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AGENDA 

1.Introduction: “Business model?”

1.Article discussions

1.Concluding discussion: Telcos’ business models
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QUESTIONS
1.  What are the main ideas related to business models of  the two 

articles?

- What are the key business model aspects in the paper?

- Are all aspects equally relevant for operators?

- Are some aspects missing?

- Is it typical telecom or general ?

2.  Relate the ideas of  the articles to telecom operators’ business: 
What are the main implications for operators of  the business 
model ideas presented in the two articles?
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“BUSINESS MODEL” ???
• “… business models are indeed strange things…”

• “…surprisingly often business models are even studied without a 
precise definition of  the concept…”

• “…likewise, the business model concept is also used extensively 
among practitioners, without any particular definition…”
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“The process business modeling in early stage ventures”
H. Von Schantz, Stockholm University      Nov 2013
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TELCOS’ ”BUSINESS MODELS”?

“… the current telecoms business model is approaching its 
'end of  life’…… leading strategists now agree that today's 
predominant 'one-sided' telecoms business model does not 
provide sufficient answers to….. these new questions for 
telcos, or for other players, in the digital economy. Something 
new is needed.”
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“The Telco 2.0 Manifesto”  2013

TOP 10 BUSINESS RISKS FOR 
OPERATORS 2012 (PWC)
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“As value shifts from 
minutes of  usage to 
volumes of  data, opera-
tors need to move away 
from their legacy strategies 
focused on customer 
retention, which have had 
the effect of  commodi-
tizing the value of  minutes 
and bandwidth in custo-
mers’ eyes. Instead of  
concentrating on fighting 
churn, operators need to 
target revenues from new 
services that tap into 
rising demand and master 
a wider array of  charging 
models to monetize their 
services.” 
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Sep 2013: Discussion on the “outdated” 
mobile business/revenue model:
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insights.wired.com
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Magretta, J., (2002) “Why Business Models Matter”, HBR, 2002.

“Today, ‘business model’ and ‘strategy’ are among the
most sloppily used terms in business; they are often
stretched to mean everything - and end up meaning
nothing. But as the experiences ....show, these are
concepts with enormous practical value. It’s true that any
attempt to draw sharp boundaries around abstract terms
involves some arbitrary choices. But, unless we’re
willing to draw the line somewhere, these concepts will
remain confusing and difficult to use. Definition brings
clarity....” (p.92)
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BUSINESS MODEL DISCUSSION

9

Group 1 & 2: Business Models, Business Strategies, and Business Tactics

-Casadesus-Masanell, R. & Ricart, J.E., (2010) “From Strategy to Business Models and onto Tactics”, Long Range 
Planning 2010.
-Teece, D.J. (2010), Business Models, Business Strategy and Innovation, Long Range Planning 43, pp. 172-194

Group 3 & 4: Three Management Perspectives on Business Models

-Magretta, J., (2002) “Why Business Models Matter”, HBR, 2002.
-Johnson, M.W., Christensen, C.M., & Kagermann, H., (2008) “Reinventing Your Business Model”, HBR, 2008.
-Chesbrough, H.W., (2007). “Why Companies Should Have Open Business Models”, MIT Sloan Management 
Review, Winter.

Group 5 & 6: Two (Theoretical) Perspectives on Business Models

-Osterwalder et al (2005), “Clarifying Business Models: Origins, Present, And Future Of The Concept”, 
Communications of AIS, Volume 15
-Mason, K. and M. Spring, (2011) ”The sites and practices of business models”, Industrial Marketing Management 40, 
1032–1041

ARTICLE DISCUSSIONS

10
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BUSINESS MODEL DISCUSSION
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Group 1&2: Business Models, Business Strategies, and Business Tactics

-Casadesus-Masanell, R. & Ricart, J.E., (2010) “From Strategy to Business Models and onto Tactics”, Long Range 
Planning 2010.

”Amit and Zott’s definition (based on e-business models):‘A
business model depicts the content, structure, and governance
of transactions designed so as to create value through the
exploitation of business opportunities.’ The common thread
across all of these approximations to the notion of business
model is well captured.... in the definition ‘the logic of the firm,
the way it operates and how it creates value for its
stakeholders’.”

12

Why?



11/27/2013

Name, Department 7

BUSINESS MODEL  STRATEGY  TACTICS
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TELCO EXAMPLE: TDC & TELMORE AND 
TACTICAL INTERACTION

14
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TELCO EXAMPLE: TDC & TELMORE AND 
TACTICAL RESPONSES
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16
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FEEDBACK LOOPS STRENGTHENING  THE 
BUSINESS MODEL (EX: RYANAIR)

17

BUSINESS MODEL DISCUSSION

18

Group 1&2: Business Models, Business Strategies, and Business Tactics

-Teece, D.J. (2010), Business Models, Business Strategy and Innovation, Long Range Planning 43, pp. 172-194

“The concept of a business model lacks theoretical grounding in
economics or in business studies. Quite simply there is no
established place in economic theory for business models; and there
is not a single scientific paper in the mainstream economics journals
that analyses or discusses business models in the sense they are
defined here.” (p.175)
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BUSINESS MODELS AND BUSINESS STRATEGY: 
OPERATORS’ COMPETING VALUE OFFERINGS 

19

BUSINESS MODELS AND BUSINESS STRATEGY: 
OPERATORS’ COMPETING VALUE OFFERINGS 

20
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TEECE: BUSINESS MODELS and INNOVATION

21

• “… business models to capture value from technological 
innovation…”

• “…business models as innovation…”

BUSINESS MODEL DISCUSSION

22

Group 3 & 4: Three Management Perspectives on Business Models

-Magretta, J., (2002) “Why Business Models Matter”, HBR, 2002.

“Business models....are, at heart, stories -
stories that explain how enterprises work. A
good business model answers Peter Drucker’s
age-old questions: Who is the customer? And
what does the customer value?

It also answers the fundamental questions
every manager must ask: How do we make
money in this business? What is the underlying
economic logic that explains how we can
deliver value to customers at an appropriate
cost?” (p.87)

Two critical tests:

“the narrative test” 

and 

“the numbers test”:
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Reinventing vs Innovating Business Models?

Johnson, M.W., Christensen, C.M., & Kagermann, H., (2008) 
“Reinventing Your Business Model”, HBR, 2008.

”Stories of business model innovation from well-established 
companies like Apple, however, are rare. An analysis of 
major innovations within existing corporations in the past 
decade shows that precious few have been business-
model related.”

”The first is to realize that success starts by not thinking 
about business models at all. It starts with thinking about 
the opportunity to satisfy a real customer who needs a job 
done. The second step is to construct a blueprint laying out 
how your company will fulfill that need at a profit. In our 
model, that plan has four elements. The third is to compare 
that model to your existing model to see how much you’d 
have to change it to capture the opportunity. Once you do, 
you will know if you can use your existing model and 
organization or need to separate out a new unit to execute 
a new model.”

BUSINESS MODEL 
INNOVATION

24

New business models:

Better Place roll-out 2012
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•The oil dilemma is a systemic 
problem, the electric car the key 
to displacing oil
•Divorcing the battery from the 
car would overcome many of  the 
technological constraints
•But batteries require an entirely 
new technological system….

Easy to use charge poles

26

Rapid automated switching stations
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TRYING TO CHANGE SOME OF THE TRADITIONAL BUSINESS 
MODEL COMPONENTS FOR CAR OWNERSHIP AND USE:

27

•…making the cars free…?
•Separating ownership of the 10.000 dollar battery from ownership 
of the car
•Sell electricity miles rather than cars (cf mobile phones: heavily 
subsidize the hardware while customers pay per minute talk)
•Pegging the price of miles to that of gas, using the margin 
between the cost of gas and the much lower cost of electricity
•A range of plans: (pay-as-you-go, fixed-price contracts,..)
•Grid: automatic control of power draw in order to be able to 
charge when power is cheap
•……
•……

28

Group 3 & 4: Three Management Perspectives on Business Models

-Chesbrough, H.W., (2007). “Why Companies Should Have Open Business Models”, MIT Sloan Management 
Review, Winter.
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REINVENTING OPERATORS’ BUSINESS MODELS: 
CHANGING ROLES AND THE CONTROL OF ACTIVITIES (1)

29

REINVENTING OPERATORS’ BUSINESS MODELS: 
CHANGING ROLES AND THE CONTROL OF ACTIVITIES (2)

30
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REINVENTING OPERATORS’ BUSINESS MODELS: 
DEVELOPING A DOUBLE SIDED BUSINESS MODEL

31

BUSINESS MODEL CANVAS

32

Group 5 & 6: Two (Theoretical) Perspectives on Business Models

-Osterwalder et al (2005), “Clarifying Business Models: Origins, Present, And Future Of The Concept”, 
Communications of AIS, Volume 15

Osterwalder et al 
(2005) consider the 
Business Model as 
the blueprint of how 
a company does 
business.
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SOLUTIONS BUILDING ON THE CARD SYSTEM  
VISA paywave (contacless credit card) 

Pay-Buy-Mobile a lá GSMA & EPC
(NFC and Secure element  in SIM card)

Izettle

Payair 
(”the card in the cloud”)

35

Kortutgivare

Konsumenter, 
butiker, handel

Konsumenter

Kortinlösare

Kortoperatör

Seamless

Direkta 
överföringar 
konto‐till‐
konto utan att 
använda kort‐
systemet. 

Köparens bank

Säljarens bank

Konsumenter

Butiker, handel,
Transporter mm.

Mobile wallet
- PayEx Mobil
- Telia Mobilplånbok
- WyWallet

Consumers

Parking operator

Mobile parking
payment
provider

Mobile 
operators 

Banks and
credit card
companies

Consumers

Parking operator

Mobile parking
payment
provider

Mobile 
operators 

Banks and
credit card
companies

Other 
solutions 

Mobil 
operatörer

Mobiltjänste
företag

Konsumenter

Tjänsteföretag, Kollektivtrafik, Parkeringsbolag

Banker och 
betalnings
företag 

Seamless - SEQR

Parking subscription 
SMS payments 
(in principle) 

36
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THE BUSINESS MODEL CANVAS 
(EX: IZETTLE)

• Customer segments?

• Value proposition?

• Customer relationships?

• Channels?

• Revenue streams?

• Key activities?

• Key resources?

• Key partners?

• Cost structure?

(Rapid growth, internationalization,…..)
37

CUSTOMER SEGMENT(S)?

38
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39

VALUE PROPOSITION?

40

REVENUE STREAMS?
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CUSTOMER RELATIONSHIPS (& VALUE PROPOSITION) ?

41

42

CHANNELS ?
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43

Kortutgivare

Konsumenter, 
butiker, handel

Konsumenter

Kortinlösare

Kortoperatör

KEY PARTNERS (& CHANNELS)?

(Key technology suppliers? …….)

44

KEY ACTIVITIES?
KEY RESOURCES?
COST STRUCTURE?
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•Mass market
•Niche market
•Segmented
•Diversified
•Multi-sided platforms 
•(Business customers?)
•…..

1. Customer segments
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•Newness
•Performance
•Customization
•Getting the job done
•Design 
•Brand/status
•Price
•Cost reduction
•Risk reduction
•Accessibility
•Convenience/usability
•........

2. Value proposition

Channel types:
•Own     vs    Partner
•Direct   vs    Indirect
•........

ICT industry issues:
•New intermediaries & 
entrepreneurship in media business 
(models)

•Rapid changes in new technologies & 
rapid shifts in channel positions

•The importance of owning the direct 
relation to customers & shifts in the 
distribution of power

3. Channels
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•Personal assistance
•Self-service
•Automated service
•Communities
•Co-creation
•.......
•B2B contexts?
•........

4. Customer relations

•Asset sale
•Usage fee
•Subscription fees
•Lending/renting/leasing
•Licensing
•Brokerage fees
•Advertising
•.......

5. Revenue streams
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Fixed menu pricing:
•List price
•Product feature dependent
•Customer segment dependent
•Volume dependent
•....

Comment: the importance of pricing and 
pricing mechanisms

Dynamic pricing:
•Negotiation
•Yield management
•Real-time market
•Auctions
•...

•Physical
•Intellectual
•Human
•Financial
•......

6. Key resources
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•Production
•Problem solving
•Platform/network
•......

7. Key activities

Spotify’s key activities and resources?
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•Strategic alliances between non-competitors
•Coopetition: strategic partnerships between competitors
•Joint ventures to develop new business
•Buyer-supplier relationships to assure reliable supplies
•Channel partnerships
•......

8. Key partnerships
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•Cost-driven vs Value-driven
•Fixed costs vs Variable costs
•Economies of scale vs Economies of scope
•......

9. COST STRUCTURE

BM COMPLEXITY: Multiple, multi-sided and different 
types of business models (money flows)

•Multiple business models: 
”ambidextrous organizations”

•Multi-sided business models:
“One-Sided Business Models”
“Two-Sided Business Models”
“Horizontal Business Models”
“Multi-Layer Business Models”
…..

•Different types of business models:
FREE as a business model (”razors and blades”)
OPEN business models
LONG TAIL business models
.........
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59

Group 5 & 6: Two (Theoretical) Perspectives on Business Models

-Mason, K. and M. Spring, (2011) ”The sites and practices of business models”, Industrial Marketing Management 40, 
1032–1041

60

Group 5 & 6: Two (Theoretical) Perspectives on Business Models

-Mason, K. and M. Spring, (2011) ”The sites and practices of business models”, Industrial Marketing Management 40, 
1032–1041

•“If business models are more than just descriptions of what a business
does, they must have some sort of performative power to shape and
influence the actions of others.”

•“We argue that business models, embedded as rules-for-action in
PowerPoint slides, reports, targets and strategy documents, act as
framing devices.”

•“Seen as a bundle of practices, business models can be understood as
generative and continuously emerging systems, characterized by
structure and dynamics.
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Group 5 & 6: Two (Theoretical) Perspectives on Business Models

-Mason, K. and M. Spring, (2011) ”The sites and practices of business models”, Industrial Marketing Management 40, 
1032–1041

Network Roles and Positions
The ”market structure” for ”mobile payments”?

• From ”value chains” to ”value constellations” (networks)

• A ’market-as-network’: a network of  firms connected through 
relationships:

62
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BUSINESS NETWORK (MOBILE PAYMENTS)

63

BUSINESS NETWORK

64
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OSTERWALDER (“THE BUSINESS MODEL TEMPLATE”) ON THE 
FUTURE OF MOBILE OPERATORS’ BUSINESS MODELS:

• http://nsn.com/news-events/insight-
newsletter/articles/mobile-broadband-s-business-
model-breakthrough

Per Andersson, SSETHANK YOU!


