trying to involve the larger customers and housing associations as well. 
Some telecommunications companies even provide other cloud-based services coming from outside 
suppliers entering partnerships. This is the first step towards a new positioning of the SMT as a 
digital service provider. Furthermore, according to ESC, a step ST telecoms need to initiate to wash 
away the image of low customer satisfaction and high margins with little customer care. This is a 
new way of addressing sales for ST, through digital Sales channels.  
 
“Telecom operators are entering a thin ice when moving outside their classical sales area, which is connectivity. 
However, with the over top services circling and providing communication through other platforms it is a move they 
feel they have to make” – External Consultant Manager 

5.2.1 Digital communities within the digital Platform 

TSM raises the importance of creating digital platforms where customers can track their orders, 
recognize personal connectivity problems and even be part of a community where different 
connectivity problems can be discussed for the client to see if their problem is only local or part of 
a bigger problem. This is erasing the walls between customer and supplier, increasing transparency. 
Telecommunications companies are forced to increase transparency letting the customer know 
when and what is being done regarding project initiations or service matters. In return sales staff 
and service, departments can increase their value added time due to the decrease in customers 
calling regarding particular problems and expecting solutions to be made within the minute. 
Breaking down the walls between customer and supplier, in this case, can benefit both parties 
because of the communicational benefits the transparency provides. This solution is something 
provided by different CRM platforms such as Salesforce TSM. Telecom providers must enhance 
within this field according to interviewees. According to another sales representative, responsible 
for large accounts, customers have already started to create exclusive communities during 
installation of broadband for example. For all residents, when installing new broadband and digital 
TV, to have an understanding regarding the process dynamic. In the Commonwealth, residents can 
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ask questions to project managers regarding installation. Both practical issues, as well as questions 
regarding duration of the project, are standard. When these issues are handled in a community 
instead of being asked by each customer as a separate question in the form of a phone call to a 
service department value added time increases for sales staff. As mentioned before sales staff are 
often the people forced to handle simple, practical questions regarding installation only because 
they want to keep their relationship with the customer in good shape. The problem is partly solved 
by digital communities where a customer can retrieve additional information, but only digital 
communities is not a long-term solution regarding how to handle the communication with the 
customers.  

“my son bought a product on internet the other day. After purchase he was able to follow his purchase all the way to 
the front door. We need to implement the same kind of transparency in telecom regarding project management 
towards customers and sales, B2B and B2C. However, at the moment our internal IT-Architecture doesn’t allow for 
such initiatives” – Technical Sales Manager 

5.2.2 The effects of Digital Customers. 

As mentioned above the relational selling is cited as the key tool in B2B Telecom. According to 
Sales and Digital Expert ESM, it is important to understand what and why relational selling is 
important and what building blocks in the relation make the relationship unique and high. When 
discussing digital platforms and development of both internal and external platforms with people 
not related to sales process such as technical in-house experts, there’s a noticeable difference. 
There is obviously a difference in understanding how and why an internal or external digital 
platform can assist sales staff in their sales strategy. Sales staff are mostly experts in the relational 
building but people responsible for developing CRM systems or other digital platforms don’t have 
the understanding for the purpose of the platform.  This is one of the main reasons for the gap 
between technology and sales staff. 

Some of the best customer cases solved according to both sales staff at Company X and external 
Sales expert are because sales staff are offering the customers an accurate solution to a certain 
problem. When this problem is solved a sense of trust is created within the client towards the Sales 
staff and a healthy relationship is created this personal experience need to be transferred into an 
increased digital world as well. This is known as “taking the bullet for the customer” according to 
ESM and in his experience the most powerful way to initiate a positive relationship with a client. 
Furthermore, turning a client from being unsatisfied to satisfied is something of highest 
importance when establishing a relationship and a key part of Relational Selling. Also, when 
moving towards increasing the digital awareness of customers or having customer interaction 
moved to digital platforms can jeopardize the ability for sales staff to “take the bullet” so to speak 
which is the base of the trust, the trust that will initiate the long-term Relationship. To conclude 
the point ESM tries to express is that there’s a danger in digitalizing the customers and removing 
the building blocks which creates the personal experience between sales staff and customer when 
digitalizing the relationship these components need to be transferred. Furthermore, the more 
digitalized and automated the customer relations become the less depended on the customer will 
be in connecting to sales staff. At the same time the conditions of a certain market often force 
companies to become increasingly digital and get caught in a kind of moment 22 where the market 
forces them to become more digital in their relation-building with customers but still need to be 
personal enough to maintain the relationships with their clients, furthermore relies on sales staff 
solving the very problems that will disappear if all customers become digital. For some markets the 
impact of digitalization is a force that changes the conditions forever, furthermore can bring 
uncertainty regarding how and if companies in these markets will benefit or not, often due to 
dynamics in how the transition is handled is crucial to surviving a digitalization. One example that 
is brought up by ESM was the business of Kodak who couldn’t survives the digitalization of 
cameras and film, Nokia and the rise of smartphones is another famous example, and the question 
that need to be asked is how the telecommunication market will handle the transition, especially 
the important B2B sales relationship building. The examples are discussing products, but the 
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principle will be the same. As discussed before the ability to be dynamic in any in technological 
evolutions is important, when discussing the subject with AM he gives the example of Scrive. 
Scrive is a cloud-based service that handles documents and let costumers sign contracts on their 
tablet or computer. A task performed in an analog way that makes the life easier for customers and 
to keep a good relationship with the client a change in need of adoption from telecoms if they are 
to survive the digital transition.  This is only one example of typical analog to digital change taking 
place in the telecom and something critical when adjusting to a new digital solution, furthermore, 
capitalizing with new digital solutions and use them as an advantage, not an inhibitor of digital 
success.  

5.2.3 Service & Sales. 

The positioning of telecom companies are shifting, according to HSM telecom companies are in 
the critical stage of transitioning into the new digital age. The positioning is crucial to be part of the 
new future of telecom. Additionally, this is something to be taken into consideration both in micro 
level of relationship with the customer but also from the macro perspective of positioning the 
company as the new provider of digital services to their clients. Additionally, it is connected to the 
ability of dynamic and diversity in your sales strategy. To compete with other players in Swedish 
Telecom an essential feature in the future, according to most of the sales staff is the ability to offer 
customers almost exactly what they want regarding the services provided by telecom. Therefore, 
initiating collaborations with companies offering streaming and cloud services can be a very 
determining factor in the positioning future STM. To increase and change sales, the positioning of 
Company X must be clear in all channels towards their customers B2B.Another subject of matter 
extremely important in especially the ST is how to repositioning the brand in order to create a 
sense of service. ST have a reputation since long back that SF is more concerned about revenues 
than customer relationships. Service and Sales goes hand in hand and according to SF it is easier to 
succeed with initial sales if the brand have a strong service mind reputation. Making initial so called 
“cold calling” is a tough way of selling and usually with low results. Therefore, SF believes in 
creating a strong brand image as a service minded brand, a position unoccupied in ST at the 
moment.  

5.2.4 Comparison with other branches experience the Digital Journey 

The telecom marketing is changing and according to both interviewees in-house and outside 
experts of the telecom. With this in mind, the correlation between digital journeys of other 
business and products can be made. ESM brings up the example of the finance world. The 
example of fond commissionaires which had a boom about 15 years ago in Sweden and contained 
a lot of small players gaining revenue due to the courage being about 1 % that today is down to 
0,01% keeping only the big players in the business because their ability to survive with smaller 
margins due to economy of scale. Another example discussed by ESM was the initiation of digital 
cameras which made companies like Kodak lose their core business. Due to inability adopting and 
changing the company to digital cameras the faced extinction, an example of how markets can be 
affected by the digital journey, a journey the telecom industry is suffering as well. The question to 
be raised in this context is how the digitalization affects the acceleration of diversity in the 
Telecom Business and what parts of the digital telecom can act as inhibitors or accelerators of such 
transformation. However, when the same question is raised to HM in telecom, they are reluctant to 
acknowledge the fact that Telecom is going through the same transition as Kodak for example. 
The reason being their core product, which is connectivity, will still be the same and haven’t 
radically changed as was the case for digital cameras. Instead, the comparison with banks is 
something they agree with. The core business stays the same, but the digital package of extra 
services has exploded. This way the VPs are extended into an increase of additional services as 
online banking for example. This can be compared with the increasingly digital activities ST are 
approaching in today's market.  
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According to ESM, the VP of tomorrow needs to be simplicity. Digital Transformation needs to 
be both in the core business, internal business systems but often what is missed is something he 
calls close to customer transformation. With this, he is pointing the finger at the complexity in 
customer solutions provided by ST. In his meaning as with many of the others, interview subjects 
the complexity ST used to sell needs to be hidden, and simplicity is now the selling point to 
transition the customers into the digital era. Yesterday complexity was something the customer 
wanted ST to help them with regarding different types of connectivity, IP phones or whatever 
communication installment each client needed. However, according to ESM today so many smaller 
simpler solutions are coming up and breaking ground with simplicity. The example of Skype is 
raised as a new threat to international communication.  

According to HSM in telecom, the product delivered to the customer is not cameras but can be for 
example how the product of broadband is delivered. Today there are two main ways of providing 
broadband and Digital TV in the STM, coax, and fiber. Coax being the older solution that have 
been the classical solution of providing analog TV. Due to this reason, the installation of Coax is 
present in many housing associations today. The other newer solution being fiber that provides 
digital TV and Broadband through a different technique that is meant for increased bandwidth. 
According to HSM who have experience from companies working with both solutions describes 
coax as something many players in telecom thought to be exchanged with fiber competently 
looking back a few years. However, the technical development of coax has been intense and can at 
the moment handle the bandwidth needed for many households delivering both internet and TV. 
The reason is infrastructural advantages for coax that is build in many house association and due to 
economical factors, customer is reluctant to change. However, a fiber having larger potential in 
bandwidth both up and down is thought to be the next generation of broadband and digital TV 
delivery. This is a physical digitalization affecting the telecom business that can act as an example 
regarding the digital journey the entire industry is undergoing. But the space created in the market 
of telecommunication is the role providing all digital solutions is a space that is free which also was 
mentioned by all sales interviewees at Company X. Example of this development is found in 
telecom markets all over the world were the telecoms are doing everything in their power 
digitalizing their customers in order to strengthen the relationship and to become the overall digital 
service provider. Sales interviews see this trend as something high for the future, being just the 
beginning. The same kind of development is meant to happen in all customer relationships and, 
therefore, is important to discuss.  

The digitalization of telecom is not the same as other business that has undergone a complete 
digitalization.  

“Kodak went through a completely digitalization of their base product and they were not dynamic enough to cope 
with the change. In telecom the base product is still the same, connectivity. However, the surroundings of that base 
product will change and our VPs will be different due to ICT, IOT etc.” - CMO 

Due to the fact they still will be basic infrastructure provider towards end user regarding the signal 
in Fiber and Coax, this is still a repositioning happening above this layer and not a complete 
transformation of the business. Comparison concerning the digital journey can according to HM 
be compared to financial services and banks. Their core product is still the same as before which is 
banking services, but the service is provided in a complete overhaul and presented with a new 
association such as swish for example. The ST is in fore repositioning but not a complete overhaul 
driven by technological development.  

5.3 Cross Sectional Sales  

Due the conditions in the broadband telecom market that can, according to SMs, be seen as 
delivery of a commodity. A critical ability frequently mentioned in this report is being dynamic. 
Being dynamic in the concept of not only delivering broadband but to make usage of the strength 
of having the ability to offer customers bundling of other products, these products are up to every 
SMT to decide what is appropriate for their client base. Some players in the STM are creating this 
ability when initiating collaborations in their offering regarding online platforms for SMB for 
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example. Company X being a large corporation having acquired competitors in the market 
possessing the ability offering customers a large variety of streaming products and cloud-based 
services.  

“being able to bundle product offerings and to personalize offering across traditional borders will be what gives us 
competitive advantage against smaller players in the market” – Sales Manager 

Something that is increasingly important to take into consideration in the future of telecom. If 
Company X can use this to their advantage and at the same time offer the same variety SM mean 
they can fill a gap in the STM strengthening their position for the future. A post as the Digital 
Service provider of something more than just broadband.  

This is furthermore a significant organizational challenge in need of a homogenous CRM system 
easy for sales staff to implement. A challenge face by many STM today is providing free offerings 
towards their B2B customers in a clear constructed manner but still being able to bundling 
products. A change that is relevant for sales staff when implementing a sales strategy for the future. 
According to SMs and consultant experts, this is a question of operational excellence and 
something with long lead time in implementation. Therefore, positioning is again of utmost 
importance stating a clear purpose towards the customer in the new STM. Company X is trying to 
implement their infrastructural solutions in as many housing associations as possible which are 
fiber to the door. This solution is slowly applied in the private residential market. Housing market 
customers are according to SM less price sensitive, heavily focused on long-term solutions and 
have a higher usage of data due to multiple screens for example. This is something trying to be 
introduced to housing association customers as well.  

Cross-regional sales are according to HSM an important part of positioning in the future of 
digitalized telecom. The player in STM being able in a clear and precise manner to perform their 
cross-regional sales will not only strengthen sales figures but also enhance the positioning of the 
company as a provider of full-service packages when it comes to digital services in the home. As 
mentioned in the beginning Company X and one other player in the STM can offer both mobile 
and fixed services to a home. Something that will strengthen their positioning and help them into 
the new digital era of SMT according to HSM. Smaller players stealing ground in the world of 
broadband who aren’t able to include any mobile offers in their offers can suffer in this aspect.  

“It as currently a race in changing and restructuring inside processes in order to capitalize on the in house capabilities 
we possess. Something I believe will be one of our main advantages especially in the increasing digital development we 
se in our customer’s home and business. We have to provide a full service regarding broadband and telephones but 
also through extension of services” – Higher Sales Manager 

Historically STM has been all about connectivity and market share regarding both mobile and 
regular services according to many of the interviewees. Furthermore, connectivity equals market 
share. This is according to Dan technical perspective of acquiring any customer, both B2B, and 
B2C. Today, however, due to saturation in the market customer satisfaction, ability to bundle, 
perform cross-regional sales and to be dynamic in satisfying the digital needs which are in their 
grasp towards B2B clients.  

 

5.4 Creating Digital Customer Decision Journey 

HSM Stresses the importance of creating a more digital Customer Communication regarding the 
digital aid is something supporting sales staff but not transforming the personal relationship 
towards the client. The important part of creating an increased digital communication to help sales 
staff is something that should be in line with the digital positioning ST are trying initiate.  Digital 
communication with radical transparency is out of most importance in both relational and value 
based selling. The hard part is realizing how and what within the customer communication to 
digitalize without jeopardizing the personal relationship within B2B sales. This was before more 
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important in the B2C are but being able to be digital in communication within the B2B are is 
growing of importance according to CMO.  

5.4.1 Strategic Positioning 

Capitalizing on the business from both mobile and the fixed services is according to HSM crucial. 
For sales staff being able to take full advantage of cross-sectional selling but also regarding 
positioning and taking advantage of the potential in delivering bundled products to customers. 
Furthermore, strengthening positioning towards competitors not able to offer the same full-service 
packages. One example HSM brought up is the number of screens increasing in the average 
household. Telecom capitalizing on devices requiring SIM cards of some sort will be able to offer 
bundled products where customers can order everything from Broadband, Digital TV, Electronics 
and related SIM cards as an example.  

Creating stronger relationships with B2B clients in the form of housing societies with extra services 
such as booking of laundry facilities is something SMT believe in. However, it has been up for 
discussion a long time and hasn’t reached its full potential. Can be significant finding partners 
delivering these services. The importance of this is according to Johan showing in a clear statement 
towards customers that the ST are providing these services as a collaboration with external 
partners, but they are the one's packaging. However, at the moment, these are not the most 
important features but instead the communication of core business as multi-screen solutions that 
will strengthen the position within the core business when delivering Broadband & Digital TV.  

Three main points are highlighted by HSM as the key to success in future digital STM. These are  

 Positioning as the best whole package delivery of Broadband & TV 

 Take Advantage of mobile and cross sectional selling in order to strengthen the positioning 

of the company toward competition.  

 Owning both solid and mobile services 

This comes back to the role of sales staff; they need to be able to use these positioning advantages 
to take control of the digital shift in STM.  

HSM is stressing the ability to face the change coming in telecom. The journey of laying 
infrastructural ground is still necessary and act as a key player in positioning the ST. However, the 
new route of telecom lies within being able to take control of additional services new external 
partners and so to speak moving from the old Telekom to the new Telekom.  

The danger with SMT is easiness to rent space on fiber from the city net and keep costs down 
eventually eating up revenues for the big companies. This needs to fight off with the power of 
bundling, offering special services, etc. characteristics only the larger corporation can make. 
Dangers of competition from a macro perspective 

In the transition SMT is at the moment, there’s still high competitiveness and high pressure on 
prices forcing them flat. In a digital transformation as such, there is a danger in some companies 
not being able to handle the economical aspect of such a change and starts to involve players 
outside of the Telekom-World to manage the change. Additionally, if doing so for SMT, there’s 
keen when Telecoms are becoming more digital, and their role can be interpreted as vaguer. With 
this HSM meaning companies such as Google and Apple are already selling phones etc., they have 
powerful channels and if they are to enter telecommunications market the market conditions can 
quickly change.   

Another Example given by HSM is an apple, for example, offering similar values towards 
customers regarding smartphones. SMT are offering these as a service but the contracts and 
bundling products being the real source of connection. Companies like Apple started as the 
hardware company but are not earning more and more on products not related to their core 
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business, applications, mobile games Itunes music, etc. The connection might be far off but the 
industries are touching each other and incentives for companies like Google or Apple moving into 
the world of Telekom can be questionable.  

To face this, HSM bringing up the importance of being innovative, dynamic and brave enough to 
explore new challenges and roads for Telekom. To survive change, SMT needs to be part of the 
change. Being innovative can be the factor for ST to handle the blurriness of digitalization and the 
doors that are opening towards competition outside the world of telecom. The creative incentives 
need to be from highest executives to gain ground and will be a driver if the inhibitor if more 
senior management does not hold it back. Sanction investments towards innovation outside 
traditional business is of greatest importance.  

5.5 Capitalizing on Internal Sales Data  

5.5.1 Internal Digital Silos  

Implementing internal CRM systems have not affected sales as much as it could have done due to 
implementation that started inside from the organization and not from a sales representative 
perspective. When implementing new CRM software, it is important where the company consider 
having their starting point CMO. According to HSM, sales efficiency could have been differently 
affected if implementation were conducted with another entry point. When introducing Salesforce, 
the adoption process was more guided towards alignment with the old systems for smooth 
transition. Old legacy systems and other more practical business systems were the ones were 
guiding the design of CRM implementation, the question is how efficient this type of approach is 
being raised during the interview. HSM started his career in another company where the same 
CRM implementation began with the everyday tasks for sales force instead and is certain the 
effects would have been better for sales with them as the entry point. The big difference was how 
communications between sales staff changed. Efficiency improved due to the increase in 
communication between sales staff as a result of an implementation of the digital platform, in this 
case, CRM, this type of communication should be implemented not only in-house but also towards 
customers. According to ESM, there are different reasons companies install CRM or cloud based 
CRM. Traditionally the main reason is to monitor sales data and to enhance sales performance. 
However, how much a complicated CRM system contributes to sales performance is a well 
disputed, both in real life and in theory. This is one of the reasons cloud-based CRM system that 
are easier to use are gaining ground in several industries not only Telekom according to most 
interviewees.  

The more complex CRM systems are often purchased with an existing ERP system and can help 
sales staff in everything from contact management to providing prices logistics. The reason the 
Cloud based systems are gaining ground as mentioned above is because of the nonuser friendliness 
existing in the more complicated but more powerful CRMs connected to earlier implemented ERP 
systems. He gives the example from the well-known ERP system called SAP, where the cloud-
based CRM, was developed outside of the classical ERP development department to increase in 
user friendliness. Furthermore, when designing cloud based system which are more user friendly it 
is easier for the other departments such as marketing and service how ultimately will have to 
handle the system as well ESM.   

When implementing any cloud-based CRM ESM stresses the fact how important is it not to trying 
to change the system but instead to adopt. The systems aren’t designed to match old underlying 
CRM systems but are intended to initiate fresh ways of conducting and manage customer relations. 
Therefore, it is important to convince sales staff in the functionality of the new system. The 
difference between CRM and ERP is that the implementation of CRM is not as crucial as an ERP 
for example, the lack of understanding regarding importance can jeopardize the implementation 
and adoption process. If staff were to handle an invoice in ERP, incorrectly there will be no money 
for the company. Therefore, it is necessary to do it right. CRM on the other side, implementation 
and usage are more up to each sales staff which is why the implementation can take longer and the 
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process is viewed as less important. This is a serious problem for a company trying to become 
increasingly digital. According to AM, some of the sales staff are reluctant to becoming 
increasingly digital in their usage of internal CRM, other parts of sales staff are more open towards 
the transition mainly due to the reasons mentioned above. 

According to HSM, there’s no difference in performance or effectivity comparing sales staff that 
have high or low usage of internal CRM. However, according to ESM if an analysis were to be 
made he argues that a god sales representative knows how to nurture their relationship with their 
customers and understand the value of the relationship. Furthermore, he realizes the importance in 
his certain way to handle the clients and his internal processes. Therefore, he will do everything in 
his power to stay away from increasing digital proximity within the relationship towards customers. 
A concept that raises questions about how digital environment affects the relationships and act as 
an inhibitor in handling internal customer data.  

“Sales staff, especially B2B will be hard to adopt to sharing their customers so to speak, this can be an inhibitor of 
digital incentives in any company” – External Consultant Sales Manager 

5.5.2 How to deliver new VPs   

Today's problem with the brand recognition is people’s prerequisites regarding any brand in need 
of going through a transition, either in moving into a new market positioning or recon structure 
the brand in terms VP.  

This is why the VPs are of high value to a company, and they have to be easy for the customers to 
understand. For client to easy understand the VPs there have to be a real product behind it, the 
customers will have to feel the great need for this product and the company can differentiate on 
that VP towards competitive players in the market. Typical for the telecom companies are to 
deliver these VPs through their front end system. ST have to make a significant physical and digital 
transformation regarding their how to repremiumize themselves regarding their VPs towards their 
customers.  

“our front end system is not aligned with the back end system in order to rebrand and create the value extensions we 
want to deliver. The front end is increasingly important because that is our channel of communication to the 
customer” - CMO 

Today Company X is offering their customers VPs mainly concentrated towards working as a 
provider of connectivity, additionally infrastructure in Broadband, Fiber and Coax. Furthermore, 
acting as a provider of mobile services, technical equipment, and Digital Entertainment. The new 
position ST wants to take is the position of a complete digital service provider. Examples include 
for example SMB collaborations like providing a platform where customers can purchase all the 
digital services needed for their company such additional space in the cloud, cloud services, 
streaming services, etc. Home solutions include building a network around connectivity. In B2C in 
the form of acting as digital service provider expanding connectivity and making DES’s to 
strengthen position and sales.  

5.5.3 The Sales pitch to the Digital Consumer 

The sales pitch will go from offering only a subscription-based delivery including Broadband & 
Digital TV. The pitch will now include a package of subscription of earlier connectivity offer and 
some digital services. Initially, the digital services will be limited, but the plan is to expand further 
and further. This is in line with the increased digital consumers B2C and will in an extension work 
for B2B customers as well.  

“Extending the sales staff toolbox with additional service is the future of telecom. We have to move away from only 
providing connectivity as commodity” – CMO  



 

54 
 

5.5.4 Positioning and VP 

To be able taking this position a shear dynamic internal organizational restructuring is in its place. 
The biggest problem for Company X today is the internal IT structure that enables the ST to 
launch a new configuration or product within 6-9 months which is far too long to cope with the 
dynamic demands of future STM. The problem for Company X lies in a total internal 
infrastructure, and the ability to incorporate new solutions and new products which evidentially are 
going to end up in a consumer’s platform HEM.  

Company X are typically following the 3 VPs from LBS. 3 VPs includes  

 Who to target, Value Group 

 VP – Direct value to customer 

 Value Delivery – How to Deliver Value to customer 

VPs are supposed to shine through every action and initiative Company X initiate and, therefore, it 
is important according to CMO the organization is 100% sure they will be able to deliver an all 
three values towards any customer.  

Key insights in who you’re targeting, their VPs and how to deliver is something going through the 
entire organization. If small changes are to be done, the changes have to be done in the entire 
internal IT Structure to be dynamic enough  

Examples, according to CMO, extensions VP are for example in Company X  

 Digital Family  

 Digital Business  

 Safe internet 

These can be altered any way to fit the company brand image.  

Internal IT architecture supporting VP 

So how do you construct a package or product that you can actually pitch to that specific customer 
in any given specific situation in real time. This is where the ST are going from delivering more 
than just broadband and Digital TV. They’re delivering something more and different and it is very 
important to make the customer understand quickly what is offered. In Company X they call it a 
digital transformation of channels. The existing IT structure with change initiatives is shown in 
Figure (16).  
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Figure 17. Describing internal existing IT Structure for Telco’s. 

In today's system to fully launch any new digital product or digital initiative to an existing interface, 
the time frame is 6-9 months. The reason being development, full-scale introduction to both back 
end and front end. Furthermore, final testing on potential clients before launching the real 
product. This is according to CMO in Company X too much time for a product to be released. 
This is not a scalable model fit to adopt the dynamic market of tomorrow's ST. The time frame 
needed for a digital ST is 1-4 weeks before a product or initiative go to market. The IT 
infrastructure today require full system integration for any innovation before it can be tested means 
high costs without knowing the scale of success. The internal IT structure has to support certain 
product with lesser costs if Company X is to survive in the fast passed digital era. Furthermore, the 
IT structure is not compatible with the digital service provider position that requires scalability a 
dynamic testability.  

The toughest issue according to CMO the gap between front end and back end in IT architecture 
created by different BSS. The reason will be shown in next figure, the traditional IT structure if 
Silos which exists in old ST’s. Most telecom providers far ahead with digital initiatives have 
bypassed the old TI architectures with silos and initiated one common BSS for all different 
departments that are Telecom. It creates not only efficiency and a no border solution in IT 
architecture but also enables an end user to experience real-time applications and services. All 
interfaces need to be connected to the same BSS to reach the dynamic abilities expected in future 
digital telecom. The obstacle is shown in Figure 17 different BSS for mobile, commercial and 
B2B.  
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Figure 18. Illustration of old silo-based IT and New IT architecture. 

Networks are the core business of Telco’s still. This stalls the primary service and will not change. 
Repositioning the brand is not the biggest challenge, it is something created as liberal values and 
can be done with external partners such as communication bureaus for example. The real problem 
as indicated in the Figure 17 is how to connect the front end with the back end. The operation is 
crucial to decrease the time for products to market and the key in erasing the earlier silo approach 
of working into one single bit regarding the entire company. This is where the BSS system comes 
in which are a critical success to digitalize Telco.  Today Company X have different BSS due to 
new upgrades and the costs associated with terminating old business practices which is surprisingly 
high according to HM. 

of changing brand-portfolio in large telecom.  

An example can be made regarding the difference between companies that are entirely digital as 
Google and Amazon for example. All actions customers can make are presented on one screen 
throughout different devices. This is the typical trademark of a complete digital player. Internal 
services and SS also will only have to look at on the same screen connected to an entire BSS. This 
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is an es

 

Figure 19. four steps of internal digital change strategy. 

sential feature in any dynamic digital company especially important when handling real-time 
services. Take Netflix as an example providing a platform you can enter from any device. You 
control your subscriptions, service request, etc. This is all thanks to one single BSS, one interface 
that are used to access the BSS, internal and external.    

Telecoms are still selling high access to networks that are provided by city systems that aren't likely 
to change. This is their core business, however, to prevent the company to become commoditized 
the strategic positioning of Telco’s as service providers are necessary. Mainly to stay active against 
small competitors in the market having the opportunity taking advantage of their lesser costs.    

Internet services need to act in real time or, at least, give the impression of working real time. 
Today's customers are according to HM demanding problems to be solved right away and being 
able to upgrade or change services in real time. This is only plausible with single BSS according to 
HM.  

Cross-sectional sales are also dependent on the one BSS. For sales staff and customers to buy 
bundled products and to design their products following their values, ST needs to be able 
providing the service to stay ahead competitors, furthermore to deliver on customer VPs regarding 
a new digital service provider. The single business unit should be able to connect to company API, 
exported to costumers to be tried out. The product will later be evaluated and improved before it 
is introduced towards the customer. Instead of a time span of 6-9 months instead, HM points out 
it will be a matter of weeks. Furthermore, being dynamic enough regarding the new positioning of 
ST and being able to deliver on the new VPs.  

When creating VPs, you need to understand the customer’s consumer patterns. This is crucial 
when designing new technological interfaces towards different customer clientele. The one screen 
solution should be versatile enough to answer to the needs of B2B, the needs of B2C, etc. This 
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change is not able to be conducted with the silos, old legacy systems and different and different 
BSS.  

Another though brought up by HM is that today the ST are selling complexity regarding various 
fiber solutions, network solutions, etc. This VP needs to be delivered in a different package. 
Instead, it should be obvious what they are selling, and the customers should be able to understand 
it right away. This is due to the new type of information society we are living in according to HM. 
People are now used to google all their information and therefore according to his experience have 
developed a need for being able to understand most of the products their purchasing. However, 
the simplification and explanation of products only need to be enough for them to understand, not 
necessarily to technical. In B2B, this is extra important because as HM sad “we are selling 
complexity especially in the B2B business”.   

The one screen solution is supposed to create simplicity within the interface both for consumers 
but also internally for Company X. If implementing the so-called one screen solution meaning all 
people interacting with the BSS will looking at the same screen. No more silos that will make 
communication and user-friendly-ness significantly higher. HM mentioning the reason for working 
in silos is mainly due to not showing the customer the internal structure of the sales process; the 
reason different interfaces are kept. However, the customer usually doesn't care as long as they 
can’t use other people’s accounts and prices.  

Let’s make an example regarding service problem how easy it is to help the customers with the one 
screen solution. If B2B SS handles customer service problem, they can pass the problem on but 
still monitor through the one interface how the errand is taken care of. If not, they can be given 
the warning to follow up on the issue but they can see right away in the same screen so to speak as 
the customer how the problem is being handled. Real-time. This is the only way actually to become 
more efficient in service and being dynamic enough regarding the future. All transactions, 
problems, and communications are supposed to go through this screen. Everything should be 
possible to do online, and no need for customer service calls for example or contacting sales staff 
regarding tasks they are not supposed to manage.  

When designing the one screen solution Company X starts with the future customer experience 
and goes backward from there. Creating the future state that the client wants to be in. So front end 
is designed after experience customer preferences to understand how the back end is supposed to 
be working.  

“if we are to provide solutions to the current digital customer we have to be sure we create a digital environment 
designed according to their needs” - CMO 

Explaining the different steps in the procedure of the transformation needed regarding how to 
positioning the future Telco as a digital service provider.  

A common mistake according to HM is many companies start to define new VPs but aren’t 
realizing the transformation needed to be in place regarding the front end and the back end. Then 
the new solution only acts as a layer on top of the old bad system and with processes extremely 
time consuming. To reach improvement a full-scale refurbishing in processes and IT architecture is 
necessary to be fully able to deliver on such VPs.   

Regarding change management, it’s important according to HM starting making people ready for 
the change but not to do it all at once. There has to be a transformation roadmap that consists 
different digital initiatives to be addressed at certain times with certain actions to fully capitalize on 
the digital initiatives.  

The main characteristic of the ST and Telecoms in general according to HM is the inability to be 
innovative and change. It has always been a business profiting on selling expensive infrastructure 
over and over again. A very incremental way of doing business with little change and only smaller 
changes in marketing and products offerings. However, one of the big challenges, whenever a 
company is going through a transition, is getting the customers generating the most significant 
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profit to accept the change. These are typically the oldest products and the ones toughest to get 
through any digitalization of scale. From the transition and digitalization perspective these 
products should be cleaned out but at the same time, they are generating high profits.  

Second end thing brought up by HM is the inability to be dynamic regarding old add-ons in their 
system. They are not only being slow due to old systems but also due to the complexity of the 
design of these old regimes. To change anything, there must be an understanding of exactly all the 
old business rules for the new ones not stepping on any toes so to speak. A process being very 
expensive and challenging.  

5.6 B2B2C 

A typical relationship in the ST market providing broadband and connectivity is the B2B2C 
relationship existing and how to create value through digital channels speaking to all parties. 
According to AM, the complex relationship in housing association, for example, have always been 
the same but not capitalized on by ST. In a housing association, SS addresses a board responsible 
for the entire building, and they are to decide what content and necessary opportunities will be 
offered. This whole process is according to most SS not digital enough which doesn’t strengthen 
the communication or connection the Company X. There’s no information exchange except the 
verbal information delivered by sales staff in person and paper contracts without e-signature is still 
applied. Sales staff, therefore, feel they have problems communicating and controlling the housing 
associations decision regarding broadband and digital TV. According to ESM, there should be a 
better way communicating in the B2B2C relationships which differentiate Company X towards 
competitors. Furthermore, service will be easier to apply if the relationship is built out a digital 
platform.  

Another relationship also to be considered as B2B2C is with the public housing association and 
with project managers regarding building projects. Company X firstly delivers, same as the private 
housing association, infrastructural solutions regarding broadband and TV. They also supply the 
end consumer with digital TV and Broadband offering.  According to AM the relationships are to 
static and old fashioned.  

5.7 Creating DESs in the context of telecom 

Digital Ecosystems (DES) is to be concerned in STM according to all interviewees addressed 
outside Company X. According to HSM, DES plays a crucial part in the future positioning of ST. 
Some reasons are mentioned; one is the tradition and reputation of forceful salesforces. ST have a 
reputation of prioritizing sales figures over customer relations. However, this is according to 
interviewees more present in B2C compared to B2B. Since customer ties in Company X can be 
viewed as B2B2C is it still necessary to address according to interviewees. The market positioning 
opening up for ST a digital service provider in an increased digital environment is a role associated 
with an increased amount of responsibility. This opportunity of offering examples such as project 
transparency regarding digital communities towards developer B2B customers, internet security, or 
any of the examples mentioned in literature review is correctly aligned with reshaping the customer 
values and reshaping the image and trust of ST.  

“Telecom operators have always been associated with only caring about sales figures and not the customer 
relationship, they need to address both their service towards customer but also create more trust. Through cloud 
services they can offer business packages and internet security for example. Even though they wouldn’t have high 
margins on such incentives it surely would be a powerful sales and marketing strategy” – External Consultant 
Sales Manager 

According to ESM creating a trust must be done with the professional building of Digital 
EcoSystems, reshaping the VPs into a wider offering regarding satisfying customer requirements. 
This is according to Dan one of the great challenges, turning people’s perception of ST to fully 
integrate a new increased digital communication with their B2B2C customers. Furthermore, the 
boundaries in the digital world are becoming increasingly unclear, if ST is to create DES and fully 
capitalize on the situation they should be setting the ground before more dynamic and powerful 
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companies decide to act. For example, companies like Facebook, Google, and Apple is working on 
extending their brand portfolios according to ESM. Additionally, he wondered about development 
if a company of such caliber acquired a telecom player and what are the effects would be. The 
example of Google and Apple comes up due to their brand portfolio containing same products 
offered by Telecom. Looking at the Swedish market this might not be a problem in near future, 
however, what consequences will be created due to the joint movement of future digital business is 
an interesting thought, this is what is so called over the top services. Over the top services is what 
happens according to ESM ST only becomes data trafficker and external companies create digital 
opportunities towards customers. Something that can be dangerous when analyzing the long-term 
future of ST. An example is made, Google offering cloud-based services, same as Telecoms in 
their new positioning package. Instead of not creating extended VPs initiating DES with Google as 
SingTel has done can be a smart move. However, according to ESM not doing anything is what 
can be dangerous. The example becomes, even more, important when looking at the case of 
Facebook investing in drones providing network connectivity in remote areas. Furthermore, what 
happens when the infrastructure becomes less necessary, and connectivity can be provided by a 
larger range of companies. Today the techniques of solar-powered drones, for example, isn’t 
powerful enough to provide connectivity in large areas, however, what will happen when they are.  
The result is the new society of connectivity according to ESM we will look back at this as the era 
of DES according to him. DESs are already present in other business, examples such as Korne 
elevators or Caterpillar. Caterpillar creates DESs through IOT connecting their diggers to the 
cloud measuring soil data and providing a farmer with new cloud services for example. Delivering 
and reshaping VPs through diversification with the help of DESs creating a range of services 
around the original product Example with caterpillar creating extracurricular services around the 
base product with an existing interface aligned with the digital simplicity offered by cloud services.   

“If telecom operators don’t take the change of rebranding themselves and extending their business 
practices outside their traditional borders the will stay in the business of providing a commodity, 
something they need to avoid if to keep a stable market position in the future” – Dan Bjurman 
External Sales Manager.  

Another observation made by ESM is the lack of application distributed through the ST. When 
they deliver a phone, they could have the right of building their DES through providing 
applications already installed on the phone for example. How come the ST haven’t capitalized on 
these opportunities is to him unexplainable. 

According to ESM, it could be significant for ST to provide content through the phone to 
strengthen the DESs. However, if this isn’t done the only thing separating ST will be price and the 
next step is broadband as a commodity. Something that is hard to avoid but increases again the 
importance of the softer values such as expanded VPs etc. Furthermore, a critical move to 
strengthen the position of content provider would be to bundle applications, in the same way, 
google does. Start copying Google and do so quick. Example buying phones with applications 
bundled already or, at least, give the opportunity to custom design the applications within phones 
and tablets.  

“for me it’s hard to understand the telecom operators haven’t started to build these kind of DESs already initiating 
collaborations with external providers strengthening their brand” – External  Sales Consultant Manager 

5.8 Technical Opportunities 

5.8.1 SDN/NFV 

As long as digital entertainment isn’t limited by bandwidth coax will still be a part of the ST. 
However, there are alternatives in technology regarding regulating bandwidth to when it’s needed. 
Software Defined Network and Network Function Virtualization is mentioned by AM as a 
technology not fully implemented and capitalized on yet and something KAM finds absorbing. If 
applying the software which helps regulate bandwidth due to software coming in through the 
cloud helping physical parts in local networks to handle traffic the bandwidth can be controlled. 
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This can according to KAM be extra interesting in stealing customers from competitors building 
their main business deal on Coax. This way Bandwidth in a housing association can be delivered to 
the places it is needed when it is needed. SF mentioned SDN and NFV as techniques that actually 
will have the greater effect if applied on more major local areas. However, the technology is still 
untested in Company X.   

5.9 Conclusion Chapter 5 
 
The main conclusion regarding chapter 5 is that the world of telecom is in a big transition. The 
interview objects with the longest timeline in their mindset are higher management and external 
interview objects. This is no coincident due to the fact sales staff have their quarterly reports as the 
main target, compared to more senior management with a different timeline. The empirical parts 
of this thesis are quite substantial due to the fact of different interview objects came from different 
positions within the company. The researcher chose this method in order to get interesting 
approaches and point of views to the same kind of problems. However, this in combination with 
semi-structured interviews results in a lot of data. Therefore, to get a practical overview the main 
points and issues as a result of meetings will be displayed in Figure 20.  Additionally, a few main 
critical points were detected during the empirical parts. According to higher management and 
external interview objects, the future of telecom doesn’t lie within choosing an ambitious sales 
strategy. Nurturing the mutual selling relationships that exist but put increasingly more effort into 
presenting a new image of telecom companies. An image of a responsible and professional 
company making everything they can to satisfy customers. Therefore, Sales strategy is ranked 
secondary compared to softer values such as an extension of VPs and to create a professional 
digital environment in which to communicate with the customers both B2B and B2C. Architecture 
 
 

 
Figure 20. Conclusion empirical parts Internal/External, result of interviews.  

Surrounding the different interview objects are the main points of interest to be further discussed 
in Analysis & Discussion. The figure explains what main points and conclusions made depending 
on what level the interview object where. The lighter grey boxes explain the conclusions close to 
the manager level to get an overview of the conclusions from each level of the company.  
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6 Analysis & Discussion  

In this chapter studies are made on Telecommunication companies who have initiated their digital journey before the 
STM. The effects of their digitalisation in relations to sales processes will be discussed.  

6.1 Outline of Chapter 6 

Chapter 6 will discuss the main parameters in succeeding with digital implementation in customer 
sales and customer interaction. Literature review is to be discussed together with empirical findings 
evaluating how ST are handling the digital transformation.  

The problem standing as ground for the thesis and the discussion in chapter 6 is the gaps arising in 
as an effect of digital incentives and global forces making telecom companies changing and 
reevaluating their brand image.  

The main purpose of the thesis was to investigate how digital strategy and sales strategy are 
implemented in a specific market undergoing major digital restructuring. Furthermore, understand 
how traditional sales strategy can be aligned with new specific digital incentives and how a digital 
business strategy ultimately will change the company for better.  

The purpose is also to understand how digital strategy and classic relational sales strategy can be 
improved and adapted after new core IT-Strategy.   

Furthermore, assess and evaluate the different driver and inhibitors in the market and ultimately 
present explicit managerial activities in order to face the digital future in ST. However, in order to 
do so the empirical parts need to be consolidated with the literature review and discussed. Chapter 
will serve as basis for such discussion in order to finally present the conclusions if the thesis I 
chapter 7.  

 

6.2 Sales Strategy Telecom  

According to Sales Force most guidelines regarding relational selling pointed out by (Roth, 1992) 
are mere base instructions in how to act and something which develops during many years of 
experience. What literature doesn’t point out is how differently the relationship strategies change 
depending which situation is investigated. Sales Force handles complex relationships especially 
with housing associations where the B22 customers are B2C creating a B2B2C relationship. 
Developers are highly price orientated and only interested in base levels of entertainment. 
However, something pointed out by ESM and Sales Staff was the best way to handle and have 
successful sales in each relationship is always to understand and sympathize with customer’s 
situation. Furthermore, technical experience and an advising role is still out of high importance in 
the B2B relationship. Telecom operators have been selling complexity as part of their VP. In B2C 
transparency might increase however, in B2B, customers are still highly reliant on the expertise of 
Sales Force. Due to these reasons the relationship parts of selling approach need to be a part of 
sales when it comes to initial sales. However, when infrastructural parts and the complex part of 
sales deal is in place Sales Force doesn’t see any implications with part of sales strategy becoming 
increasingly digital, additional sales towards B2C customers can be increasingly digital. In fact, 
most communication after initial sales should be handled digital according to Sales staff. 
Communication after initial sales is most commonly regarding service and will therefore, decrease 
vale added time regarding new prospects and sales. The conclusion being decreased value added 
time regarding follow up service through digital communication in real time and not to escape the 
benefits created in relationships selling and in early stages of sales. However, digital interaction as a 
helping medium seem to have positive response.  

6.3 Big Data 

According to (LOHR, 2012) understanding the power on how to capitalize on big data is essential 
for tomorrow companies. Looking at telecom in possession of their customer’s data consumptions 
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for example. Being able to deliver extra high connectivity to different individuals at certain times or 
at least giving the customers opportunities to change their up/down broadband speed at various 
times is the type of personalization which is important according to (Bjurman, 2015). Furthermore, 
looking (Anand, Beghona, & Guiliano , 2015) who argues that robust customer analytics, within 
boundaries of privacy laws, will allow not only sales but also marketing and other customer facing 
activities to be more precise in their execution. Today according to SS a lot of decisions and sales 
efforts are made on guess-work such as cold calling. According to (Anand, Beghona, & Guiliano , 
2015) an Asian Telecom provides a cloud service analyzing point of sales towards a retail customer. 
With help of the tool the retail customer’s sales results in increased efficiency. Additionally, 
resulting in customer satisfaction and increased market share for the Telecom due to creating a 
platform where customer could get cloud access and access to analytic tools. A form of new value 
based selling created by the help of digital platforms and DES.  

When investigating how other industries capitalize on big data they are getting increasingly analytic 
in their approach towards customers. For example, Walmart analyses everything from economic 
factors, demographic data, sales data in order in order to increase their sales. This way they can 
somewhat predict customer behavior and present increasingly efficient offers regarding on to who 
when and why. (LOHR, 2012) Wal-Mart uses this type of analysis towards B2C. However, for a ST 
being able to analyze customer patterns in housing associations and deliver ready packages 
regarding B2C customers to B2B customer in a B2B2C relationship can be efficient. Fully 
capitalizing on big data is about predicting the future with the help of both historical data and to 
perform cross sectional analysis with other types of databases containing external data. When this 
is understood and presented to sales staff in a clear and explicit manner then they can fully 
enhance the performance of sales. However, discussing internal CRM systems with both SF and 
external sources the analysis is still too complex and falls under IT departments who have 
problems communicating data to SF.  

One reason ST haven’t capitalized on Big Data is according to (Grijpink, Hansen, & Spittaels, 
McKinsey & Co , 2014) the lack of trust towards ST’s, something (Jaegerborn, 2015) agrees with. 
Looking at other markets at other markets such as Google, Facebook or any other digital 
companies the public tends to be more suspicious towards, according to survey, telecom operators. 
This is one main reason internal big data haven’t been capitalized on regarding ST. However, both 
(Jaegerborn, 2015) & (Grijpink, Hansen, & Spittaels, McKinsey & Co , 2014) suggests there are 
opportunities to capitalize on.  

6.4 Internal IT Structure 

According to HM at Company X Internal IT Architecture is supposed to support a fast, scalable, 
dynamic, cross-sectional, Big Data Analysis adapted, simple interface structure and to support 
short go to market initiatives. ST internal IT structures have been built under decades piling up of 
layers of solutions digital solutions. The cost associated with implementing new IT architecture and 
adapt it to old legacy systems is smaller compared to always reshape the IT architecture according 
to HM. Due to this reason ST have now reached a tipping point where old IT Architecture no 
longer support digital initiatives on the market. Therefore, a major restructuring process is 
undertaken in ST. looking at the presented by (Bharadwaj, El Sawy, Pavlou, & Venkatraman, 2013) 
in literature review key questions are presented in how to address Digital Business Strategy. IT 
strategy and Business strategy are definitely moving towards each other in ST. The value creation 
and VPs are becoming the guiding sources of how to design internal IT – Architecture in a more 
dominant way compared to earlier initiatives. Most important with the Internal IT Architecture is 
to be able to fully capitalize on the position as digital service provider towards customers. Example 
being ST move in to the world as digital service provider in order to establish a personal and 
trusting relationship not earlier existed in Telecom (Baculard, Blum, & Ebong, 2015).  The 
examples can be to offer broadband packages with any type of technical solutions to a family, a 
business or a housing association. The important factor is to actually create something which is 
valuable to each and every individual. This is how trust and relations are nurtured in a digital 
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environment. Furthermore, in order to decrease service matters and to personalize the service 
department the internal IT Architecture have to support same initiative. When a member of 
housing association, an owner of a business or the responsible family mum need digital help with 
common day practices the playfield is open for ST to move in their as Digital Service Provider as 
long as simple interface and back office solution will aloe them to.  

6.5 Digital Communication Channels 

In order to transform a company within the STM an important part is changing the 
communication channels and be innovative using new digital channels (Berman, 2012). Some 
Traditional and analog parts of telecom regarding communication towards customers investigated 
in this report must take the step from using verbal communication as main channel and redirect 
customers towards digital platforms ESM. During empirical parts service matters ending up in the 
hand of sales staff was discussed.  Account Managers handling service matter is directly inefficient 
and will affect sales efficiency. It can be seen as a direct consequence of not presenting new ways 
of communications to customers. Google is an example of a company without a legacy in how to 
act when faced with complications regarding service. There’s no phone number or verbal 
communication channel to approach as a customer. The reason is simple, according to ESM this is 
a company born during the age after verbal communication as main communication channel. 
Therefore, customers will approach alternative ways in handling service matters. This is one of the 
reasons Google can work proactive with their products and presenting solutions towards 
customers instead of investing in solving problems. Innovation is regarded as more important 
compared to putting out fires, something speaking for the entire generation of digitalization. 
Telecom companies have a legacy of verbal communication where the efficiency can be 
questioned.  

6.6 Digital Transformation & VP 

6.6.1 Digital VP & How it is connected to Sales Strategy 

When VP in a new digital age is discussed it is important to understand how clear the VP needs to 
be towards customers. Each and every service or product must clearly give the customer explicit 
value, especially if new VP are aligned with new business strategy and positioning (Nylèn & 
Holmström, 2015). However, as many more product-orientated markets either change their VP 
completely, service industries often extends and reshape the VP (Hirt & Wilmott, 2014). 
Furthermore, according to (Payne & Frow, 2014) the VP should be acting as a guideline when 
designing entire business strategy and to be aligned with the new positioning a company is 
undertaking.  

HSM at Company X are using their VPs as key when redesigning their internal business structure. 
The old structure serving as a silo-based company where different departments and acquisitions 
serves within different old legacy systems the 3 key VP serves as basis for the one screen solution. 
If Company X are to be successful with the transition towards positioning as a digital service 
provider the one screen solution developed out of the VPs is key to success according to HSM. 
This setup will allow the VP to guide the entire business strategy where digital communication 
through personalized platforms act as a base in the positioning for Telekom.  

If succeeded with such initiative the extension of VP towards customers will be a combination of a 
digital service provider managing a digital lifestyle both in private homes but also towards B2B 
customers and as an extension in B2B2C. According to (Baculard, Blum, & Ebong, 2015) this 
initiative is driven by customers increasingly digital lifestyle and needs. In able to redefine and 
repositioning sales strategy after future customer digital needs VP is in need of extension. 
Additionally, and equally important it is driven by technology allowing ST’s to deliver higher 
quality services towards customers. According to HM in Company X in order to succeed on such 
basis the company must be set to handle such challenges with, as mentioned earlier, proper internal 
IT-Architecture allowing short go to market, cross sectional services and a one screen solution 
providing successful digital experiences to consumer in B2B2C relations. However, they stress 
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same facts as literature review suggest, if appropriate digital initiatives extending the VP is 
questionable. Having a clear position in the digital era is extremely important especially in service 
markets according to HM. The VP and Brand Repositioning must be crystal clear towards 
customers moving in to new digital era in order to build a digital sales strategy.  

The Digitally enabled lifestyle will increase the usage of both bandwidth and products putting 
Telco’s in the driver seat of technological development within B2B and B2C customers.  

According to HM Company X uses three value principle. Value group, VP and Value Delivery. In 
order to be able to deliver on all three in each aspect with everything from product bundling to 
seaming less service both the digital customer needs to be ready referring to the digital adoption 
curve and they need to be part of a value group ready to spend more on the digital experience.  

6.6.2 B2B2C 

According to ESM the ST need to be more aggressive in terms of expanding their VP. If telecom 
wants to become the digital service provider, they have to act now and act fast. ST are insinuating 
to become the spider in the web regarding connectivity, the million-dollar question is how to do it. 
As an example lifted by ESM the Deutsche Telekom have extended their VP towards customer 
initiating several different collaborations with new sectors providing connectivity and building 
DES. One example mentioned is the one between T-System which is Deutsche Telecoms 
corporate customer unit, their new concept of B2B2C where they offer a platform for M2M 
connections in private homes providing solutions making everyday life easier for the normal 
family. Another collaboration with BMW includes a concept study on in-car entertainment where 
the Deutsche Telekom provides a digital media package for the car from the cloud directly 
transmitted to the cars mobile broadband connection. This is a step outside of their world but still 
providing the same content only difference is the new area, this can be viewed as an extension and 
redefinition of the VP with help of new DES. Something which is very common in ST.  The 
B2B2C model is based on a special type of value creation the ST need to accept and utilize in order 
to strengthening their market position. According to (Bauer, 2013) the concept of B2B2C, which 
was introduced in the early 90’s along with the e-commerce boom, not a completely new concept. 
However, the importance lies within handling the complexity in value creation towards the 
customers, and taking the responsibility in utilizing the base for the relationship. Taking 
responsibility in initiating these market opportunities can be crucial in the fight of future 
positioning in STM. According to ESM, ST are the ones providing the base which is connectivity. 
Therefore, they should take responsibility so to speak in connecting and initiating potential B2B2C 
relationships building on DES or Digital Platforms. Additionally, the company fully realizing the 
potential and moving into new market segments can come out as market leader over the next few 
years in the digital race.  

As mentioned above by (Bauer, 2013) there are already a few examples in markets where the 
B2B2C relationships are being exploited. Another example which was brought up during 
interviews by ESM is the financial and banking sector. Mobile payments have been created by 
several banks in order to help customer perform online identification and payments. Examples in 
the Swedish market is Mobil ID and Swish for example. These initiative is according to ESM to 
keep smaller players entering the markets on a distance. Klarna is a company rising fast and is 
surviving on all the extra services regarding banking and online payment the same as any traditional 
bank. However, the incentives for a company like Klarna acquiring a license and compete with the 
banks with the same base financial offers as any bank is rising. Klarna have recently according to 
(Carlsson, 2015) applied for a license taking on traditional banks with modern IT solutions, 
different digital platforms and understanding of the power in creating DES.  

6.6.3 DESs & Digital Platforms 

According to (Bharadwaj, El Sawy, Pavlou, & Venkatraman, 2013) digital strategy and IT strategy 
should be considered the same. Furthermore, some markets should realize and embrace the power 
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of creating DES’s as part of their digital strategy. Creating DES is one part of the digital strategy 
discussed due to alignment with positioning and creation of digital market places within Telecom 
(Baculard, Blum, & Ebong, 2015). Furthermore, adapting value creation to a digitally scalable 
business model and to capitalize on the digital perquisites on the move in each specific market. 
Applying in the world of ST according to (Bauer, 2013) creation of DESs or Digital Platforms is 
important in order to reshape, extend value creation and to personalize communication in complex 
relationships. The B2B2C relationship is very complex and to create new marketplaces within the 
relationships requires understanding of exactly how to create value for both part of customers. 
Furthermore, a dynamic test environment where every model can be examined and personalized 
before launched is important due to the sheer number of customers it will affect. No company can 
afford deploying an untested marketplace reaching that many customers.  

The DES and DP’s are not only for delivering products and a new way to handle service errands. 
As an extension it will also act as a marketplace for relationship building including newsfeed 
showing how Company X have helped satisfied customers in innovative ways leveraging their new 
DES. In the STM one company have started with such initiatives in order to rebuild their 
trustworthy images, something the other need to tag along on. Furthermore, how to leverage 
digital communication in both business and home aspects is an interesting concept according to 
ESM, he has seen many innovative solutions in DP’s, especially regarding service matters. A Train 
manufacturer in France is communicating with their customer through video conversation in real 
time being able to communicate through the very same screen customers is looking at, a typical 
one screen solution effect. When interviewing SF at Company X the general view of DES’s seem 
to be skeptical. DP however, have a higher acceptance, how much that depends on competition in 
the market have started to make early initiatives with DP haven’t been investigated.  

HM in Company X expresses the personalized DP as a step number one. Without a personalized 
platform where everything from project management to service acquires can be handled through 
the one screen solution there’s no discussion regarding DES, DES will be a result of such 
initiative. However, when implementation of such platform have been finalized ST strategy 
regarding providing personalized products toward different market segments will be initiated. SMB 
for example will be able to order internet security through online market place. In the B2B2C 
relationship the execution is still diffuse. No collaborations regarding DES have been initiated but 
is up for discussion among HM and sales-managers. According to SS they believe in first most 
create a transparent digital communication with their customer before initiating any strategies 
which involves DES. According to SS the importance before establishing and capitalizing on 
complex solutions involving DES the position as Digital Entertainment provider should be ranked 
first. Furthermore, creating a digital environment with a simple and easy interface to build upon is 
more important. However, according to (Bauer, 2013; Bharadwaj, El Sawy, Pavlou, & 
Venkatraman, 2013; Baculard, Blum, & Ebong, 2015) DES, DP should be initiated at the same 
time as long as internal IT-Architecture allows such initiative.  

6.6.4 Organizational Digital Challenges 

The two main complementary activities regarding efficient digital transformation according to 
(Berman, 2012) is  

“reshaping the customer VP and transforming the operation using digital technologies for greater 
consumer interaction and collaboration.” - (Berman, 2012) 

A very broad expression with great organizational challenges, something not uncommon in many 
articles regarding digitalization. However, the general concept is good but a deeper understanding 
of internal IT structure should be applied in order to give the expression further extension and 
purpose. According to (Bharadwaj, El Sawy, Pavlou, & Venkatraman, 2013)  one of the key 
organizational shifts in organizational IT structure is implementing a trans-functional IT structure. 
In the world if ST a trans functional IT structure can be translated into the ability of bundling 
products, handling service, utilizing big data and designing personal communication channels. All 
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actions being conducted through the same digital channels and connected to the same API (inside 
same BSS). Furthermore, to get rid of old legacy systems acting in digital silos explained during the 
empirical parts of the study. Even more important is that everything from logistics, procurements, 
marketing analysis and other operational IT areas are connected to the same BSS. During the rise 
of internal IT structures the ST according to HM have developed in digital silos and what is seen 
to be traditional IT operations now have to connect to the same as before was handled by 
independent CRM systems.   

According to HM this is done through an entire change in internal IT structure. Firstly, addressing 
the area of reshaping customer VPs in the world of telecom meaning mainly one thing. Reshaping 
the communication into a digital simple single screen solution regarding the B2B customers. This 
is a transformation being conducted in the entire organization. The single screen solution is 
explained during the empirical parts of the thesis. The main objective is to create an agile and 
dynamic platform designed to interact with all different customers through a single, personalized 
channel. If a big Telecom company as Company X is to redefine their strategy and reshaping their 
customer values and customer interaction this is the step in the correct direction according to 
HSM. However, according to (Berman, 2012) many companies are taking digital steps in only a few 
areas and aren’t changing the entire organization positioning and VPs, a common reason not to get 
full penetration in digital initiatives. According to HM at Company X this is mainly due to the 
operational and functional silos created during many years inside the company. When old legacy 
systems are canceled out and the proper settings are introduced, only then can any company 
undergoing similar transformations completely achieve new VP and digital agility within the 
corporation. The risk associated with such transformation is smaller companies with a higher 
digital quota not being held back by legacy systems moving in to steal customers through simpler 
and more digitally developed solutions, solutions also associated with lesser costs and increased 
simplicity. The example of Klarna have been discussed earlier in the financial sector taken this step 
acting as an over the top service before applying for legally operating as a full scale bank. 

6.6.5 Transparency and trust in B2B Sales. 

Trust and personalized relationships have always been an important factor in B2B Sales. (Churchill, 
Ford, Hartley, & Walker, 1985). The question is if that trust created by personal relationships 
during sales meeting and verbal phone communication will lose its power if Telecoms are pushing 
toward an increasingly digital communication.  

The challenges according to ESM are reaching the B2B customer with transparency, transparency 
according to him is a major part of succeeding with the redefinition of VPs enhancing costumer 
communication and collaboration.  

Furthermore, according to him parts of the trust lies within presenting a transparent sales solution 
towards B2B customers. ST used to sell complexity, customers required connectivity and was 
pleased when getting such connectivity, information regarding how it worked, installation-
procedures and how to tackle connectivity problems haven’t been a part of VPs in earlier days of 
telecom, if problems raised they were handled at that time. This is according to ESM the reason ST 
still are struggling with bad reputation, sales-figures was internally ranked higher compared to 
building brand image and trustworthy relationships. However, today there’s a different reality 
regarding how customers are expecting digital services from ST to be delivered. Customers today 
live in a society where everything is supposed to be fast, easy and according to most of the SF 
include the correct amount transparency. One example driving this development is according to 
TSM due to initiation of e-commerce. Companies providing professional e-commerce deliver 
transparency through every bit of their communication with customers. After payment costumers 
today can easily follow exactly where their product is during the entire process, customers can even 
know if there’s a delay and why, people are starting to expect that kind of transparency as a basic 
service. Those two factors are of great importance, the what and why. As soon as a customer is 
notified to the how and why regarding any order or communication made with supplier they 
experience the service standards high, even when experience problem with delivery. One of the 
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reasons customers expecting increased transparency is of e-commerce, now something customers 
are expecting. Furthermore, something ST need to implement in their B2B2C connections, TSM. 
According to many of the interviewees B2B processes often follow successful initiatives of B2C. If 
communication and transparency is clear and working in B2C why shouldn’t B2B customers 
follow similar procedures. (Berman, 2012) suggest new digital incentives should create new 
communication channels. The new communication channels can’t replace the personal relationship 
entirely. According to interviewees trust is created by providing transparency through digital 
platforms created in personalized context. The next question is how and what parts should be 
transformed with transparency in order to maintain same type of trust which have been built on 
personal relationships.  

The digital communication should provide same things as is provided in any normal buyer-seller 
relationship. A sense of personal service and a sense of trust as mentioned above. The hard 
question discussed with HSM, SM and AM is how and which parts in communication with the 
customer should be digitalized and enlighten with transparency. The trust created by SS towards 
their B2B customers are very valuable, according to many of the SS the main reason customers 
stays with Company X. The solution to be implemented is a digital platform which works well in 
the B2B2C relationship due the the ability of designing it after each individual relationship. If 
looking at the different communication journeys made the B2B2C relationships in Company X 
they have one thing in common, they are very individual. The abilities customer appreciates such as 
personality, trust and clear communication with a sales person will not change due to the fact that 
these are rooted deep in our psychology (Churchill, Ford, Hartley, & Walker, 1985). However, the 
challenge according to (Bauer, 2013) is to translate these basics into the B2B2C relationships with 
the help of digital communication. How this is made in each specific market and towards each 
specific customer is set by each individual market. In ST there are at the moment no smaller 
players challenging a few key players, leaving the market open to established firms in order to 
move forward with such initiative.  

According to SF they still believe the B2B customers have a long way to in terms of fully digital 
communication but are sensing an increased openness from customers in the matter. Furthermore, 
reconnecting to the digital adoption curve and where B2B customers exists in such process is hard 
to predict. However, being ready and showing the customer the digital way is important according 
to SF.  

6.6.6 Digital Communication 

In a world where customers expect solutions and offers right away, service problems to be handled 
in real time and a personalized experience it is important to provide exactly this. E-commerce 
suppliers understood the simplicity and acceleration it applies to a customer decision is noticeable 
quickly after deployment of such digital platforms. Understanding crucial parts of the decision 
process and how they can be digitalized in order to help customers make easy and valuable 
decisions have seen remarkable results (Desmet, Markovitch, & Paquette, 2015). Furthermore, as 
discussed earlier increased digital transparent communication towards B2B customers at Company 
X will enhance the trust and if implemented correctly an appreciated initiative in making customers 
decision easier. The biggest risk according to (Desmet, Markovitch, & Paquette, 2015) is the low 
tolerance customers have in today’s digital environment. Looking at the example how fast people 
can discharge an application, if functionality and simplicity doesn’t shine through right away the 
battle is lost.   Launching any digital initiatives with questionable early success can be devastating. 
According to HM this is the reason why it is so important implementing new BSS in order to fully 
be able to test and implement a solution with almost guaranteed success. According to HSM an 
incentive where digitizing the customer decision journey B2B will be more complex compared to 
B2C. In B2B the personal relationship is still an important factor which also was pointed out by 
ESM. When making large decision affecting organizations B2B customer will prioritize the 
personal relationship. Due to this reason, it is important to realize how to keep personal contacts 
alive in the digitalization of the customer journey. Furthermore, in the B2B relations the personal 
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relationship is an important factor between salesforce and customer. With this in mind it is 
imperative to use digitalization as a tool complementing the personal relationship and simplifying 
everyday life for customers.  

Another important factor is to realize exactly what content a digital initiative contains furthermore 
what to change. Initiatives simply digitalizing same analog procedures will not make a digital 
process perfect, in order to succeed there should be an explicit improvement in efficiency of time, 
affecting customers in a positive and direct way (Desmet, Markovitch, & Paquette, 2015).  
According to (Bokor, 2015) there are enormous room for digitalization looking at the customer 
decision journey in B2B2 relations. An example was made regarding the arrangement the board of 
the hosing association, a typical B2B2C relationship in ST. Today signing contracts is conducted 
with traditional contract signing and long processing times. With the correct digital incentive 
processes like these can make decisions faster and easier towards customer hence improving sales 
figures and the communication between SF and B2B2C customers.  

 

6.7 Global Initiatives  

According to (Baculard, Blum, & Ebong, 2015) customers are demanding an increase digital 
environment which is what many of the European Telco’s have answered to expanding their VPs. 
According to (Baculard, Blum, & Ebong, 2015) many customers are prepared to pay more for the 
digital experiences and Telco’s need to develop a sales strategy accordingly. Furthermore, 
acknowledge the digital needs in B2B2C relations.  

Management in Telecom is aware of all digital incentives taking place in their market. This have a 
direct effect on ST according to HM. According to HM taking digital incentives in each and every 
corner of ST is an important step especially if tomorrows ST are to move into that position as a 
digital service provider as planned. Looking at the acceptance curve of digital incentives it is all 
about transforming and reshaping the company with the right amount of timing and to be ready 
when the tipping point of the curve presented by (Hirt & Wilmott, 2014) is reached. The curve is 
driven by both technical forces such as what customers expect to bring in their homes in order for 
an easier everyday life with the help of technology.   The fully digital environment where DES are 
created in each and every home with the help of IOT etc. haven’t’ fully blossomed yet. However, 
the average joe is starting to be very accepting towards digital ways of communicating and digital 
solutions entering the everyday life according to AM. Realizing how to design new VPs in relations 
to acceptance curve presented in the literature review is key when succeeding with the digital 
transformation and even more important is to deliver the digital experience to customers before 
they are asking after it.  

 

6.8 Technical Opportunities or Threats 

6.8.1 Internal IT Architecture 

According to (Bharadwaj, El Sawy, Pavlou, & Venkatraman, 2013) there are Digital technologies 
and internal IT structure which is no longer existing mainly in a functional level but to be 
considered as a fundamental driver of business value and creation. According to HM the transition 
of providing internal IT –Architecture supporting dynamic digital platforms in order to provide 
personalized and customized experience is of highest priority and part of something more than just 
IT-Architecture. The new internal IT-structure will transform todays telecom providers to move 
into new positions in the market. The position as a digital service provider offering possibilities 
and new value creations for customers thanks to a complete overhaul of IT. A development plan 
for the entire organization is set out to be completely finished by 2020. The development plan is 
something similar to what´s being conducted in many of the large Telco’s in Europe according to 
HM.  
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Internal IT-Architecture is not only important analyzing how it will affect VPs and as an extension 
to such value creation and business strategy and sales. When discussing internal sales assistance, 
according to TSM the internal sales system does not support a short lead time and the dynamic 
environment a so called one screen solution provides which is part of the incentives in becoming a 
digital service provider. The most obvious problems were the long lead times created out of 
housing associations internal structures in decision making but also existence of external suppliers 
inside the cost proposal process. In order to tackle such complex problem one of the most 
important parts according to (Bharadwaj, El Sawy, Pavlou, & Venkatraman, 2013) is a trans-
functional and dynamic IT-Structure something which is typical for old legacy system to lack. In 
the case of Company X SS have to first be reliant on external technical provider, should be 
handled internally, and have to reconnect to same supplier before letting the customer sign a 
contract due to the lead times in internal housing associations. A process which could be handled 
from any smartphone or Ipad through a Digital Platform connected to BSS is instead trapped 
inside a sales assistance program slowing down the entire process. However, the long lead times 
are due to housing associations decisions processes and therefore unlikely to change.  

6.8.2 SDN and NFV 

According to (Baculard, Blum, & Ebong, 2015) Telco’s need to embrace and capitalize on 
technical opportunities creating dynamic abilities in their sales strategy.  Such a technical feature is 
the SDN and VFN. In short these new technologies will enable ST to offer different amounts of 
data at different points of time when it is needed instead of a normal steady stream, broadband 
management so to speak.  

According to AM this technology haven’t gain ground due to lack of knowledge and capex going 
elsewhere. However, several of the KAM and Sales Managers point out the importance of being 
dynamic and simple in their offers towards B2B2C customers. The ability to offer higher unique 
and personalized offers at the right place at the right time. The bandwidth can be increased only 
when needed, which is new technology not expected to get full lift off until 2018. It has however 
been used commonly in different IT environments (Grijpink, Ménard, Smit, & Wrulich, 2014). 
According to (Baculard, Blum, & Ebong, 2015) Telco’s can capitalize on such offers, offering 
lower speed to customers only willing to pay for what they use will make them reach a broader 
crowd. However, at the same time this is dangerous territory for ST. According to SM many 
customer struggles with the many different offerings provided by ST. At the same time as being 
dynamic in offerings providing a wide range of offerings the presentation and interface solution 
have to be simplified. Too many offerings and complex interfaces will have the direct opposite 
effect, SDN and VFN will only be providing seaming less bandwidth if offerings are accepted to 
start with. However, if technology reach where it is predicted telecom operators early to exploit 
such situations will have advantaged.  

The technique is according to some sales staff to be more effective if implemented in the core 
business and providing smart bandwidth to greater local areas. If applied in the core business the 
experience during different high demand peaks could be better.  

6.8.3 Cyber Security & Telecom 
A problem for telecommunications during many years have been trust according to ESM. If 
extending VP offering Cyber Security towards B2C customers is something to extend VP’s 
associated with trust something mentioned by HM. According to (Baculard, Blum, & Ebong, 2015) 
the extension of VP should can be anything provided by ICT in the new digital home or business. 
Reason being especially premium telecom operators wants to continue establishing same brand 
image they need to act and present new initiatives.  

6.8.4 Over The Top Services 

Over the top Services will make Telecom Operators pure transit operators of data if positioning 
isn’t capitalized on. According to (Baculard, Blum, & Ebong, 2015) over the top services coming 
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from outside competitors moving in to the world of telecommunication should be considered as a 
threat. An example is services capitalizing on communication and cloud services where telecom 
companies have had no competition before. Example is all different kind of communication 
services, according to HSM telecom companies have to be innovative and create their own digital 
strategy in order to either compete or host marketplaces for over the top services.  

 
 
 

6.9 Evaluate the Digital Business strategy 
IT strategy and business strategy inside Telecom have taken the first steps towards becoming a 
Digital Business Strategy creating internal IT-Structures working outside traditional functional and 
process silos. HM is moving towards replacing old legacy systems with with one BSS and therefore 
create a dynamic environment not earlier existed in ST. Service departments, marketing and sales 
need to be connected together in order for cross functional services, big data and product bundles. 
However, replacing legacy system built on top of each other for years will take time, change 
management and patience. The idea with the new internal IT-structure is to create seaming less 
service division, a one screen solution for each and every customer providing full records of sales, 
offerings and service matters.  
 
In order to have the entire organization in line with digital incentives and to fully capitalize on 
future DP, information created in DES and information created out of connectivity the business 
strategy needs to be open to such development. There’s little knowledge in how and why to 
capitalize on Big Data in ST and information which can help Company X with sales strategy can be 
overlooked. Regarding dynamic capabilities ST is still far behind with internal IT-Structures of high 
complexity and long lead times. External technical providers inside internal sales processes and 
unnecessary complex contract procedures affecting sales negatively should be considered revising.  

Addressing speed and scale in terms of analyzing CDJ in ST can release time sales staff is spending 
on service matters due to lack of functional IT-Architecture allowing customers to digitally address 
as many problems as possible before establishing a verbal contact with SF, according to SF the 
problem is constantly addressed in the organization trying to map out solutions. Digital pioneers 
such as Google and Facebook are experts at managing entirely without service departments 
spending time on customer communication due to immense CDJ Analysis. Realizing how to 
capture such data, furthermore how to develop service and as an extension capitalize on it. 
Capitalizing meaning understanding customer behavior in B2B2C Relationships and not only 
develop sales strategies but also realizing how to understand customer problems in order to 
redirect customers to appropriate service channels.  

New product launches will move to 1-4 weeks according to HM compared to 6-9 months which 
was the actual data before. According to HM not changing this would be catastrophic. According 
to HM being able to be dynamic in a digital market is everything and internal IT-Structure 
supporting short go to market times is a must, something literature strongly suggest as well.  The 
reason being customers associate quickly adopting Telco’s as the best and most innovative 
companies, even if they’re offering same product the brand image is directly linked to go to market 
times. Furthermore, customer adoption towards new technologies is becoming increasingly faster 
something Telco’s must address.  

Value creation is key to the future success of Swedish Telecommunications. Extending their VPs 
and to create new value by moving in to a new position as a digital service provider and exploring 
new techniques such as SDN and VFN in order to strengthen customer experience, boost Sales 
Performance both in their base product but also as an extension through Digital Platforms and 
Digital Market Places.  
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6.10 Concluding remarks Chapter 6 

After consolidating empirical studies with the literature review many opinions lifted out of working 
parts are aligned with the findings of a literature review. However, because the researcher and 
interviewer are the same people, in combination with semi structured interviews, it is inevitable for 
the researcher not to affect the outcome of particular topics in discussions. With this in mind, the 
issue regarding how relational selling will affect, or be affected by digital incentives, the study 
concluded in B2B relations early stages still need to be relational. In real life meetings due the fact 
that many technical challenges are remaining in need of explaining towards the customer to create 
trust. However, additional part during the sales cycle can hold an increase in digital communication 
to decrease nonvalue-added a time of sales staff handling service problem due to the lack of 
dynamic internal IT-Architecture.  

Managing Big Data is part of Sales Strategy of the future according to a literature review and 
empirical studies. However, the gap seems to be enormous regarding how to capitalize on both 
internal and external big data within ST. It simply isn’t high enough on the to do list inside the 
companies. Usually big companies such as company X survive due to their ability in acquiring 
smaller more dynamic companies better to capitalize on the information existing in the market. 
However, that kind of strategy only works as long as smaller companies agree to sell. Furthermore, 
this type of approach is standard in every market. However, doesn’t make it less of an inhibitor 
regarding technical sales development.  

How digital business strategy and business strategy is becoming the same, pointed out in the 
literature review, became apparent when conducting empirical studies. This is shown in Figure 17. 
To be both dynamic as a company and to deliver on new expected VPs, the entire back office 
solution is the either the greatest inhibitor or driver of a successful digital sales strategy. 
Furthermore, as an extension, the complete repositioning and rebranding of a digital Telecom 
depend on it. Additionally, Digital communication to improve service and decrease nonvalue-
added time again depends on the internal IT- Architecture. The research can go as far as pointing 
out the IT strategy to be equally important as the business or sales strategy independently. Another 
factor of great importance is delivering a clear value proposition towards the customers, something 
connected in the front end solution which needs to have a dominant back end to reach the level of 
simplicity making value proposition clear enough during a rebranding.  

The other transformation discussed in empirical parts is the close to consumer conversion, 
mentioned especially by ESM. The end transformation close to the user is also heavily dependent 
on IT structure If the back office is dynamic the customers need to be able to experience this in 
the front end. According to literature, a soft and sparsely discussed subject, however, important 
when discussing with CMO and ESM.  

Another part of importance is the trust built in the Relational Sales strategy. The only way to 
transition the sense of trust, according to mainly empirical components, is making transparency 
within communication towards customers, both B2B and B2C. Looking at early adopters, referring 
to Figure 11, pure internet companies have adopted this strategy and is essential for telecom to 
follow the same pathway. Especially, considering the bad reputation in trust built by years of 
aggressive sales tactics.  

Global initiatives are forcing telecom operators to do something about their strategic positioning. 
The thesis does not necessarily support the literature review in terms of the exact way of ST to 
positioning them as overall digital service providers. During empirical parts the insight of how 
important it is to a simple value extension or value proposition. With this in mind, an appropriate 
alternative might be digital channel incentives towards some crucial areas clearly differentiating the 
company against competition in the market. Additionally, direct capex towards significant digital 
incentives such as core IT, service front end and digital communication front end.  

Last part but not the least, the importance using capex for long term solutions such as finding 
smart, innovative solutions regarding bandwidth can have tremendous effects. Particularly 
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important in rural areas where usage of bandwidth is exponentially increasing due to mostly an 
increase in devices in each home. The telecom company associated with seaming less experience in 
the base product, which is connectivity will always have an advantage against competitors. 
Extension of VP’s including cloud initiatives or digital market places is important for brand image 
and sales, however, core product connectivity have not changed and have to be the base of the 
pyramid in product offerings.   

In Chapter 6 the main issues have been discussed with Internal/ External opportunities, threats, 
strengths, and weaknesses. To present conclusions of Chapter 6 & SWOT will be used.  
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7 Conclusions, implications & further research.  

Chapter 7 consists of theoretical and industrial implications, suggestions for further research and overall conclusions 
regarding the results of previous chapters.  

7.1 Outline of Chapter 7 
Chapter 7 will conclude the results of empirical parts, the consolidation between empirical and 
literature review in discussion chapter. Furthermore, chapter 7 will firstly address the research 
questions designed to help the researcher come to conclusions, address both industrial and 
theoretical contributions.  

7.2 Main Question 
The purpose of the thesis was to analyze how Sales Strategy within a Swedish Telecommunications 
Company can be improved in the context of Digital Business Strategy and Digital Consumers. The 
The industrial implications will be presented with SWOT analysis in order to provide 
external/internal factors affecting Sales Strategy. Furthermore, the main areas pointed out as key 
factors in order to improve digital sales strategy in a digital environment is concluded.  
 
Main research question.  
How can current sales strategy within telecom be improved in the context of digital business strategy? 

7.2.1 Research question 1 
 
RQ1. What is the current sales strategy & main issues related same strategy in Telecom B2B? 
 
The Current Sales Strategy in B2B is a highly relation based sales approach where the personal 
communication is key to success. Furthermore, the relationship is mostly conducted through 
verbal communication. Sales strategy towards housing associations is performed towards a group 
of people voluntarily decides to be responsible regarding purchasing decisions of Broadband & 
Telecom who can be seen more as B2C customers. The B2B Relations towards newly developed 
projects is based on personal relationships with different contractors. Regarding newly developed 
projects the relational selling almost transitions into value based selling in terms of the deeper 
understanding AM have regarding the business process of their customers. Both B2B 
Relationships are providing the B2B customers with a service and B2C customers with an actual 
end product making it a form of B2B2C relationship.  
  

 Relation based Selling highly dependent on AM 

 Value Based Selling dependent on AM understanding parts of their B2B – customer’s 

consumer demands. 

  A form of B2B2C Relationship where Company X is providing a service to B2C, 

additionally end product towards B2C customers.     

Comparing how sales staff at Company X presents their sales strategy toward customers, 
comparing with literature, most sales staff apply a textbook theoretical Relational Selling Approach. 
Most Sales staff use their personality as part of sales strategy which implies they all have a highly 
developed relational. Furthermore, they are very dynamic in understanding different customer 
needs depending on the different situations and they act out of long experience with relationship 
selling. However, as implied by literature relationships need to be nurtured and developed 
therefore it is Company X responsibility to understand customers changing environment, an 
environment becoming increasingly digital. The analysis regarding how to nurture relationships 
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with digital business strategy is not fully developed. Regarding B2B the environment is unlikely to 
change fast, however, communication channels and their efficiency are questioned due to the 
decrease of value added time Sales Force is experiencing in the form of communication after initial 
sales. According to empirical parts, the digital environment is gaining ground due to its simplicity 
in communication with large part of customers.  
 
During mainly empirical parts main issues according to internal sales staff where investigated and 
presented below.  
 
The main factor need of improvement according to internal and external sources where: 
 

 Offering customers something more than the commodity of broadband 

 Handling Information regarding Non Successful sales for future sales strategy and to be 

resourceful.  

 Using Cross Sales, taking advantage of the size and different offers in-house Company X 

within different products.  

 Value Added time not as efficient as possible. Service problems handled by sales staff 

which should be handled by service department.  

 Handle the increasingly toughened competition from smaller actors pressing prices. 

 Taking Advantage of Framework agreements, extend customer values, and strengthen 

relationship. 

 Maintaining technical innovative Image of the company. 

 Being simple but yet dynamic in customer offerings.  

7.2.2 Research Question 2 
RQ2. What main issues affecting Company X and telecom operators today? 
 
Main issues pointed out by external & internal interviewees where identified with underlying 
reasons: 

 Telecom customers not educated and contacting Sales Staff regarding Service Matters.  

 Verbal communication instead of digital communication reaching a larger audience.  

 Communication handled mainly through verbal communication.  

 Internal IT-Structures not letting Sales Force to use Cross Sectional Sales and create 

bundling offers.  

 Internal IT structure serving out of digital silos and different BSS.  

  Not Capitalizing on internal sales data to create future sales strategies.  

 Creating one screen solutions where customers and sales staff are communicating in Real 

Time.  

 External competition pressing prices 
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7.2.3 Research Question 3 
RQ3. How can main issues be met with digital initiatives? 
 

 Internal IT-Architecture allowing for digital communication with housing associations and 

B2B customers.  

 Digital Contract service. 

 Bundling product packages in order to repremiumize Company X.  

 Capitalizing on internal sales data to create future sales strategies, salesforce, personalized 

offerings relative to.  

 Moving in as digital service provider offering everything from connectivity in the home to 

Housing associations. Revamping sales with product offerings provided by new innovative 

collaborations strengthening the position as a premium digital and connectivity provider. 

Protection against price war and smaller players entering the market. 

 Expanding sales staff toolbox by initiating smart collaborations with any digital devices 

making life easier for digital family homes or the digital business.   

 Building digital communities or channels to serve customers mainly B2B2C in order to 

release sales staff with service matters.  

 Adding Transparency in Sales building Digital Platforms for housing association where 

digital communication is key. Furthermore, install shared project management with 

housing associations and developers.  

 Capex expenditures towards creating dynamic offerings with SDN & VFN offering 

premium experiences and installing new revenue models. Important if and when 

households increase in usage of many devices and bandwidth.  

 Create Dynamic offerings allowing customers to buy different digital packages which suites 

their life style. The Digital Student, The Digital, Family, The Digital Housing Association. 

 Creating one screen solutions where customers and sales staff are communicating in Real 

Time.  

 Creating digital offerings involving responsible collaborations. Digital Responsibility. 

Measuring electricity, warming up the house. Rebranding Telecom towards responsibility.  
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7.3 Main Conclusions 
Answering Main Question: How can current sales strategy within Broadband & Digital TV 
be improved in the context of digital business strategy? 
 

7.3.1 Industrial implications 

 
Sales Strategy, VPs, and Digital Business Strategy is closer linked than ever before. Sales Strategy is 
firmly related to the performance of AM using relational and value based selling strategies towards 
their customers. However, there’s a digital wave changing prerequisites of the digital family, the 
way customers are collecting their information and what expectations to have of digital experiences 
provided by telecom operators. When offering a premium brand in connectivity understanding and 
working with digital trends is essential to establish a healthy brand image, furthermore how to 
improve sales.  
 
A conclusion is, however when it comes to initial sales B2B the relationship shouldn’t be altered 
too much with. Firstly, due to the high sales competence of in-house sales force and secondly the 
security customers feel in personally knowing a real person behind the business something 
explicitly stated by comparative selling literature and in empirical section of the thesis. B2C have an 
increased digital purchasing pattern, but B2B is still highly relational and dependent on real life 
meetings. However, this does not exclude opportunities in sales to be more digital in its approach 
after initial sales contacts are made and communication such as project planning, project 
management and contract signing is conducted through digital platforms, digital video meeting as 
another example.  
 
According to the literature review, some digital incentives lack result due to non-alignment with 
sales staff. The reason to this according to empirical studies was the gap between IT departments 
and sales staff when introducing new software to support sales staff in their daily work. A 
conclusion is, therefore, to always consult sales staff early with new digital incentives; this can 
either make or break such an initiative. Some literature even suggests sales staff be part of an 
innovative team investigating new digital possibilities to both get an SF opinion but also to gain 
ground in launching the incentive with Sales Force later on. Company X has Technical Sales 
Manager working with sales initiatives, however getting SF acceptance is always hard.  
 
During the thesis, a digital initiative was conducted involving internal CRM provider testing digital 
communities regarding communication towards housing associations which will act as a 
communication platform. However, the project is in start-up face and haven’t been fully launched 
to see a result. Furthermore, during empirical parts of the thesis housing associations using 
Facebook as the digital medium did exist which shows there’s a market for the initiative. The main 
reason with communities is to relieve sales staff with service matters for them to focus on new 
prospects and increased sales towards existing customers. The conclusion made by the thesis is 
these initiatives are meant to decrease non-value added time regarding sales staff handling service 
matters and, therefore, improve sales.  
 
Extending VP towards customers regarding creating Digital Home offers, Digital cloud solutions, 
etc. is a phenomenon well known in the world of telecom. However, efforts are made especially 
towards business clients providing cloud services. A conclusion is that as a Broadband supplier 
there’s an opportunity initiating and providing homes with cloud computing solutions as a result of 
ICT. Such initiatives would be benefitting customers in everyday life therefore strengthening 
Company X position with the clients. Additionally, if telcos provide internet security packages, 
home security, electricity watch and more they would gain important image with customers, sales 
channels would open, but mainly the relationship towards customers would strengthen. 
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Furthermore, from a sales perspective, this opens up and extend sales staff toolbox making initial 
sales easier. 
 
During empirical studies, the problem of differentiating towards competitors in ST is a common 
problem.  Telecom operators, in this case, a supplier of Broadband & Digital TV, offers more or 
less same base products therefore differentiating is a problem both in B2B sales & B2C sales. In 
empirical and literature studies examples are made about how to differentiate when offering the 
same base product to increase sales. It comes down to creating collaborations and services outside 
and around the base product reestablishing the base service as a premium service with the help of 
contextualization. Company X has already established their brand as premium on the market. The 
conclusion being in a world of commodity the surroundings are crucial in how customers 
experience the brand and their purchase. Furthermore, HM in Company X expresses it as 
rebuilding the sales pitch and extending sales toolbox with additional arguments.  
 
Innovative strategies can also be made by capitalizing on new technology such as VFN and SDN. 
During empirical studies, the ability to be dynamic in product offerings was highlighted as another 
essential element in the sales pitch. Even though the technology is a few years from the market, it 
could be of importance when digital families and business bustomers increase their demands 
regarding bandwidth. However, stretching the edges of the thesis, such initiatives are likely to have 
the greatest impact on the core network strategy in Company X distributing their bandwidth to 
more significant local areas. The conclusion being in a future sales pitch the result will be an 
increasingly seeming less experience for end customers.  
 
Another conclusion made is the ability to be dynamic in offerings towards customers regarding an 
extension of VPs. The extension being the capacity to bundle products and offerings towards 
mainly B2C customers. However, investigating the existing relationship where the B2B relations 
and B2C are dependent on each other such offerings are important in the entire chain of sales 
displayed in Figure 21. As explained in literature and empirical episodes such initiatives are highly 
related to internal IT Architecture where the VPs act as a guide for new digital business strategy.  
 
According to empirical studies service and telecommunication companies are not linked. Acting as 
the service ST in the market who care is a brand image not taken at the moment according to Sales 
Staff. Furthermore, sales staff addressing service matters was a common non-value added factor. 
Furthermore, with internal IT structure enabling personal Digital platforms handling service 
matters without verbal communication Company X will be able to redirect sales staff towards 
increased value added time.  
 
Big Data analysis and customer profiling strategies are something to be addressed to form new 
Sales Strategies and to recognize customer preferences, especially when taking advantage of Big 
Data in-house. Sales Strategy, VPs, and Digital Business Strategy is closer linked than ever before. 
Sales Strategy is firmly related in Telecom to the performance of AM using relational and value 
based selling strategies towards their customers. However, there’s a digital wave changing 
prerequisites of the digital family, the way customers are collecting their information and what 
expectations to have of digital experiences provided by telecom operators. When offering a 



 

79 
 

premium brand in connectivity understanding and working with digital trends is essential to 
establish a healthy brand image. Furthermore, these initiatives can be key to improve sales.  

 
Figure 21. Conclusions and managerial implications B2B2C Relationships Company X.  

Figure 21 is pointing out the conclusions regarding important transformation parts in the 
B2B2C relationship. If not followed accuracy catch 22 can be created and affect the other 
part of the relationship negatively. Therefore, as a company, it is important not to draw 
lines between B2B and B2C. Companies need to accept the complexity in the relationship 
and address all parts in the value chain accordingly.  
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7.3.2 Swot Analysis Conclusions 

In order to conclude how Company X should thrive in digital environment a SWOT Analysis is 
made regarding Conclusions. 

 

Figure 22. SWOT Analysis Conclusions strategy.  

 

The general conclusion to be made regarding how telecom delivering Broadband & Digital TV is 
to be brave and extend VP:s and the definition of their product portfolio. The product of 
connectivity is viewed as commodity, however according to literature and empirical investigations 
implications are made regarding the contextual settings such as extending VPs in form of creating 
collaborations with external partners and focus on the digital experiences provided towards the 
customers instead of engaging in price wars. Understanding customer digital preferences and to act 
as a spider in the web when it comes to the digital lifestyle of the modern customer. Even though 
this is a big undertaking many telecoms have already began wandering this path. However, small 
changes can be made quickly such as investigating suitable cloud computing services for the digital 
home, the digital business or creating web security packages as an extension of their brand 
portfolio, the importance lies within differentiating from competitors and become a digital service 
provider. 

A short summary regarding the crucial areas in digital strategy within telecom is presented in 
Figure 23. The areas are both part of the extension in value propositions but also heavily directed 
towards increasingly digital communication with customers.  
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Figure 23. Conclusions Digital Sales Management in telecom 

  
7.4 Validity, Generalizability & Repeatability 

The generalizability of this study can be questioned due to the fact that the main sources in 
empirical parts are from one company. The only two external sources where interviews with 
experts within the same area, therefore the generalizability can be questioned. The validity 
can be considering as higher due to the fact that empirical sources all have long careers and 
are considered as expert within the area. However, he validity could be higher if more 
companies were involved in the study. The repeatability is to be seen as quite low because of 
the fact that the empirical parts are highly based on a particular group of people’s opinions. 
However, the interview subject is too being seen as experts and if the same study where to 
be conducted in a different telecom company within the same area there’s a high change of 
the result becoming similar because of the global forces acting in the market.  

7.5 Theoretical Contributions 
The literature regarding how digital business strategy and IT strategy are becoming the same is a 
newly but well-researched area. The case company is striving after many of the same goals and 
strategies presented in a literature review.  The clearest parallel between literature study and reality 
is how important the total IT-Strategy is becoming in the digital playfield where most business 
need to be able to interact with customers through new channels. Many industries have long 
survived on semi transformations regarding digital strategy but to communicate with customers 
efficiently demands new IT-Architecture and get rid of silo based IT-Structures. However, the era 
of personal relationships is not over especially not in the B2B sector where trust is still the main 
ingredient in successful sales. However, transforming their market position towards digital service 
provider will give them a clearer place in the market, something out of high importance when ICT 
was forcing the edges of IT telecom becoming increasingly unclear. The digital boundaries are set 
by each company and are growing in importance for tomorrow's markets.  
  

s 
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