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| Introduction

Chapter one follows a general introduction to the topic of strategy and the implications
of cognitive differences along with earlier research made in this field. This section also

includes a problem statement and purpose of this research.

The Spanish telecommunication company, Yoigo, recently finished a substantial work

to develop their new strategy called {Yoigo 2013”. The strategy is a very important part

of their business goal to reach 10% market share in 2015. We went to Yoigo’s head-
quarter in Spain to interview their managers and employees. These interviews made it
possible for us to analyse and interpret how the understandings and perceptions about

the new strategy differ between the employees.

1.1 Background

“Strategy is the determination of the basic long term goals of an enterprise and the
adoption of courses of actions and the allocation of resources necessary to carry out
these goals” (Chandler, 1962, p.13). According to this definition, strategy is an impor-
tant part of any business. It is when a manager thinks of long run business achieve-
ments, in what markets to compete and which activities to engage within those markets.
Furthermore, it is about how the business can outperform competitors by using certain
resources like skills, assets, finance, relationship, technical competence and facilities.
Strategy also deals with the stakeholders expectations within and around the business.

Today organisations put a lot of effort into creating a strong and feasible strategy to be-
come more successful. It includes the basic goals and objectives but also a more de-
tailed plan how to allocate resources and what real actions to take. Therefore the strat-
egy is very important and why many organisations spend a lot of time and resources to
make the most out of the strategy creation. Consultant companies formed to help or-
ganisations with their strategies are numerous. But even if a strategy is clear and jointly
formulated, a problem is that the strategy is perceived and understood different by man-
agers and employees. They are the same persons who are expected to follow the strat-

egy and adopt their plans according to it.
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The perception and understanding of how a strategy was formed can differ. There can
be different understandings of what the basic goals are and how to implement them.
Another important issue is how to secure the progress and how to evaluate the strategy

afterwards.

Because individuals are equipped with belief systems and use categorization on differ-
ent levels, the human mind makes shortcuts between thinking and acting (Melander,
1996). Donaldson and Lorch (1983) found that senior manager’s belief systems influ-
ence their decision making while Hax and Majluf (1988) conclude that the cognitive
process of individuals affects the strategy formation based on the environmental under-

standing.

Therefore it is important to identify if there are different perceptions and understandings
of a new strategy. If managers have this information they can go back to the strategy

process and focus their work on specific parts to ensure the conformity of the strategy.

1.2 Problem Discussion

Yoigo is a Spanish telephone company that recently finished a substantial work to de-
velop their new strategy called “Yoigo 2015” (J. Andsjo, personal communication,
2011-04-06). Yoigo has an objective to increase their market share from 4% to 10% in
the Spanish market. Yoigo’s business model is unique and differs a lot from competi-
tors’. With only 90 employees they outsource many of their operations, including the
operation of 1000 shops. The increase in market share will result in more than 7 million
customers and Yoigo will be the third operator in Spain. The Yoigo 2015 strategy is
there to guide the work of employees but also contractors and partners that play a criti-

cal part of the development.

Each employee at Yoigo has a lot of responsibility for processes, control and coopera-
tion with contractors and partners. Therefore it is a must that everyone understands the
new strategy and what needs to be done in order to succeed. The cognitive process of
each employee will lead to different understandings and outcomes when interpreting a
strategy and the process in which it was formed. We want to look into the strategy proc-
ess when Yoigo 2015 was formed and analyse how the different employees perceive it.
We also want to see where in the process the differences are greatest and how employ-

ees will translate and implement the strategy into actions in their own areas of responsi-



bility. We want to look at this by examining the employees’ perception about Yoigo’s:

competitors, customers, corporation and strategy formulation process.

1.3  Purpose
The purpose of this study is to interpret and understand how the perception of a strategy

differs among employees within an organisation, in a qualitative study with Yoigo.

1.4 Delimitations

The study is committed in Spain were qualitative interviews were made. We will focus
on strategy in terms of awareness, perception and process. There are many different fac-
tors affecting the cognitive processes. We have limited our research to business related
theories, not including studies committed entirely outside the field of business admini-
stration. The outcome of the strategy is disregarded. It is only the process when creating

the strategy that is included. We are limiting our study to a single process within a com-

pany.



2  Theoretical framework
In this chapter we will present theories and research in the area of awareness and per-
ception in relation to strategy. Also, theories within the subject of strategy will be de-

scribed. This section is divided in fundamental theories and main theories.

The fundamental theories simplify the understanding of perception and cognition to
clarify how individuals are affected and why strategies are perceived differently. These
theories present knowledge about understanding and awareness in a strategic context.

The main theories provide an understanding of the important aspects of strategy in an
organisation. The focus will be on how firms achieve competitive advantages through

their strategies.

2.1 Fundamental theories
In this section, cognitive aspects which affect the outcome of the strategy are presented.
It enlightens why the individuals come to different conclusions and understandings

based on their cognitive mind.

2.1.1 Strategy Perception

Individuals in an organisation may perceive and understand strategy very different to
each other. Due to cognitive styles, people in the same organisation may come up with
different decisions or outcomes, when facing the same strategy. We will analyse how
individuals perceive a strategy and the strategy formation process. In this section we
will start by describing cognitive style and incoherent perceptions of individuals in an
organisation. Furthermore, environmental forces that shape decision making will be ex-
plained. The purpose of these theories is to provide a framework for analysing employ-

ees’ different opinions and understandings of the strategy.

2111 Cognitive Style

“Cognitive style is a person's preferred way of gathering, processing, and evaluating in-
formation” (Hayes & Alison, 1998, p. 850). According to this definition, the cognitive
style affects how an individual perceive the environment and gather information in vari-
ous contexts. It influences how persons structure and interpret information and finally
incorporate it according to their own subjective theories or understandings. This will

consequently direct their action.



It is crucial that individuals process information in order to recognise change. If indi-
viduals fail to recognise important changes that occur around them, they are likely to
fail in the exploitation or development of their own knowledge and talents. This may

then result in failure to reach organisational objectives (Hayes & Allison 1998).

2.1.1.2 Preferences

Research has found that the cognition of individuals influence the strategy making
process and information related to it. Jung (1923) recognised that people’s behaviour
matched certain patterns and could therefore explain various psychological functions.
These functions are referred to as preferences. Just as a person can be either left or right

handed, people favour one process over another.

Sensing perception versus intuitive perception is one type of preference. These prefer-
ences are connected to how individuals become aware of ideas, facts or occurrences.
Sensing is the process preferred when creating perceptions on facts and what the five
senses tell you. A sensing person does not like being unstructured and base his actions
on environmental certainty. Intuitive persons prefer perception through a deeper mean-
ing. These persons are not too keen on details and tend to perceive the total picture
rather than details (Prince, 1992).

2.1.1.3 Environmental perception
Managers reflect upon various measurable characteristics in the market. They must do

this to match the company’s strategy to the environment in which they are operating.

Environmental perception of an individual could be competition, entry barriers, industry
development and maturity level. Prince (1992) presents a further dimension of the envi-
ronment in which a firm competes. Namely that people create and endorse the environ-
ment they are in. This is done through gathering, selecting and screening of information.
According to Prince (1992), it is not the environment as such that really should be taken
into account but in fact the individual’s ability to understand it and forecast in order to
reach the most effective result. As the environment may be perceived as stable, others
could perceive it as uncertain or competitive. Consequently, strategy makers will re-
spond in different ways, similar to individuals who perceive the environment differently
Prince (1992).



The perception of the environment is important to highlight, since ultimately it will re-
sult in shaping the strategic plan. The formation of the strategy will be influenced by
various environmental forces (behaviour, political and emotional) which will affect the

final outcome (Anderson & Paine, 1975).

2114 Competitor Perception and Identification

A firm needs to identify its competitors in order to develop competitive advantages. We
will present a theory created by Clark and Montgomery (1999) that evaluates how an
organisation perceive competitors and what the most important factors are behind it.
Clark and Montgomery’s (1999) research pursued two approaches to competitor identi-

fication:

1. Supply-based approach categorizes competitors according to what attributes the
competitors have. By attributes they mean how alike the competitors are in
terms of products, strategy and marketing. According to Walton (1986), the most
important attributes when an organisation identifies a competitor are: product of-
fers, firm performance, geographic scope, style management and ownership.
Clark and Montgomery (1999) state that managers should put more emphasis on
competitors based on what customers they have. It is important to identify cus-
tomers as many attributes in the supply-based approach are vital for customer
identification.

2. Demand-based approach classifies competitors based on what costumers they
have. This approach recognises competitors in terms of costumer behaviour and
attitude of their customers. However, it is little known about how managers ac-
tually identify competitors in practice, this is because the way they identify
competitors differs. The only continuously upcoming attribute in the demand-
based approach is geographic scope (Clark & Montgomery, 1999).

2.1.1.5 Size of Competitive Category

Managers mention relatively few competitors who are in their competitive category.
The economical importance imposes a ceiling of the number of firms that managers
consider as competitors (Clark & Montgomery, 1999). Cognitive studies have show that
people have difficulties to process units on large amounts. This means that it is easier

for mangers to process information on few important competitors.



2.1.1.6 Problems with Perception
The key point in this discussion is the perceptual process of managers when deciding
upon a strategy. Anderson and Paine (1975) present some concerns or problems related

to perception of strategy, these are presented below:

1. The understanding of how policies are formulated is not viewed consistently

throughout the entire organisation.

2. Since the understanding of the policy formulation process is lacking, evaluating

the strategy becomes difficult.

3. If the strategy formulation is not well understood, one will have difficulties in

achieving fruitful discussions of how to implement the strategy.

4. If you lack good knowledge in how the process functions, the organisation will

find problems in how to treat the strategy and the formulation.

2.1.2 Strategic awareness

When a strategy is implemented in an organisation, it is important that it is understood
by those who operate in the firm. In order to reach a good outcome of the strategy,
members of an organisation should have clear awareness of the strategy and know how

to use it.

To understand the reason to why awareness in an organisation is low, we will present
three causes. One reason is that the strategy is diffuse or vague and is missing clear
characteristics for what to do (Snow & Hrebiniak, 1980). Secondly, if the top manager
is not aware of the background of the current strategy, there could be a lack of strategic
awareness. Thirdly, if top managers fail to involve middle or lower level managers in
the strategic process, these managers will have less knowledge about the strategy. Addi-
tionally, the awareness can be influenced by what processes the organisation have in
terms of planning and communication system (Snow & Hrebiniak, 1980; Hambrick,
1981).

Hambrick (1981) made a study of strategic awareness among managers. He tested this
by comparing three levels of managers: chief executive, second level and third level

managers.



e Proposition 1 — The higher the position of the Manager is, the greater is the

match between manager’s perception and strategy assigned by an organisation.

Hambrick (1981) concludes that the hierarchical level in the organisation affect
the result of strategic awareness. There is a significant drop of strategic aware-
ness as you go down in the levels of hierarchy. Even the second level managers

do not have the same awareness as the top executives.

e Proposition 2 — The higher the position of the manger the greater the under-
standing between the manager’s perception and that of the executive of the or-

ganisation.

This is very similar to the first proposition. Hambrick (1981) concludes that sec-
ond level managers have a greater degree of awareness than the third level man-

ager.

e Proposition 3 — The strategic awareness will be lower in an organisation that
has recently altered their strategy compared with an organisation that has a
relatively long term oriented strategy.

Hambrick’s (1981) test implies that organisations that recently changed their
strategy assess the highest level of awareness, compared to organisations that
have a long term strategy. This is true for all levels of managers that were in-
cluded in the test. Hambrick (1981) states that the apparent reason for this is the
managerial alertness towards the organisational change. Change consequently

promotes “strategic thinking”.

Peters (1978) also addresses the difference in awareness between newly changed strate-
gies and long term strategies. The change is a factor that motivates and enhances atten-
tion within the organisation. In organisations without recent strategic changes, managers
have a tendency to forget to focus on the strategy. Looking further into the research of
managers in large corporations, we see (Figure 2.1) that a strategy has the tendency to
continue over a period of seven to nine years. Peters (1978) illustrate a life cycle of a
strategy. He shows that the strategy cycle consists of three phases, new strategy, estab-
lished strategy and decaying strategy. The curve shows the proportion of organisational

actions directed towards a particular strategy. Peters (1978) also state that the awareness



peaks is in the initial stage of the strategic life cycle. After the initial stage, awareness is
weakened as time surpass. In Figure 2.2 he presents three strategic phases: new era,

continuing visibility and diminishing visibility. The curve illustrates the proportion of
strategic awareness in the stated phases.

Many

Proportion of Organizational
Actions (Decisions) Oriented
Toward a Particular Strategy

Few Time

New Strategy Established Strategy Decaying Strategy
(1-2 years) (3-5 years) (1-2 years)

Life cycle of a Strategy

Figure 2.1  Life Cycle of a Strategy
Source: Peters (1978) p.273

Many
Strategic Awareness
Few Time
A new Era Continuing Visibility Diminishing Visibility
-Anxiety -Continuous attempts -Abandonment of slogan
-Interest for new strategies and themes
-Visible change -Strategy

taken for granted

Internal Awareness of a Strategy

Figure 2.2  Internal Awareness of a Strategy
Source: Peters (1978) p.273



2.13 Goal Congruence
To demonstrate how goals vary in an organisation, we will present the concept of goal
congruence. This will help us to understand how organisations and individuals in the

same group work with goals.

Organisations have set goals within the firm that every employee should work towards.
In order to reach best possible outcome, all employees should work for the same goal.
Most organisations intend to implement a system that influences individuals to act in a
goal congruence manner. However, the goals vary between what executives and em-
ployees of an organisation want. “In a goal congruent process, the actions people are led
to take in accordance with their perceived self-interest are also in the best interest of the
organisation” (Anthony & Govindarajan, 2001, p. 98). According to this quote, goal
congruence will lead to an organisation having coherent goals.

2131 Organisational Constituency

Organisations work in groups and therefore every individual opinion does not need to
be considered. These groups often share similar values and goals. Goal congruence
within these groups is therefore likely to be important for the individuals within the
group (Vancouver & Schmitt, 1991). Mintzberg (1983) also mentioned that in order to
get around the problem of how to reach goal congruence, one should recognise constitu-

ency within the organisation.

2.2 Main theories
The main theories explain factors that affect the quality of strategies. To know what is
important when creating a strategy, these elements are crucial to identify and under-

stand.

2.2.1 The Strategic Triangle
In order to understand the key factors for a successful business strategy, we will present

a model that includes three aspects and discuss their importance for a business strategy.

Ohmae (1982), business and corporate strategist, has developed a model that shows the
three most important areas that should be considered in order to reach a strong business
strategy. Figure 2.3 shows the main areas that have to be considered when constructing
a business strategy. These are also seen as the key factors of success in a business. Ac-

cording to Ohmae (1982, p.91), “a successful strategy iS one that ensures a better
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stronger matching of corporate strengths to customer’s needs than is provided by com-

petitors”.

Figure 2.3  The strategic three C’s
Source: Ohmae (1982) p.92

When constructing a strategy, one must consider these main factors. If an organisation
integrates competitor, consumer and corporation in a strategic triangle, a constant com-
petitive advantage will be added to the firm. To understand these three key factors, we
will further explain the three C’s presented by Ohmae (1982).

2211 Customer-Based Strategies

To gain a strategic edge over competitors, one must segment the market in order to meet
the customer’s needs. There are two basic models of market segmentation. The first is
segmenting by objectives, “different ways different customers use the product” (Ohmae,
1982, p. 99). Take chewing-gum as an example, some people take it because it tastes
good while others use the gum to get rid of their bad breath. The second model is seg-
mentation by customer coverage, this could be created from due to a firms own circum-
stances. Even if a firm targets a large group or segment of customers who have same
preferences, the organisations capacity to satisfy them may be limited by the available
resources. The making of strategic segmentation normally emerges from a trade-off be-

tween marketing costs versus market coverage.

11



2.2.1.2 Corporation-Based Strategies

To maximize a firm’s strengths, the corporation needs strategies aiming for the same
thing. To increase positive profit and market growth, it is important for a corporation to
maintain a positive differential in key functional strengths. There are different ways to
reach a positive differential. The first method is selectivity and sequencing. The corpo-
ration does not need to be a winner in all the firm’s functions. Therefore, the corpora-
tion should aim at reaching at least one function that can gain a decisive edge (Ohmae,
1982). This will in turn lead to improvements of other competition functions. The sec-
ond method is called cost-effectiveness. There are three different ways of using this
method. The first one is to reduce costs more effectively than competitors. The second
method is to share resources with other sub-functions which can lead to more advan-
tages for the corporation. The last method is to increase the selectivity of products, or-

ders or functions. This method will result in lower functional costs.

2.2.1.3 Competitor-Based Strategies

The Competitor-Based Strategies can be developed by potential sources of differentia-
tion in a number of functions. These are purchasing, design, engineering, sales and ser-
vicing. There are two methods that can be used in order to achieve differentiation. The
first one is power of image which implies that firm’s image is very important when one
wants to achieve differentiation. A power of image can be created to manage the mar-
keting functions, promotion and distribution with much greater care. The second
method is called capitalizing on profit- and cost structure differences. This method im-
plies that a company with higher cost structure should always look for functional differ-

entiation.

In our research, we used this model of strategic triangle by Ohmae (1982) to formulate
questions for our qualitative interviews. Also, we have used this framework in our
analysis to evaluate where in the strategic triangle most differences and similarities ex-
ist. As mentioned earlier, this model presents the key factors of strategic success. There-
fore, more perceptual differences mean less success in the Yoigo’s strategy. This theory
will function as a frame to help us find the key differences with the intention to fulfil
our purpose. Finally, we will use the composition of this model to structure our empiri-

cal finding and analysis.
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2.2.2 Strategy Process

Pettergrew (1992) explains the strategic process as being dynamic. To understand a
strategy process one should understand that the process is always changing. A strategy
process includes action, dynamism, time, development and outcome (Pettigrew, 1992).
It is also about the formation and implementation of the strategy (Van De Ven, 1992).

We will present these concepts further in the following sections.

2221 Strategy Formation

To understand the difficulties of forming and implementing a strategy one must realise
that the concept of strategy and the process of implementing it, are inseparable in an or-
ganisational setting. There are three different processes included in strategy formation:
(1) based on the understanding of the environment, the cognitive process of individuals
affects the strategy formation; (2) perceptions are channelled and commitments devel-
oped through social and organisational processes; (3) the political process when there is

a power shift that influence purpose and resources (Hax & Majluf, 1988).

Mintzberg (1978) writes about what strategies are and how they are formed in organisa-
tions. There is a great amount of strategy literature. These are labelled strategy forma-
tion in the private sector and policy making in the public sector. Both policy making
and strategy formation deal with the question of how organisations handle important
decisions and form strategies. The largest part of the published strategy literature deals
with the planning mode of strategy. In literature, the planning part is described as an es-
pecially structured process that is efficiently integrated in the organisation (Ansoff,
1965; Steiner, 1969). Others like Lindblom (1959), Braybrooke (1963) and Halberstam
(1972) describe strategy formation in the private sector as an adaptive mode. They talk
about the strategy process as one in which many decision makers with conflicting goals
negotiate with each other to create an increasing stream of incoherent decisions. The
same notion is implicated by Cyert and March (1963) for the public sector. There are
some literatures within this field but most are theoretical without being empirical
(Mintzberg, 1978).

The strategy formation can be the result from a realized intention or a result of un-
planned action. When a company interacts with its customers the product is not always
a perfect match. Often the salesperson returns to his company and tries to adopt the

product according to the customer’s preferences. If they manage to adopt the product in
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a correct way and sell it to the customer, a new product and market has opened. This
means that the strategy is slightly changed. In small organisations the innovator is often
the same person as the implementer. Therefore the change is easy and smooth. In larger
organisations the innovator and the person that must initiate and implement the strategy
can be far away from each other in the company. Sometimes the salesman can continue
alone to create the new product and in that sense follow his own strategy. Later, this
new product can be recognised by managers and it can be implemented as a change in
the organisational strategy (Mintzberg, 1987). When we refer to realized intentions in
this research, we imply a strategy that has been created in a very deliberate way based
on facts and with a clear goal on what wants to be achieved. With unplanned actions we
mean a strategy that has not emerged deliberately. In a strategy creation process, both
control and flexibility are important. Some strategies are created from a clear realized
intention or from unplanned actions while most others fall somewhere in between
(Mintzberg, 1987).

2222 Strategy Implementation

Barney and Hesterly (2006) state that just choosing a strategy is rather useless if the
strategy is not being implemented. The strategy implementation takes place when a firm
apply practices and plans. Lynch (2006) shows that the implementation process in-
volves four basic elements. The first element is to identify what strategic objectives the
company holds. Secondly, an organisation should formulate a plan, converting the strat-
egy into tasks and deadlines. The third element regards budgeting and resource alloca-
tion. Lynch (2006) states that it is how a company should pay for their operations and
how resources should be allocated. The fourth element is to apply control and monitor-
ing over operations. The firm need to make sure that objectives are met and resources
are used in accordance with agreement. Monitoring should also be examined against fu-

ture projections such as environmental and economic change.

2.23 SWOT
This framework will help us to better understand Yoigo’s situation by looking at the re-

sources and external environment.

SWOT is an acronym from strengths, weaknesses, opportunities and threats. It is a use-
ful framework for reviewing strategy in terms of internal and external perspectives

(Dyson, 2003). In order to form a successful strategy, one should understand the key
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opportunities and threats to be able to identify a realistic strategy. Also, when under-
standing the firm’s strengths and weaknesses, one can find an effective niche for the
firm’s strategy (Adams, 2005). A SWOT analysis tries to identify the strengths and
weaknesses of an organisation and the opportunities and threats in the environment
(Dyson, 2003).

2.2.3.1 Internal

The strengths of a company are related to different aspects like: personnel, facilities, lo-
cation, products and services (Dyson, 2003). The strengths define and give the company
a competitive advantage, which are created using the firm’s competences and resources
(Pearce & Robinson, 2005). The weaknesses reflect both the company and the custom-
ers. According to Pearce and Robinson (2005), a weakness could be defined as a lack in

the firm’s resources or competencies that slows down the firm’s effectiveness.

2.2.3.2 External

The external part covers: political, economical, social and competitive aspects (Dyson,
2003). It includes information related to the competitive forces in an industry and how
they affect the firm. These are factors that affect competition and the competitors’
thoughts about the environment. In addition, it helps managers to answer three ques-
tions: For the firm’s competitive success (Bensoussan & Fleisher, 2008), what environ-
mental factors are crucial? How does the industry look in the future? Is the current in-

dustry attractive or unattractive?

We will use this framework in our interviews to investigate if the employees’ percep-

tions differ in terms of Yoigo’s resources, competencies and external environment.

2.3 Research questions

The research questions are used to fulfil our purpose. We chose these research questions
in order to derive more specific information related to our purpose, thus to get more de-
limited results of our research. The first question we used considers the perceived im-
plications of the strategy. We used this because it is important to understand the aware-
ness of the employees and what it means to them. Secondly, we asked how coherent the
perceptions are in different organisational areas. According to Ohmae (1982) the most
important areas to consider reaching a strong strategy are competitors, costumers and

corporation. Because of their importance it is necessary to identify how coherent the
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perception is within the respective areas. In addition to these, it is important to under-
stand the strategic process, because it is a central part in how the strategy work is im-
plemented and used in practice. Finally we wanted to identify how the organisational
environment affects strategic awareness. We included this research question to identify
the organisational culture, since it is not always enough to have a good strategy, but

rather an environment that enhances strategic thinking.

Research question 1: Seck to understand what the perceived employees’ implications of
the Strategy, Yoigo 2015, are?

Research question 2: How coherent are the employees’ perceptions within the respec-

tive areas: competitors, costumers, corporation and strategy process?

Research question 3: Are there factors in Yoigo’s internal environment that affect the

employee awareness of the strategy?
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3 Choice of Method
In order to achieve the purpose of our thesis, different methods have been used. In this
chapter, we discuss and present our scientific approach and our method used to collect

the needed data. We will also present our motivation to the decided methods.

3.1 Inductive vs. Deductive Approach

A deductive approach is when the author use existing theories to reach his conclusion.
From the existing theory, hypothesis are formed which later on will be empirically ex-
amined. This means that the existing theory is the frame and decides what kind of in-
formation that should be collected. This also shows how to interpret this data and finally
how to relate the result to the existing theory. The deductive approach is criticised, be-
cause the researcher uses an existing theory, there could be a risk of not being able to

exploit new interesting ideas (Patel & Davidsson, 1994).

The inductive approach is the direct opposite to the deductive. An inductive approach
means that the researcher starts with the empirics and move from the findings towards a
theory (Jacobsen, 2002). When collecting the information and data, the researcher
should not have any assumptions or expectations. This is important since the researcher
will be the one formulating a new theory. In other words, the researcher should discover
something that could be formulated in a theory (Patel & Davidsson, 1994). The risk
with this research method is that it is very hard to investigate without any assumptions

or expectations and therefore it could lead to an error (Jacobsen, 2002).

We have used a deductive approach to our bachelor thesis, since we will use existing
theories as a base to our study. We started our study by looking at existing theories to
form our interview questions. There are many researchers in the field of perception and
strategy. However, we wanted to analyse how the perceptions differ in a strategic proc-
ess. In this field there are very few researches, therefore we have selected relevant exist-
ing theories to be able to analyse our data from different perspectives and to reach our

conclusion.

3.2 Qualitative vs. Quantitative Method
Based on Jacobsen (2002), one of the differences between qualitative and quantitative
research is the number of units investigated. The qualitative research applies that the re-

searcher investigates fewer data sources while the quantitative method include a larger
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number of data to be investigated, e.g. survey. Another factor that distinguishes these
two is that the quantitative method is usually more used to examine hypothesis while a
qualitative method creates the hypothesis along the investigation (Jacobsen, 2002). In
this study we have used a qualitative research. The reason is that we will base our pri-
mary data on interviews and observations. By using a qualitative research method, we

will to a higher extent fulfil the purpose of our study.

3.3 Interviews

This thesis will include both primary data and secondary data in order to fulfil our pur-
pose. The primary data will consist of interviews and observations to enable us to gain
the best information (Patel & Davidsson, 1994). The secondary data include documents
provided from Yoigo and competitors” web pages. To be able to analyse perceptions of
different employees in terms of process, formation, implementation and awareness of
the strategy; the best tool to use is interviews. Surveys are not suited to our study since
that technique is more relevant to use when you want to collect many answers by inter-
viewing larger amounts of people. Also, the questions asked should be more associated
to what, when, where and how (Patel & Davidsson, 1994). Moreover, we did not choose
to do experiments, as this method is when researchers study some variables and at the
same time try to get control over some other variables (Patel & Davidsson, 1994). We
chose to do interviews in order to collect the needed data in a sequence, to answer our
research questions and to fulfil our purpose. This technique made it possible for us to
ask more detailed questions and to understand why they answered as they did.

According to Dalen (2004), there are different kinds of interview structures to choose
from when fulfilling a purpose. We have used open end questions since our goal is to
evaluate different employees’ opinion and view of the firm’s strategy, therefore the
questions had to be structured in order for us to understand and investigate their beliefs.
These interview structures could be seen in different perspectives, for instance Saun-
ders, Lewis and Thornhill (2009) present the structure from three different viewpoints
while Patel and Davidsson (1994) pointed out four different interview structures. We
have used Patel and Davidsson’s (1994) description of the different structure as it is
most consistent with our research question formulation and interview method. We have
used a highly standardised interview where the interviewer asks the same questions in

the same order to the entire sample. The other part is how structured the questions are in
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terms of how much space the interviewee has in his answers (Patel & Davidsson, 1994).
Our aim was to give freedom to the interviewees, to enable them to answer from their
own viewpoint of the strategy. This is categorized as open end questions and therefore

our interviews consist of low degree of structure.

When we formed the questions, we did not have any information regarding Yoigo’s fu-
ture strategy. Therefore the base for our interview questions is formed using our theo-
retical framework (see chapter two). The theories presented in chapter two helped us to
formulate our interview questions. The structure of the interviews is first very open with
generic questions about the strategy process, customers, competitors, external environ-
ment, corporation and their current and future strategies. One example of a question is:
when you formulated the Yoigo 2015 strategy, was it a planning or an adaptive process?
Before the interviewed answers, we explained and defined what a planning and an adap-
tive process mean in terms of strategy formation. In this part we used Ansoff (1965),
Steiner (1969) Lindblom (1959), Braybrooke (1963) and Halberstam (1972) as refer-
ences to the definitions (see Appendix 9.1). Following this question, we had a related
question to tell us why the interviewed employee answered as he did.

We started our interview process by contacting Johan Andsjé (CEO of Yoigo) and in-
formed him of our topic and whom we were interested in interviewing. We pointed out
that the best outcome would be to have employees from different levels in the organisa-
tion and from various nationalities. Before selecting the interviewees, Johan Andsj6 ex-
pressed the importance of getting a result that could be representative for the whole
population. Therefore, with emphasis on randomness, Johan Andsjo just went out to the
office and picked eleven employees from different departments. It was very important
for us that the participants answered the questions freely without being concerned of
what they might say during the interviews. Therefore the employees we interviewed are
anonymous in this thesis. As a result, we can only state their roles and cannot connect a
specific answer to an individual. The roles of the employees we interviewed are stated

in Figure 3.1.
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Figure 3.1  The interviewees’ profile

Source: Developed for this research by the authors

Since we wanted to have the best outcome of these interviews, we decided to visit the
firm on site in Spain. We spent three full days at the Yoigo headquarter, where we had
around 90 minutes scheduled interview time with every person. Moreover, all of us par-
ticipated in all interviews we held. As we all were able to take part during the inter-
views, we selected one from the research group to ask the questions while the other two
noted the answers that the interviewees gave us. Furthermore, we audio recorded all the
interviews and sorted them by numbers. Since we both recorded the answers and the
whole group were present during all eleven interviews, we increased the possibility to
spot all answers. We used the same interview questions to be able to compare and ana-
lyse the answers. The second part of the interview guide contained a mapping and scale
technique where we were able to see the perceptions of strategy in depth and detail in
order to fully judge the accuracy of the respondents (see Appendix 9.1.1).

Before we went to Spain, we formed an interview guide. An interview guide includes
central themes and questions that together should cover the most important aspects of
the study (Dalen, 2004). Our interview guide was structured and divided into four parts
(1) Strategy Process (2) SWOT analysis (3) Strategy Perception (competitors, customers
and corporation) and finally (4) Mapping and Scales. Firstly we had one question as a
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heading and then following questions related to that same topic or area. These related
questions were more specific and detailed (see Appendix 9.1). Ss we used a high degree
of structure during the interviews, we followed our interview guide precisely. This
guide helped us to remember what we aimed to highlight. Therefore, the interview
guide kept us to the most important aspect during the interviews (Widerberg, 2002). We
chose to use the same interview techniques for all of the employees to be able to inves-

tigate the similarities and differences in their opinions of Yoigo’s strategy.

During our interviews, we had some problems with the communication level. For in-
stance, some Spanish employees had difficulties to understand the questions. Therefore
we were very active during the interviews and explained everything that was not clear.
Also, some of the participants had problems with answering the specific question that
we asked. Some answered more general while some others tried to lead the answer ain
another direction. Therefore, we were sometimes forced to maintain control and steer
the participant back to the topic and question (Brewerton & Millward, 2001). Further-
more, we received the interview schedule two days before we came to Spain, therefore
when we formed the interview questions, we did not have any idea of who we would in-
terview. Our last struggle was that we did not have access to the new strategy when we
formed the questions, the reason for this was that at that point in time, Yoigo 2015 was
still confidential and not presented to stakeholders and shareholders. Finally, this
method was very costly and time consuming. We funded the field study to Spain our-

selves and there was a great amount of time spent doing interviews.

The positive aspects from our interviews were that the participants were very randomly
selected. Moreover, all eleven employees were key persons in the firm that had high po-
sitions in the organisation. Therefore, the quality of the answers was high. Furthermore,
Johan Andsj6 scheduled time for us to meet the marketing and sales department and to
have lunch with them. This opened the opportunity to create new relationships and to
discuss our interview question to get another perspective of the quality of the answers.
Finally, this method made it possible for us to collect a lot of relevant and rich data

which we would not have been able to collect using other methods.

3.3.1 Mapping and Scales
This method will be based on a mapping model we formed ourselves. Prior to our inter-

views we wanted to collect information from the employees individually where they
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would place themselves in different strategic contexts. This technique is based on highly
standardised interview questions with low degree of openness since the participant was
only asked to position Yoigo in terms of scales and maps. To get a better motivation to
know why the answered as they did, we had followed up questions which is categorised
as open ended questions. An example of this technique is a map showing four different
concepts. The strategies selected were based on our theoretical framework (see chapter
two). The strategies mentioned were: if the firm has a focused or mass market and low
cost or premium strategy. From this map the employees positioned Yoigo from two dif-
ferent perspectives. One map reflected this in their current strategy and another showed
if Yoigo will change its position until the year 2015 (see Appendix 9.1.1).

Another technique we used was a scale that had an opposing strategy on each side. This
scale was numbered from 1-10 and the interviewee’s task was to circle a number that
was represented the strategy that was used by Yoigo (see Appendix 9.1.1). The theories
that are presented in the theoretical framework helped us to ask and formulate these
questions. For example, we used a scale to examine their perception of the strategy for-
mation. The question we used here was: Was the strategy formation the result of real-
ized intention or unplanned action? The interviewed could circle 1 which represents re-
alized intention, or a five which would indicate in between both and finally 10 which
represents unplanned actions (see Appendix 9.1.1). The reason for us using these tech-
niques was to enable us to see differences and similarities in the employee’s perception
more easily. Moreover, this method made it able for us to fulfil our purpose in a better
way and it contributed to the effective thinking of the employees interviewed (Kane &
Trochim, 2007). We decided to present these maps after all questions were answered.
We did this to get a better view of what their perceptions about the current strategy was
as well as their perceptions about new strategy, Yoigo 2015. The aim of this technique

was also to break the formal way of interviewing and make the participant more active.

3.4 Observations

One of the characteristics of a qualitative research is that “the researcher is involved in a
sustained and intensive experience with the participants” (Creswell, 2003, p.184). Fur-
thermore, in many qualitative studies it is common to use multiple forms of methods
and we have used observations in addition to interviews (Creswell, 2003). The observa-

tions we did are a part of our primary data collection method since it helps us to fulfil
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our purpose and answers research questions. Observations involve watching individu-
als’ behaviours and activities in a way that the observers gain some kind of knowledge

and analytical understanding (Ghauri & Grgnhaug, 2010).

We determined to use observations as one of our methods before we travelled to Spain.
To get the best outcome of the observations, all of us wrote down activities and behav-
iours at the Yoigo headquarter. To help us keep to the content of the study, we created a
data collection plan that we used as a checklist. This method is recommended by Coo-
per and Schnidler (2011). This created the focus in our observations which made us ex-
tra careful not to miss any necessary information. This choice did not eliminate other
observations that we could have done; it just gave us a more defined guideline. Our

checklist focused on the environmental, cultural and communicational aspects of Yoigo.

A problem we encountered with this method was that we were situated in meeting
rooms outside the office most of the time. Therefore, the time we were able to observe
was not as long as we hoped for. Furthermore, Ghauri & Grgnhaug (2010) state that it
may be difficult to translate the events into scientifically useful information. But we di-
minished this disadvantage by performing our observations in field setting, which is
when the observations were done as a natural part of the setting. The advantage with
this method is that the information gathered from an observation is fresh and up-to-date
(Cooper & Schnidler, 2011). Also, with this method it was possible to interpret the ob-
served behaviour, attitudes and situations in a more real life condition (Ghauri & Grgn-
haug, 2010). This method was fun and effective, since we could do the interviews at the
same time as we observed the participants.

3.5 Secondary data

Secondary data was useful when fulfilling the purpose of this research. In chapter four
in this thesis, the secondary data is presented in a company description. The data con-
sists of documents provided from Johan Andsj6 (CEO of Yoigo). These documents con-
tain information related to Yoigo 2015, their current strategy, background of the com-
pany and documents related to studies made by Yoigo. Also, we have used different
company web pages to find information regarding Yoigo’s competitors and other re-

lated information. The secondary data that have been used in this research paper are:

e The Phone House Magazine (2011, January 15). pp.36-41
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e Andsjo, J. (2011). The Yoigo Story [PowerPoint Slides] Retrieved from Yoigo

e Andsjo, J. (2011). Yoigo 2015 [PowerPoint Slides] Retrieved from Yoigo

e Andsjo, J. (2010). Macro Economic Development [PowerPoint Slides] Retrieved
from Yoigo

e Andsj0, J. (2010). Competition [PowerPoint Slides] Retrieved from Yoigo

e Telefonica (2011). About Telefonica. Retrieved May 10, 2011, from
http://www.telefonica.com/en/about_telefonica/html/home/home.shtml

e Vodafone (2011). About Vodafone. Retrieved May 10, 2011, from
http://www.vodafone.com/content/index/about.html

e Orange, 2011. Orange Group. Retrieved May 10, 2011, from
http://www.orange.com/en_EN/group/

e Fierce broadband wireless (2007). Carriers risk becoming dumb pipes. Re-
trieved May 13, 2011, from
http://www.fiercebroadbandwireless.com/story/analysys-wimax-carriers-risk-
becoming-dumb-pipes/2007-07-16

According to Brewer, Salkind and Rasmusse (2004), a secondary data analysis involves
data collection in research that has been made previously. This data should help the re-
searcher to address different research question. The advantages with collecting secon-
dary data is that it provides a guideline when searching for research objectives (Saun-
ders, Lewis & Thornhill, 2009) and this technique is very efficient since it is less costly

and frequently more easily available (Brewer, Salkind & Rasmussen, 2004).

3.6 Method for Analysis

Because we did a qualitative study, we were overwhelmed by the mass of data. Since
the purpose of our analysis is to understand and gain insights from the collected data,
we have used a process to bring order, structure and meaning to the quantity of it.
Through a series of steps we dissected, reduced, sorted and reconstituted data to gain
understanding and to clarify problems. When the data collection was finished, the data
comprised 20 hours of audio recorded interviews, 80 pages of handwritten notes and 70
map and scale pages. Data reduction was the first step to clarify our findings. In this
step we selected, focused, simplified, abstracted and transformed the collected data. To
give meaning, lengthy transcripts from interviews were not only read, we also had to

focus, simplify and abstract the mass of words (Ghauri & Grgnhaug, 2010). Here we
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generated categories based on our interview guide and we identified four themes: com-
petitors, customers, corporation and strategy process. With these categories, understand-
ing and explanation of the study emerged. In this stage, we were careful and critical be-
cause the key purpose was to arrive at a valid explanation. After the data reduction, we
displayed the data in an organised and compressed information structure. This enabled
us to draw conclusions and interpret the data. Since the interviewees are confidential,

we have given them fictional names when quoting and referring directly to them.

3.7 Trustworthiness

To account for credibility, when planning our qualitative study, we wanted to adopt well
established research methods. In order to find correct operational measures for the stud-
ied concepts, we contacted Associate Professor Anders Melander at Jonkoping Interna-
tional Business School. Melander explained about research methods that he successfully
used in previous studies from a cognitive perspective. To analyse the data we used es-
tablished techniques explained by Ghauri & Grgnhaug (2010) to ensure that valid ex-

planations where derived from the empirical data.

Two of the enquirers have several years of working experience from the mother com-
pany of Yoigo (TeliaSonera); therefore we had adequate understanding of the industry
and organisation beforehand. We also established a firm contact with the CEO of
Yoigo, Johan Andsj0, at an early stage. This contact was used to obtain consultation and
appropriate documents before, during and after the time for interviews. To make sure
that any “unknown influences” were evenly distributed among the interviewed employ-
ees, a random sampling process was used to select interviewees. This procedure also
provides the greatest assurance that those selected is a representative sample of the
whole population (Bouma & Atkinson, 1995). To account for any shortcomings in the
interviews, we used a form of triangulation. To achieve this we used a wide range of in-
formants (15% of the employees). Individual viewpoints and experiences can be veri-
fied against each other and ultimately build a rich picture of the employees’ attitudes,

needs and behaviours, based on the contribution of a range of people (Shenton, 2004).

To ensure honesty from the interviewees, all participants were there voluntarily and
could refuse to continue the interview at any time. In the opening session, all interviews

were asked if they were genuinely willing to take part and offer data freely. We made
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clear that there are no right or wrong answers. We also informed about our independent
status as researchers and that they could contribute with ideas, data and experiences
without fear of losing credibility in the eyes of their managers. Furthermore, the em-
ployees were informed that two of the researchers worked for the mother company. This
made it even more important to emphasize our role as researchers and the value of hon-
est answers. To ensure honesty, we applied a totally confidential approach and promised
that no answers or opinions could be traced to a single individual in this study. We also
offered them an unconditional right to withdraw from the research at any time and have

their answers deleted.

Transferability of qualitative researches is mistrusted by many academics (Shenton,
2004). However, Gross (1998), explains in her study about “multiple environments”,
that qualitative research can provide a “baseline understanding” and the results can be

compared to subsequent works.

The detailed description of our methods assures that the same research can be done
again with similar results. The process was effective and the three of us individually
took notes during the interviews. This together with overlapping methods like inter-
views, personal communication, e-mail correspondence and written material from the
company accounts for the dependability of our study. The high standardised interview
guide we used enabled us to ask the exact same questions to all participants. Together
with the use of triangulation it assures the objectiveness and conformability of the re-
search. The in depth methodological description allows the integrity of the research re-

sults to be scrutinized.

26



4 Yoigo
Chapter four gives an overview of Yoigo in terms of its operation and the market. This

section is presented out of four different perspectives of the company.

4.1 Background

TeliaSonera (the mother company of Xfera) decided to introduce the 3G technology in a
new market which was Spain. This was in early 2000 when 3G was not as frequently
used as it is today. When TeliaSonera took this action, the stocks decreased 6% and
Xfera (previous name of Yoigo) had many problems in the market. In 2001, 3G was not
as mature in the market as TeliaSonera had anticipated; therefore Xfera was forced to
lay off all employees. A contributing factor behind this was that they were in the middle
of a financial crisis. In 2002 Xfera’s headquarter was totally empty and there were only
few key employees still in the company. In 2006, TeliaSonera were forced to make a
major decision, the first option was to close Xfera, this action would have cost Teli-
aSonera 1-1,5 billion SEK. The second option was to sell the firm, but at that point in
time there were no potential buyers. The last choice was to start up the firm again but
with a new approach. Therefore, TeliaSonera decided to give Xfera a second chance in
December 2006. Xfera then launched its first operation under the name Yoigo. The new
approach was to become a low cost operator since the mobile telephone tariffs in Spain
were the highest in Europe. Low cost structure was possible with few numbers of em-

ployees and much outsourcing

When Yoigo was introduced to the Spanish market, they had three challenges. The first
was the existence of three very strong competitors, they were VVodafone, Telefonica and
Orange. The second challenge was that they only had 180 days left before their license
expired. Finally, TeliaSonera was only able to fund Yoigo with 1 billion SEK. These
challenges were tough and Yoigo was forced to work very intensive. To be able to
compete in the same industry as their competitors, Yoigo looked at the current market
and what they could improve. Figure 4.1 is a positioning map of competitors and Yoigo,
we can clearly notice that Yoigo had a much differentiated position. They concluded
that they should position Yoigo as a low cost operator using their value word “Efisim-

plarencia”.
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Figure 4.1  Positioning
Source: The Yoigo Story, 2011 (PowerPoint Slides).

Efisimplarencia was a word developed by Yoigo and it reflects their values which are
simple, efficient and transparent. Yoigo were forced to finish their launch within 150
days because the license was about to expire. “This process was one of the fastest de-

velopments of a start up in Europe” (J. Andsj6, personal communication, 2011-04-06).

4.2 Organisation

Yoigo is positioned as a firm that works straightforward with customers and communi-
cates simple messages. It is important for Yoigo to work efficient with resources to be
able to offer low costs to their customers. Yoigo want to send out a message to their
customers that “What you see is what you get without bullshit or small print” (J.
Andsjo, personal communication, 2011-04-06). These are Yoigo’s values that they work
with every day. Yoigo works with outsourcing that makes it possible for them to be a
low cost operator. Their plan was to control everything but to incorporate as little as
possible themselves. Therefore, Yoigo began to outsource internal departments to sub-
contractors. The idea behind this, apart from reducing cost structure, was to keep a sta-
ble identity within the organisation. Their vision in 2009 was as follows: “In Spain 9 out
of 10 calls will be mobile in 2010. In that market, Yoigo will be the European bench-
mark operator for Simplicity and Efficiency”. The mission for their previous strategy
was about what Yoigo wanted to prioritise: 0 broken promises, 1 minute to get started, 2

times more cost efficient and 3 G is an evolution not a revolution.
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Yoigo has 90 employees that are employed on the basis of being entrepreneurial and
having a great responsibility. “The employees of Yoigo function as the brain, with their
task to launch ideas and manage operations” (J. Andsjo, personal communication, 2011-
04-06). At the office, they have weekly open meetings where they present new ideas
and projects. These meetings are for the employees and contractors to add ideas, to
reach optimisation in a higher speed and higher quality. If we look at other organisa-
tions in Spain, they are very traditional and vertical, compared to Yoigo. In 2008 when
the financial crisis hit Europe and Spain, people started to look for alternatives with
lower tariffs. Since Yoigo is a low cost operator, many of the competitors’ customers
decided to move to Yoigo. Today Yoigo have around 2 million customers and are con-
sidered as the fourth player in the Spanish telecom market. The financial crisis opened
an opportunity for Yoigo to increase their brand awareness. Because many of the com-
petitors’ shops went out of business, instead Yoigo decided to use a franchising concept
when starting shops. Today there are over 1000 Yoigo stores in Spain.

®Life cvcle
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Figure 4.2  Lifecycle
Source: The Yoigo Story, 2011 (PowerPoint Slides).

In the fourth quarter 2010, Yoigo made their first profit (Figure 4.2). Yoigo keep gain-
ing more customers than competitors and currently they have the highest portability rate
in the market. The current number of subscribers grew with 51% in 2010, at the same

time revenues increased with 63%. Yoigo has a very high customer satisfaction rate in
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the Spanish market. They have taken leadership in key strategic areas like simplicity in

purchasing, value for money, invoicing, web and customer care.

4.3  Future Strategy

This part presents both Yoigo’s current strategy and their future strategy and their aim is
to “do more of the same thing” (J. Andsj0, personal communication, 2011-04-08) in
terms of strategy. Yoigo has worked very intensive to build their future strategy which
is called Yoigo 2015. Their strategy process is built on four steps: prepare, understand,
analyse and define. In order to prepare, they have divided the employees in different
project groups that prepare projects for understanding the future market and challenges
for Yoigo. These research projects results are analysed and then defined into strategies.
To be able to define the new strategy, Yoigo also investigated the their strengths and

weaknesses.

The idea of Yoigo 2015 is that they want to be considered as a company who listens and
takes responsibility for their customers. Yoigo is able to do this by working with their
values: simple, honest, efficient, witty and transparent. Customers are very important
for Yoigo and they want to be able to meet their demands with excellent customer ser-
vice. Furthermore, they changed their values and added two more. They want the cus-
tomers to perceive them as honest, therefore they follow all information given to the
customers. Also, as a firm they want to be fun and have fun, this could be noticed in
their marketing campaigns where they use young voices and cartoon actors. This means
that they added witty and honest into the old values which were simple, efficient and

transparent.

The values are meant to direct the actions within the company and reflect the firm’s
products. Yoigo’s aim with the new strategy is to be one of the top 100 operator in the
world and the most efficient of all. They also want to be one of the top 50 companies in
Spain, have 7 million customers, be the third operator in Spain in earnings and finally
be worth around 4 billion Euro or more. This will be achieved through improvements in
quality and service, increased efforts in mobile broadband, keeping the profits every
quarter, positive cash flows and further improvements in operational efficiency. The
strategy reflects high goals and there is a lot work left to achieve it, but Yoigo have de-

cided to involve as many as possible in this process, creating a transparent process and
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have fun doing it. With these guidelines Johan Andsj6 (personal communication, 2011-
04-08) is 200% sure that Yoigo will achieve all their goals until 2015.

4.4 Competitors

As mentioned before, Yoigo has three main competitors today. Figure 4.3 shows the
broadband market share of Yoigo and its competitors. As we can see, Y0igo has a very
low broadband market share compared to its competitors. The biggest one is Telefonica
with 44% while Yoigo has a market share of 3%.

Spain broadband market share

3%1%

31%
M Telefonica M Vodabne m Orange m Yoigo (TekaSonera)

Figure 4.3  Spain Broadband Market Share

Source: Macro Economic Development, 2010 (PowerPoint Slides).

To get a better understanding of Yoigo’s competitors we will give a short presentation

of the three main competitors:

e Telefonica is a globally integrated pperator within the telecommunication sector.

They provide communication, information and entertainment solutions. Telefo-
nica are present in 25 countries with a total number of 287.6 million customers.

The home market is in Spain and Portugal, however 60% of Telefonica’s opera-
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tion is outside its home market. In the Spanish market, they have the largest
amount of market share, with more than 47.5 million customers.

e Vodafone started 1985 and today they operate in more than 30 countries. They
have around 359 million customers worldwide. They work actively with improv-
ing their products and services and follow new trends. VVodafone started to oper-
ate in Spain 1994 and have been very successful in their development. Lately,
Vodafone has started to lose customers in Spain since they do not keep their
promises to the customers.

e Orange is a French telecom company with a customer base of 216 million cus-
tomers worldwide. According to Johan Andsjo (personal communication, 2011-
04-06), Orange is one of the competitors that started to follow Yoigo’s track in
terms of tariffs, simplicity and customer service. In the Spanish market, Orange
offers products like mobile, internet and broadband TV. In 2009, they had

around 12 million customers in Spain.

4.5 Industry

Yoigo currently has 2 million subscribers and the competitors in Spain might not see
them as an important competitor yet. As presented in the previous section, there are
three big competitors and they are significantly bigger in terms of market share. Key
differentiators like larger commercial footprint is becoming increasingly important, new
growth services like mobile broadband is also important. These are extra important to

drive growth in a mature market.

Large telecommunication operators are in a situation where there is a collision between
them and the online world. Yoigo does not have any significant market share in value
added data services, therefore they are not in the same situation. The model of only us-
ing the operators’ network to transfer digital content from the providers to the terminals

is called the “dumb pipe”.

Telecommunication operators do not do as great job to provide content and services in a
rapidly changing environment as the online world companies. Instead of seeing these

content providers as enemies, Yoigo wants to embrace them as friends and become
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partners instead. By doing this, they can both provide customers with value added ser-

vices of high quality and building customer care.

4.5.1 Macro Economic Development

Macroeconomic studies made by Yoigo shows that the current economic environment
in Europe is divided in growth rates between Northern and Southern countries. The
Southern countries are being slowed down by fiscal policies, unemployment rates and
consumer confidence. Growth in all Europe is expected to return by 2012, however the

slow down trend in Spain is expected to persist for a few more quarters.

The economic environment in which Yoigo operates will profoundly depend on the out-
come of government controlled reassignments of the electromagnetic spectrum that

telecom operators use to provide their communication services.

Yoigo has favourable terminal rates which they have been benefitting from. The ten-
dency is that in the near future, rates will become lower for competitors as well. Yoigo
is not a big beneficiary of roaming customers, nevertheless they benefit from the high
margin segment that are to be regulated soon, at least in Europe. At the moment, the bad
economic situation in Spain is beneficial to Yoigo since they attract customers that ap-
preciate low cost and value for money. However, this benefit will probably stop when
Spain returns to economic growth rates more similar to the Northern European coun-
tries. Maintaining the strategic position of a low cost provider will be Yoigo’s most im-
portant component to uphold positive growth and deliver positive results to the owners

every quarter.
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5 Empirical findings
Chapter five presents the results of our primary data. The respondents are managers
and employees randomly selected throughout the organisation. In Appendix 9.2 results

from our maps and scales are found.

5.1 Competitors

In this section we tested how Yoigo employees perceived their competitors. This is an
important aspect that Ohmae (1982) identified to create a successful strategy. The tele-
com competition in Spain is fierce and many players compete to gain market share.
Therefore it is crucial for the management in an organisation that they are aware of
which competitors they compete with. The dynamics of the Spanish telecomm market
will change in the future as Yoigo continues to grow (J. Andsj0d, personal communica-
tion, 2011-04-06). In the following sections the interview questions and answers are

presented.

Which competitors will Yoigo attract most of its customers from?

e Vodafone

e 3outof 11 answered equal amount according to the market share from all opera-
tors.

e Orange

e 6 out of 11 answered Telefonica due to their market share.

Does Yoigo have extra target focus on this competitor’s customers?

e All interviewees answer: No.

Which competitor will Yoigo attract least customers from?

Virtual Operators

2 out of 11 answered no one.
5 out of 11 answered Orange
Telefonica in relative numbers
Vodafone

Telefonica

Which is Yoigo’s greatest competitor?

e Telefonica: 3 out of 11
e COrange: 8outof 11
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How do Yoigo’s competitors view Yoigo?

e Emotional, angry because they did not pay attention at first.

e Afraid because Yoigo is the portability winner all the time.

e Worried about Yoigo’s next step.

e Yoigo is interesting and something they should look into.

With respect because Yoigo is gaining so much customers.

They do not like Yoigo at all, they feel threatened to do something.
Becoming a mature and competitive operator.

Annoyed and attacked. “Mosca cojonera”

Impressed of Yoigo’s structure, performance and image.

How will competitors react to Yoigo 2015?

e Follow Yoigo’s moves closely, contact Yoigo customers, reduce tariffs, reten-
tion campaigns, and offer better terminals.

e Orange will change their strategy to move towards Yoigo’s strategy.

e Prepare to meet the Yoigo strategy, but they are big and have problems to adjust.

Have special meetings to deal with Yoigo, acting continuously and aggressive

towards Yoigo with loyalty programs.

They will expect better offerings from Yoigo in the future.

Create offerings designed to keep customers from leaving to Yoigo.

They will try to copy Yoigo’s tariffs.

Meet Yoigo’s changes to compete for the customers.

Depends on Yoigo’s actions on the market.

Launching new tariffs and products to compete with Yoigo. Contra-Yoigo

strategies at competitors.

e Reacting to decrease churn rate to Yoigo and attack Yoigo customers with spe-
cial campaigns.

5.1.1 Maps and Scales

We used a mapping technique to test the employees’ perception of Yoigo’s and com-
petitors’ positioning. We made a map where the employees could position these two in
terms of mass market versus focused market on one axis and low cost versus premium
on the other axis. These maps were created in two versions, the first was the position
2010 (see Appendix 9.1.1, map 1) and the other for 2015 (see Appendix 9.1.1, map 2).
The result for 2010 was that most respondents answered that Yoigo had a low cost and
mass market positioning. In this map, the competitors’ positioning was closer to pre-
mium with a wide range between mass market and focused. The results for the 2015
map were that the positioning of Yoigo had shifted slightly towards focused and pre-

mium. However, Yoigo’s positioning is still perceived to be in mass market and low
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cost. The perceptions of competitors in 2015 are similar to those of 2010. The competi-

tors stay in their position with a small movement towards low cost.

5.2

Costumers

To understand how the Yoigo employees and managers perceive their customers, we

asked various questions. We chose customers because this is another key factor when

creating a successful strategy (Ohmae, 1982).

What is the typical Yoigo Customer 20157

Young, price oriented, non conformist

Young, 18-26 years, social networker 6h/day, Smartphone user with data and
voice tariff.

Everyone

Happy with Yoigo, stays long time, wide range of people.

Focus on efficiency and want a good handset.

Young, 25-45 years, good handset, heavy voice user.

Young, low-income data user. Consumer market with low tariffs.

Uses much data, foreigners, low income, and low cost terminal.

Price and service orientated, wants customer care attention and looking for sim-
plicity.

Basic user of voice and data.

Values good prices and data with a good Smartphone and a personal attention
from Yoigo.

Do you think that you will lose some current customers due to the new Strategy?

9 out of 11 answered no, some of the reasons were that the nature of why cus-
tomers come to Yoigo would not change with the new strategy and that competi-
tors offer same tariffs with better terminals to take over Yoigo’s customers.

2 out of 11 answered yes, because competitors will become larger and attack
Yoigo.

How would you describe Yoigo to a customer with 1 sentence?

You can trust Yoigo.

Yoigo is the first, honest, simple and different operator.

Yoigo is innovative.

Yoigo is simple, honest and caring.

Yoigo is a good telecom operator with value for money.

Yoigo offers something different where the customers are in charge.
Efficient, simple and transparent.

Low price operator of Spain.

The best telecom company for you, honest and simple.

The best telecom company for youjthat will satisfy your tdemands.
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¢ Yoigo is the best telecom company for you.

5.2.1 Maps and Scales

In this section we presented a map to the respondents (see Appendix 9.1.1, map 3). Here
we asked the participants to position Yoigo in terms of market share and market growth.
The answers of market share for 2010 was unanimous, all respondents answered about
4%. The understanding of Yoigo’s market growth for 2010 had a greater difference,
with a spread of 30-100%. Moreover for 2015, the perceptions of market share were
relatively unanimous, where most respondents answered around 10%. Similar to the re-

sult of 2010, market growth had a larger difference, with a variance between 10-300%.

5.3  Corporation

In this section, we wanted to test the perceptions of Yoigo’s internal operations. Oh-
mae’s third factor to create a successful strategy is the corporation. Therefore, we
wanted to test employees' understandings on internal factors such as: The new strategy
in practise, personal responsibilities, strategy implementation, changes in products and

effects on the organisation.

What does Yoigo 2015 mean to you in practice?

e Remainder of the values, an opportunity to stop and think about who we are and

what we will focus on.

Increased revenue, increased customer base, 10% market share.

A growing dynamic company in a changing environment.

Improve participation and work stronger with all different departments.

Need to think of customer service in order to adapt to future demands, could be

a second customer care contractor.

The realisation of a plan.

e Itisa guideline to direct the employees when you do not know how to act or do.

e Realise a clear message to contractors and partners. Communicate to others what
needs to be done.

e A small team with time efficiency in the same organisational structure.

e Opening the mind of people further away from the market.

e A dream of movements to become the 3: rd largest operator on the market.

What do you need to change in your area of responsibility to be in line with Yoigo
20157

e Create more flexible and comprehensive contracts with customers to build trust.
e Recruit more people, operational plan/tactic depend on the company. We need
processes to get started.
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Need to benchmark more and need more control to continue.

Analyse more and introduce competitive offerings with better phones.
Stronger process because it will be harder to repair damage with more custom-
ers.

Find new solutions to become more time efficient and have more control.
Might need more providers to reduce risk when getting bigger.

4 out of 11 answered nothing.

How does Yoigo make sure that the strategy is being followed?

Having strong values

Continuous meetings, big final meeting with feedback.

Follow the business plan.

Company will provide information and follow up meetings.

Follow up meetings.

Reviews, follow ups that goals are proceeding according to strategy. Quarterly
reviews of strategy, progress and news.

Follow up with contractors, follow ups with management teams.

Board of management will control through follow up meetings.

By checking results in reports every month to see if numbers follow the strategy.
3 out 11 do not know.

How will Yoigo 2015 affect the benefit/value of your products?

Offer more products and services and become more trustworthy.

New products, more knowledge about customers and market.

More focus on service.

More commercial offers to customers.

More data services and offerings.

Better contracts and customer service.

Cheaper products, different and better customer relations secure that current cus-
tomers like Yoigo.

A clearer picture towards customers.

Improvement on adding new potential services, better tariffs and data packages.
Modern solutions with modem and phone data in one tariff.

Better positioning in the market, better network and quality.

How will the organisational structure change with Yoigo 2015?

Depends on the development, more people working if we do not manage the
growth with current staff but not more than 200 employees.

More people and more active Yoigo, closer to the structure of competitors but
keeping the Yoigo Spirit.

Only smaller adaptations.

More employees and suppliers.

7 out of 11 answered no change.
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What are the major differences in marketing and sales?

e New shops in new locations and remove old shops that are unprofitable.

e Changes in marketing depend on the budget.

e More marketing and sales activities with customer increase.

e More advertisement, new ways of doing advertisement.

e Adapt to the growth, increased brand development.

e Products and services must become more focused on segments like chil-
dren/students/business.

e More focus on retention.

e More focus on retention, increase ARPU, change to keep differentiation.

e Launch products that are more adaptive to customers.

e New services with focus on data and more extra hardware.

5.3.1 Maps and Scales
In this part we presented a scale (see Appendix 9.1.1, scale 4) where we asked the em-
ployees to answer how big the probability was that Yoigo will reach all its set goals for
2015. Here 10 out of 11 answered that the probability was 70% or higher whilst 1 par-
ticipant believed it to be 30%.

5.4  Strategy Process

To understand how the employees perceived the strategic process when creating Yoigo
2015, we asked who creates the strategy at Yoigo and complemented that question with
three scales. On each scale two opposing concepts were written and we wanted the par-
ticipants to answer where in the scales they perceived the Yoigo 2015 process to be.

Who creates the strategy at Yoigo?

The management team

All together, top management contribute more.

Selected employees together with board of directors.

CEO and management team.

Management of the company handle strategy, employees include ideas.
Defined by stakeholders, a process between directors and employees.
Board of directors but employees involves in the process.

5.4.1 Maps and Scales

The first scale (see Appendix 9.1.1, scale 1), was whether Yoigo 2015 was created in a
planning or adaptive process. Most employees perceived it to be closer to an adaptive
process, where 7 out of the 11 persons believed it to be more towards an adaptive proc-

ess than the other. In the second scale (see Appendix 9.1.1, scale 2) the respondent were

39



asked whether the process was innovative or formal. All respondents answered that it
was more of an innovative process. The third scale the respondents received was
whether they perceived the result of the strategy to emerge from realized intentions or
unplanned actions (see Appendix 9.1.1, scale 3). Here the employees answered that it
was the result of realized intentions, where 10 out of the 11 answered that the process

was more towards that of realized intention.

5.5 SWOT

We used the structure of a SWOT model in order to identify the overall view on the
strategy of Yoigo. We asked how the employees perceived Yoigo 2015 in terms of
Strengths, Weaknesses, Opportunities and Threats. The results are connected to the
Yoigo 2105 strategy alone and do not represent a SWOT analysis on the company itself.

Figure 5.1 shows our results from the SWOT analysis.
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Strengths

Employees trust each other and subcontractors.

- Knowledge about the market and difficulties as the 3:rd
operator in Spain.

- Low cost approach that positions Yoigo in the market.
- Several people that see the possibility to succeed.

- Young company without dependencies from the past. A small
organization that can adopt easy.

- Good moment in the market, adjust to peoples demand for low
cost during crisis.

- We are always following the plan.
- Clear process, important to involve employees.
- Keeps the simplicity and values.

- Employees and contractors are involved and responsible for
the projects.

- Fast time to market with small and flexible organization.

Weaknesses

- Dependent on that partners and contractors have the same
ambition as Yoigo.

- Stagnation, slack behind due to current high growth.

- Strategy is reflecting what we are now and not where we are
when we get older.

- Growing organization loses the flexibility and communication
gets harder.

- Small organization has more risk if something happens.

- To close between thought and action, too fast can create
problems, cannot change back easily.

- Lose control with too much outsourcing.

- To few employees, few people control everything, limited
results lead to less flexibility.

- Could need more formal structure and external advice to put
more pressure on what needs to be done. Groups reach
different levels of analysis.

- Unclear organization and unclear salary structure for the
employees.

Opportunities

- To be very innovative. Business plan does not follow a specific
model. Freedom to create own business models.

- 3: rd operator in Spain and can take Orange’s place.
- Market share to gain, financial situation is good for low cost.
- Become better prepared for competitors.

- Reach the goal and offer customers something that they do
not have today.

- New demands are changing the market, new terminals change
demand.

- Easy to execute plans and keep low cost structure.

- Leanings from the Scandinavian market that is more mature
and strong ownership from TeliaSonera.

- Creates good relationships with partners.

- To become more open with knowledge and information
between employees, contractors and partners.

Threats

- Regulatory environment, financial environment, owners have
different goals.

- human capital, keep the motivation high.
- Financial crisis. Potential buy up.
- Positioning from competitors that can be difficult.

- Our self, few employees so the contribution of every person is
very important.

- Competitors lower their tariffs and attack Yoigo.

- Limited financial assets.

- Yoigo is getting big enough to disturb competitors.
- TeliaSonera wants more control.

- Competitors could become more aggressive and copy Yoigo's
strategy.

- Competitors are strong and have a lot of resources.

Figure 5.1

SWOT Analysis of Yoigo 2015

Source: Developed for this research by the authors

41



6 Analysis
Chapter six consists of the analysis that is based on our results and theoretical frame-

work. This section is divided into four areas.

According to Ohame (1982), the three most important aspects to consider when con-
structing a strong business strategy are competitors, customers and corporation. When
we planned for the interviews and created the interview questions we had these three
aspects in mind. Firstly, we will explain our results from a competitor perspective, sec-
ondly from a customer perspective and finally, from a corporation perspective. Addi-

tionally, we will explain our results from the strategy process perspective.

6.1 Competitors

During the interviews with the Yoigo employees, we asked a series of questions related
to their perception and understanding of their competitors. When we asked them which
competitor Yoigo will attract most of its customers from the answers where quite coher-
ent. On this question, six persons answered Telefonica, one answered Vodafone, and
one answered Orange while three said: Equal amount from all according to real market
share. Because Telefonica has the biggest market share we can conclude that those who
answered “according to market share” and those who answered “Telefonica” have the
same idea on where the customers will come from. When we analysed the answers to
this question we concluded that most employees have the same understanding and only
two employees answered differently. There are many competitors in the Spanish tele-
com market, however only three were mentioned. This is probably because managers
are likely to mention relatively few competitors who are in their competitive category
(Montgomery, 1999). Miller’s (1956) cognitive research shows that it is easier for man-

agers to process information based on few competitors.

These findings were supported when all employees answered that there is no extra tar-
get to focus on any competitors’ customers. When we turned the question around and
asked which competitor Yoigo would attract least customers from, five answered Or-
ange, which is smallest of the competitors. This could implicate that they answered the
first question because they have heard managers talk about it and knew what to answer.
While the opposite, when they answered which competitor Yoigo would attract least

customers from, they had to think for themselves and the answers were more incoher-

42



ent. Even though they believe that the customers will come mainly from Telefonica,
most of them (eight out of eleven) believe that Orange is Yoigo’s greatest competitor
and only three answered Telefonica. This is highly connected to the products Orange of-
fer, which are relatively similar to those of Yoigo. This is confirmed by Walton (1986),
who states that the most important attribute when identifying competitors are to distin-
guish product offers.

Most of Yoigo’s employees we interviewed have worked with competitors’ companies
before. Because of this, we wanted to see how they believed that competitors view
Yoigo. The answers were mainly grouped into two categories. The first category ex-
plained that the competitors where afraid of Yoigo and did not know how to handle
them, the second category expressed that they were impressed and showed much respect
towards them.

Statement examples from the first category are “Emotional, angry because they did not
pay attention at first” (A. Adam, personal communication, 2011-04-06) and “They do
not like Yoigo at all, they feel threatened to do something” (B. Blasius, personal com-
munication, 2011-04-06). Examples from the second category are, “With respect be-
cause Yoigo is gaining so much customers” (C. Claudius, personal communication,
2011-04-07) and “Impressed of Yoigo’s structure, performance and image” (D. Diony-
sius, personal communication, 2011-04-08). The interviewed employees relate their an-
swers to Yoigo’s low cost approach, small organisation, foreign management and strong
ownership. According to Walton (1986), product offers, firm performance, geographic
scope, style, management, firm size and ownership are the most important features

when analysing a competitor. Walton’s statement is supported by our findings.

Marketing functions, design, engineering and sales are important factors to consider
when using image as a mean to achieve differentiation (Ohmae, 1982). Therefore we
asked the employees at Yoigo how the competitor will respond to Yoigo 2015. Similari-
ties in the answers were that Yoigo has become large enough to create more attention in
the competitors’ business. “They have special meetings to deal with Yoigo, acting con-
tinuously and aggressive towards Yoigo with loyalty programs” (B. Blasius, personal
communication, 2011-04-06) and “Reacting to decrease churn rate to Yoigo and attack
Yoigo’s customers with special campaigns” (A. Adam, personal communication, 2011-

04-06). Both statements show examples that competitors are believed to create special-
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ised actions to attack Yoigo and their customer base while still keeping their own image

intact.

Others like Dionysius (personal communication, 2011-04-08), said that “Orange will
change their strategy to move towards Yoigo’s strategy” and Claudius (personal com-
munication, 2011-04-07) “They will try to copy Yoigo’s tariffs”. This statement show
that the believes of how competitors will react to Yoigo 2015 are different. Some be-
lieve that competitors’ main strategies will remain unchanged with some minor actions
to overpower Yoigo, while others believe that Yoigo’s new strategy will cause a major
change in competitors’ positioning. The reason behind this could be in line with Ander-
son and Pain (1975) who argues that the strategy formulation can be poorly understood
and therefore an ambiguous perception occurs among employees within the organisa-
tion. The results are also reflected in positioning maps (see Appendix 9.2) where we
asked employees to position Yoigo and its competitors 2010 and 2015. Here we can no-
tice that the employees believe competitors will move toward low cost positioning

whilst Yoigo will move somewhat towards premium cost positioning.

The employees saw some threats with the new situation in the market. Some are that the
new positioning of competitors with lower tariffs makes it harder for Yoigo to differen-
tiate. Likewise, resource strong competitors focus more on Yoigo as they grow in mar-
ket share. Yoigo’s employees also see this as an opportunity to become the third opera-

tor in Spain and that will help them become more prepared for competitors.

6.2 Customers

Ohmae (1982), states that customers are a most important part of any successful busi-
ness strategy. Therefore we asked Yoigo’s employees about their view on customers.
When we asked about Yoigo’s customer 2015, we received a mixed picture. Some are
certain that it is a young customer around 18-30 years old, while the majority of the oth-
ers say that customers will come from all age groups. Some believe that customers will
use basic amount of voice and data and prefer a low cost terminal while others believe it
will be heavy users of data that wants a good Smartphone. This could be the result of
different individual preferences (Jung, 1923) and because some employees base their
answers on a rational analysis of facts, while others use subjective personal considera-

tion in their decisions (Prince, 1992). A similarity that can be seen is that most employ-
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ees said that Yoigo’s customers will be very price oriented and have low income. They
also agree that Yoigo will attract customers that value superior customer care and ser-
vice. Attracting customers with low income is also seen as a strength, because “it is a
good moment in the market and Yoigo can adapt to peoples demand for low cost during
the financial crisis” (E. Ernestus, personal communication, 2011-04-06). Another em-
ployee, Alicia, believes that the new strategy is an opportunity to offer customers some-
thing that they do not have today (A. Alicia, personal communication, 2011-04-08).

Two employees believe that Yoigo will lose some customers due to the new strategy.
This is because competitors will attack Yoigo more as they become bigger. Competitors
will also start to offer special tariffs and terminals designed to take over Yoigo’s cus-
tomers. The other nine people that we interviewed said that it is no risk of losing cus-
tomers because the values remain and the nature of why customers come to Yoigo will

not change with the new strategy.

We also asked how they would describe Yoigo with one sentence to a customer. This
was to see how they would communicate what Yoigo’s most important features are to-
wards a customer. Four employees mentioned honesty and trust in their answers and
four included simplicity. Others concluded that it would be the best telecom company
for you. They all connected their answers to the values Yoigo express in their strategy.
They were highly coherent and according to Peters (1978), a newly developed strategy

gives high strategic awareness internally.

Everyone perceives the business environment differently, everyone involved in creating
and interpreting the strategy will respond differently (Prince, 1992). Therefore we asked
the employees to state how big market share Yoigo had now and 2015. We noticed that
most knew that it was exactly 4% at present and 10-11% 2015, while others came up
with the same figures after some calculation. Mintzberg (1983), states that organisations
can have the same understanding on goals because they work in units. Because of that,
they are likely to share the same goals. Because we interviewed people that came from
different parts of the organisation we assumed to see more differences. However, their
respective unites where all greatly involved in the strategy formation process and this
could be the answer to why we see so similar answers. The great coherency according to
Peters (1978) could be because Yoigo’s strategy is recently formulated, it has a ten-

dency to give greater awareness within the organisation.
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6.3 Corporation

The third part of Ohmae’s (1982) model to create successful business strategies is the
corporation. Therefore we asked the employees questions about how the new strategy
would impact Yoigo and its operations. This is also important to investigate because
managerial perceptions and operations are in fact influenced by the response of the or-
ganisation (Anderson & Paine, 1975). To five of the employees, the new strategy,
“Yoigo 2015 is mainly a remainder of the company values, guidelines and an opportu-
nity to stop and think of what they are doing. Why some employees feel that the new
strategy is a reminder is in line with the internal awareness of a strategy model (Peters,
1978), that explains that individuals perceive the highest level of strategic awareness in
times of change. The other six persons we interviewed answered that it is above all a
goal picture that Yoigo must communicate in order to have contractors, partners, em-
ployees and owners fully aware of where Yoigo is going until 2015 and how everyone
must contribute to realise that. “Realise a clear message to contractors and partners,
communicate to others what needs to be done” (B. Bonita, personal communication,

2011-04-07). Bonita’s statement concludes what others said.

“It is not only a goal; it is also a dream to become the third telecom operator in Spain”

(D. Delphina, personal communication, 2011-04-08).

Four persons answered that they did not have to change anything in order to be in line
with the Yoigo 2015 strategy. However, others saw the need to strengthen processes to
handle the increased customer base and increasing number of contractors. A common
statement was that, because of the large amount of outsourcing, Yoigo must hire more
employees to enable more control over the processes linked to outsourcing. Another
problem was enlightened with the statement: “Might need more providers to reduce risk
when getting bigger” (C. Claudius, personal communication, 2011-04-07). The employ-
ees saw the risk of power shift from Yoigo to the contractors. A suggestion to reduce
this risk is to split some outsourced parts between more than one contractor to have

them compete against each other and not have all responsibility and control.

The major differences in marketing and sales activities are believed to concern differen-
tiation, segmentation and targeting. Everyone agree that activities must grow in the
same pace as the growth of the customer base. Examples of this are the openings of new

Yoigo shops, increased marketing and mare advertisement. Another important factor to
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reach the goals is to increase the retention rate and increase ARPU. Retention is when
customers do their second and third purchase from Yoigo without switching to a com-
petitor. Another aspect that is identified as a problem is to keep the differentiation from

competitors as they are moving closer to Yoigo.

Most of the interviewed employees believe that Yoigo 2015 will increase the product
portfolio with more solutions, better and specialised offerings, both on voice and data.
Others believe that customer service will increase with growing number of users. “The
trustworthiness of Yoigo as an operator will increase as more customers trust them to
deliver their mobile phone solution” (D. Delphina, personal communication, 2011-04-
08).

The unique organisational structure of Yoigo is touched upon several times during the
interviews and during our visit at Yoigo’s headquarters. We observed that it is a rela-
tively small organisation with few employees, each handling big responsibilities. Unlike
the Spanish standard with individual offices, Yoigo follow the Scandinavian model with
open office environments. This is very appreciated by the employees as it makes com-
munication easier and faster. Many decisions are taken in a second during a conversa-
tion rather than in series of e-mails and telephone meetings. We asked the employees
how they thought the organisation would need to change if Yoigo went from 2 million
customers to 7 million. Seven persons answered that no organisational change would be
necessary due to the nature of Yoigo’s business model with outsourcing. Others believe
that the structure will become similar to competitors’ with thousands of employees.
However, Yoigo would do this with kept flexibility. One person believed that a growth
from 90 employees to about 200 would be accurate. Johan Andsjo (personal communi-
cation, 2011-04-08), said that an adoption to increase control of the processes and con-
tractors is necessary, and he talked about an increase of 15-20 employees. The reason to
why there are differences in the answer is partly due to cognitive style. This effects how
individuals perceive the environment and gather information. Information is finally in-
corporated into their own subjective theories or understandings that in turn will lead to

different assumptions (Hayes & Allison, 1998).

Prince (1992) explains that it is not the environment as such that is important to become
successful, but the ability for individuals to understand and forecast. To reach best re-

sults one must have the same understanding about what environment and strategy im-
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ply. Therefore we asked the employees, how they believed Yoigo will make sure the
strategy is being followed. Eight persons said that they will have continuous follow ups
with their managers and contractors, two persons did not know and one said that the

strong values will make sure that the strategy is being followed.

From the SWOT framework, some strengths with Yoigo 2015 are: that employees trust
each other and contractors; it is a young company without dependencies from the past;
Yoigo 2015 is a clear process that involves employees; it keeps the simplicity and val-
ues; employees and contractors are involved and own the issues; dynamic and flexible
organisation with fast time to market. We see that many employees view the organisa-
tion as the foremost strength. That it is small and flexible with a lot of employee em-
powerment is something that most chose to highlight. Furthermore, the organisation is
also represented in many of the stated weaknesses like: success of the strategy is de-
pendent on contractors; too few people in the organisation; the strategy reflects where
we are now and not where we are when we grow; growing organisations loses flexibil-
ity; small organisations have more risk if something happens; too close between thought
and action can cause un changeable mistakes; lose control with much outsourcing and

too few people control everything.

Two persons expressed that the biggest weakness was the unclear organisational struc-
ture. During our stay at Yoigo, we observed that the unique organisational structure of
the organisation is something that concerns most of the employees. They know it is a

strength, but it is also something that many see as the biggest weakness.

6.4  Strategy Process

The strategy is used to allocate recourses necessary to carry out the most important
goals of the company (Chandler, 1962). Strategy formation is about how organisations
handle important decisions and form the strategy. Therefore we asked a series of ques-
tions to interpret how the Yoigo employees perceived the strategy process, when creat-
ing Yoigo 2015. The common understanding among the employees is that the manage-
ment team of Yoigo creates the strategy. Another general statement is that stakeholders,
owners and board of directors create the strategy. In line with Snow and Hrebiniak
(1980), we also observed that the process of creating the strategy involved the employ-

ees. We could see this being a contributing factor in raising the strategic awareness
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among employees. There were workshops for selected employees that were involved in
the strategy formation process and larger gatherings where everyone could leave re-
quests. The approach used, to let all employees think and contribute is very uncommon
in Spain (J. Andsj6, personal communication, 2011-04-06). Snow and Hrebiniak (1980)
states that strategic awareness can be influenced by what processes the firm have in
terms of planning and communication systems. This can be a contributing factor to the
similar approach of the employees. However, most employees mentioned that the strat-
egy was not utterly created by them. Moreover, we noticed that all employees that we
interviewed agreed that the strategy formation process was very uncommon and differ-

ent.

Thanks to the involvement of the employees, the awareness of the strategy was high and
people felt highly motivated to work with it. One interesting exception is an interview
with a non Spanish employee that did not see anything different about this strategy for-
mulation process. This could be explained by the differences between Spain and other

countries in terms of business culture (J. Andsjo, personal communication, 2011-04-08).

In some of the questions regarding the strategy process, we used two opposing alterna-
tives in a scale from 1-10 and asked them to point out how they perceived the strategy
formation process. The alternatives on the first scale were planning mode and adaptive
mode, we used the scale in order to illustrate differences between them (Ansoff, 1965;
Steiner, 1969; Lindblom et al, 1959). The first question we asked was if they believed
the strategy formulation of Yoigo 2015 was a planning or adaptive process, 1 being
planning and 10 adaptive. Seven employees answered 7, 8 or 9 and four employees an-
swered 3, 4 or 5 (see Appendix 9.2, graph 1). The reasons to these answers can be ex-

plained by the uncommon way it was done for a Spanish company.

The employees that answered 7-9 explained that the process was very adaptive because
it took accounted for everyone’s opinion during the process; therefore it was more adap-
tive than planning. The four employees that perceived the process as more planning said
that everything was done according to a predetermined plan. They also said that the goal
of the new strategy and the way it was formulated was decided beforehand.

When we asked if they believed the strategy process was the results of realized inten-
tions or unplanned actions (Mintzberg, 1987), most employees answered that it was re-
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alized intentions (see Appendix 9.2, graph 3). Even though they believed it was an in-
novative and uncommon process, we observed their strong trust for the top management
and that the top managers had a strong vision to guide the outcome of the strategy for-
mation process. We also observed that the employees believed the mother company, Te-
liaSonera, to be strong and certain in what they wanted Yoigo to achieve. The last ques-
tion of our interview was about the probability that Yoigo will reach all set goals in the
Yoigo 2015 strategy. All except one answered that the probability was 70% or more
(see Appendix 9.2, graph 4). Observations we made that can explain this is: they really
believe in the company, they appreciate their workplace and employer very much. We
also observed that they work very committed and focused.
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7 Conclusion and Discussion
Chapter seven presents the conclusions of this study, including a discussion, suggested

future research and practical implications.

7.1 Conclusion

The aim of our study was to interpret and understand how the perception of a strategy
differs among employees within an organisation. To do this, we adopted existing theo-
ries and performed a qualitative study in an organisation that recently implemented a

new strategy. We formed three research questions to help us fulfil our purpose.

Our first research question was to understand what the perceived implications of Yoigo
2015 are. In respect to this, we found that the major perceived implications of the new
strategy are increased control, both from owners and managers. However, also inter-
nally when overlooking processes related to contractors and partners. This is because a
substantial growth in number of customers increases the risk with contractors and part-
ners. To enable increased control, the organisation must grow in number of employees.
The strategy also implies that the existing internal and external values become stronger
and more clear, thus, acting as an even more apparent guide for employees and contrac-
tors. The goal with the strategy is to become the third operator in Spain. Achieving this,
they will attract more unwanted attention from competitors who will respond by moving
closer to Yoigo’s low cost market positioning. To enable sustained growth, Yoigo must
develop new attractive products and services. Based on our analysis, we are satisfied to

state that our first research question has been answered.

Our second research question was to understand how coherent the perceptions of the
strategy are. To understand this, we focused our investigation on three important factors
when creating a strategy: corporation, competitor and customers. To get a broader per-

spective, we also included strategy process as a fourth factor.

e Based on our analysis, we conclude that Yoigo’s employees have a highly co-
herent understanding of their competitors. This is because they have similar
opinions of who their toughest competitor is and which competitors they will at-
tract most customers from. Furthermore, Yoigo’s and their major competitors’

future movements in market positioning are perceived coherently.
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e As discussed in the analysis, the most reasonable interpretation is that the per-
ceptions of their customers are similar but not entirely coherent. On the first
hand, the customers are perceived similarly in terms of price orientation, termi-
nal preferences and income levels. On the other hand, differences appear in
terms of service usage and age. When the employees were asked to describe
Yoigo with one sentence, they similarly appointed honesty, trust and transpar-
ency.

e We can conclude that the employees’ perception of their corporation is less cO-
herent. This is based on our analysis that shows how some perceive the new
strategy merely as a reminder of existing values, whilst others view it as a plan
for the new goals. Increase in number of employees and altered organisational
procedures are activities that some identified as necessary. In opposition, others
stated that no change was needed regarding ditto. Furthermore, our analysis
shows that the perception of marketing and sales activities is similar. These per-
ceptions are more focus on retention and decreasing customer loss combined
with the introduction of several new products and services.

e Our analysis shows that the perception of the strategic process is highly coher-
ent. While the employees felt involved in the process, all interviewed employees
answered that the top management creates the strategy. Moreover, it also shows
that most employees perceived the strategy formation process as an innovative

and adaptive process created on realized intentions.

Strategic Area Coherent Level
Competitor High
Customer Low
Corporation Low
Strategy Process High

Table 8.1 Coherency summary

Source: Developed for this research by the authors
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We can answer the second research question by concluding that there are both differ-
ences and similarities between the four strategic areas. The employees’ perceptions are
incoherent mostly in terms of customers and corporation. The perceptions of strategy

process and competitors are similar.

The final research question was to evaluate how the organisational environment affect
employee awareness of the strategy. Our analysis shows that several environmental fac-
tors affect the employee awareness of the strategy. Some features that are uncommon in
a Spanish business context affected the awareness. These include an open office envi-
ronment where fast decisions are taken directly rather than in meetings or e-mails. Addi-
tional factors are that everyone’s opinion was accounted for when creating the strategy
and that the management introduced voluntarily open meetings with all contractors and
employees. Furthermore, the small organisation with few employees and great individ-
ual responsibility led to employees from all departments to be heavily involved in the
strategy formation process. Based on these factors, we can conclude that the awareness

among employees is highly affected by Yoigo’s organisational environment.

7.2 Discussion

We have many observations to research the culture and organisation from within. Our
observations were useful to understand how activities and interactions at Yoigo gave
meaning to beliefs and behaviours. It is very good to understand differences in what
people say and what they do. We had two “key informant interviews” with Johan
Andsjo, CEO of Yoigo, which provided us with valuable information. We had a lot of
undisrupted time (90 minutes) with each of the interviewees. The historical research
about Yoigo presented in this study (chapter four), provided important information
about the impact of events in the past, the present and the future. We had a well consid-
ered method for the data collection that was consequent and to the plan. High standard-
ized interviews were well suited for our study and we had full access to the Yoigo office
and the employees at all times. The arrangement of data and analysis into categories
based on strategist Ohmae’s (1982) key factors to a successful strategy provided a com-
prehendible overview and structure for this research. To increase trustworthiness of the
study, triangulation was used in four different ways. It was used in source, methods, re-

searchers and theories.
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We spent three days at the company. It was time consuming to gain deeper understand-
ing through observations and our time was limited in this aspect. The first language of
most interviewees was Spanish. The interviews were made in English with various lev-
els of English knowledge; this could limit the richness in some answers. Interview ques-
tions with Swedish employees were asked in English but they answered in Swedish, this
could implicate some differences in how they answered. The data collected in some
fields did not reach saturation and redundancy. Most questions did not supply any new
information in the latter interviews. However, some questions added somewhat new

perspectives, even in the final interview.

To become successful, it is important to ensure that all involved persons in a business
understand a new strategy. Strategists and managers must understand how their em-
ployees perceive different aspects of the strategy. It is especially important that key in-
dividuals with big responsibilities in a company have a coherent understanding of the
company’s competitors, customers and corporation. These three factors, according to
the Japanese strategist Ohmae (1982), are the key factors to a successful strategy. To
make sure that individuals work for the same goal is crucial. If the marketing employees
and sales staff have different perceptions on whom their customers are, difficulties in
working efficiently together will take place. If the purchase manager and marketing di-
rector have different perceptions of their competitors, it will be very hard to commence
winning market actions. Because strategy is about the determination of courses of ac-
tions and the allocation of resources, it is vital to have a coherent understanding to make
sure resources are not wasted. It is also important that courses of actions among all em-

ployees are powered and directed towards the same goal.

Our results show that big differences occur in some areas. Areas which are most impor-
tant for a company to comprehend if they are going to succeed with their business
strategies. It is imperative for all strategists and managers to account for perception dif-
ferences among their employees. They must construct strategy formation processes that

consider these shortcomings.

7.3 Further research
The possibilities for future studies within the field of cognition and its effect on a strat-

egy are extensive. We believe that the analysis of our study could help researchers to
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understand how the differences in perception could appear in relation to a process, or a

strategy. However, we see most use for managers or other practitioners of strategy in a

company. Our investigation shows that the perception and understanding of every per-

son involved in the strategy is unique. Their understanding and perception of a strategy

differs due to different involvement in the strategy formation process, position in the

organisation and cultural background. Consequently, it is important that managers are

aware of these consequences when implementing a new strategy into their companies.

During our study, we identified several specific areas for future research stated in the

following section:

Deeper cognitive research about the function of values, believes and percep-
tions.

Many times during our research we wanted to understand more and go deeper
into the reasons behind cognitive functions. What affects values, believes and
perceptions in general? This would help researchers to gain deeper understand-

ings and clarify the most important issues to consider or investigate.

Analyse the strategy formation process in real time.

We made our study at a company precisely after their strategy formation process
had finished. Observations from a researcher during the whole strategy forma-
tion process would be very fruitful and should help the investigator to identify
what in the formation process that affected the incoherent understandings of em-

ployees.

Understanding the interviewees.
Our suggestion is to analyse the different interviewees more in sociological and
demographical terms, to understand how these factors affect the perception of a

strategy.

Multiple case studies in different contexts.

A study of different case studies from different companies, countries or indus-
tries compared to each other would be very interesting. In this type of study it is
possible to test our results in different environments to see if differences are to

be found.
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7.3.1

Analyse the outcome of Yoigo 2015.

Because the strategy investigated stretches until 2015 it would be interesting to
return to Yoigo and interview the same participant again to see how their per-
ceptions have changed and if they are more coherent or not, compared to our
study. It would also be possible to test expectations against outcomes, and see

how differences in perception affected the results.

Practical Implications

When we initiated our contact it was important for us that the results would contribute

to Yoigo. Therefore, we have a specific suggestion to the Yoigo management.

Managers of Yoigo can secure their Strategy “Yoigo 2015”.

Yoigo managers can use our analysis and conclusions to find out what in the
Yoigo 2015 process that caused the different understandings to occur. There-
fore, we suggest the Yoigo strategists to think of possible threats to their busi-
ness based on our findings and that they act on those parts where incoherence is
greatest. We recommend follow up sessions to discuss understandings within
indicated areas with involved participants.

During our research we came up with suggestions to other business strategists and man-

agers that we identified as important.

Strategy formation process.

When business managers and strategists plan for a new strategy, they should
plan the formation process in a way that the outcome of the strategy is per-
ceived as coherent as possible. This could be done by creating discussion
groups as part of the process. In these groups, involved employees should dis-
cuss major aspects of the strategy in terms of expected internal and external ef-

fects, implementation process and purpose with the strategy.

Follow up with test questions.

Based on our findings we recommend that after the strategy is formulated, man-
agers and strategists should test the perception and understanding from different
perspectives to investigate where differences occur. With these results, an

analysis of the effects can be done. The results also make it possible to act on
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specific areas and construct extra activities to facilitate a coherent understand-
ing among the employees.
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Appendix

9 Appendices

9.1 Interview Guide

Start by presenting us and why we are interested in Yoigo. Mention that everything that
is said during the interview will be confidential and it will not be able trace the answers
to any individual. Inform the participant that it is voluntarily and it is possible to with-
draw from the research with answers deleted at any time.

Personal Questions
Describe your role at Yoigo:
Gender:

Years working at Yoigo:

Strategy Process

1. Who creates the strategy at Yoigo?

Strategy Formation
Explain for the participant

The planning more is described as an especially structured process that is efficiently in-
tegrated in the organisation. The adaptive mode in strategy formation is when many de-
cision makers with conflicting goals negotiate with each other to create an increasing
stream of incoherent decisions (Ansoff, 1965; Steiner, 1969; Lindblom, 1959; Bray-
brooke, 1963; Halberstam, 1972).

1. When you formulated the Yoigo 2015 strategy was it a planning or adaptive
process?

Scale 1-10
Can you explain why you choose X?

2. Was the formulation of the strategy Innovative or Formal? (boundaries)
Scale 1-10

Can you explain why you choose X?

Strategy Formulation

1. Was the strategy formation the result of a realized intention or unplanned ac-
tions?
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Scale 1-10

Can you explain why you choose X?

Strategy analysis - SWOT

What are the Strengths with Yoigo 2015?

What are the Weaknesses with Yoigo 2015?

What are the Opportunities with Yoigo 2015?

What are the Threats with Yoigo 2015?

Strategy Perception

Customers

1.

Which competitor will Yoigo attract most customers from?

Why them?

Does Yoigo have extra target focus on this competitor’s customers?

How is this evident in the Yoigo 2015 strategy?

Which competitor will Yoigo attract least customers from?

Why them?

Describe the Yoigo customers 2015.

How are those customers different from Yoigo’s customers today?

Do you think that you will lose some current customers due to the new Strategy?
If yes, who?

If no, why?

Competitors

1.

Which is Yoigo’s greatest competitor?
Why are they Yoigo’s greatest competitor?
How does your biggest competitor view Yoigo?

How do you think Yoigo’s greatest competitors will react in response to Yoigo
2015?
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Corporation

1.

L N o g bk~ w

9.1.1

9.1.1.1

What does Yoigo 2015 mean to you in practice?

What do you need to change in your area of responsibility to be in line with
Yoigo 2015?

How does Yoigo make sure that the strategy is followed?

How will Yoigo 2015 affect the benefit or value of your products?
How will the organisational structure change with Yoigo 2015?
What are the major differences in marketing and sales?

How would you describe Yoigo to a customer with 1 sentence?
What is the probability that you will reach all your set goals 2015?
Scale 1-10

Scales and Maps

Scale |

When you formulated the Yoigo 2015

Planning Adaptive

strategy, was it a planning or
adaptive process?

1 2 3 4 5 6 7 8 9 10
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9.1.1.2 Scale 2

Was the formulation of the strategy
Innovative or Formal?

Innovative Formal

BTS2 T a
1 2 3 4 5 6 7 8 9 10

9.1.1.3 Scale 3

Was the strategy formation the result
of a realized intention or unplanned
actions?

Unplanned
Realized intention actions

E T 0 TS
1 2 3 4 5 6 7 8 9 10
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9.1.1.4 Scale 4

What is the probability that you will
reach all your set| goals 20157

0% 100%

I
1 2 3 4 56 6 7 8 9 10

9.1.15 Map |

Yoigo and Competitor 1&2, 2010
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Low Cost Premium
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9.1.1.6 Map 2

Yoigo and Competitor 1&2, 2015
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9.1.1.7 Map 3
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9.2  Appendix Results
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9.2.3 Graph 3
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9.2.4 Graph 4

What is the probablility that you will reach all
your set goals for 2015?
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. 300% Market Growth
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