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Abstract 

The customer’s role as a co-creator of value is an essential element in the service-dominant (S-D) 

logic, highlighting the importance for firms to develop relationships with customers through dialogue. 

By providing feedback customers become co-developers, and help create a competitive advantage. 

Moreover, the Internet offers an abundance of digital channels for dialogue. Payne et al (2008) have 

developed a framework for value co-creation, which in this paper is adapted to communication in 

digital channels, focusing on a company perspective. The purpose of this study is to investigate how 

companies in the Swedish telecommunication industry use digital channels, including social media, 

for value co-creation with customers. To enable this a case study is conducted with three network 

operators. The data collection consists of several interviews. Findings indicate that the companies are 

indeed customer-centric in their offerings, and that communication and feedback in digital channels 

are of strategic importance. Furthermore, changes in technology, industry logics and customer 

preferences offer opportunities as well as challenges. Another challenge lies in finding suitable metrics 

and in knowledge management. The concept of lead users is presented as a potential resource. It is 

concluded that communication in digital channels enhances the features of the S-D logic. 

 

Keywords: Service-dominant logic, Value co-creation, Telecom industry, Dialogue, Digital 

channels, Social media, Customer feedback, Organizational learning 
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“Traditionally, companies have decided and spread their own message, but now the customer 

practically does this for us when acting in social media. The consequences of not meeting criticism, or 

to not be present on these platforms, can be devastating.” 

- Daniel Eisenberg, Nordic Manager, Interactive Intelligence, Telekom Idag 

 

According to analysts 2013 is the year that social media usage explodes for companies, as many 

customers prefer these communication channels to traditional alternatives (Johansson, 2013). As the 

popularity of social media increases, so does their importance in business. Gartner analyst Carol 

Rozwell claims that ignoring a customer comment in social media could soon be as dangerous as 

ignoring a customer phone call or email (in Magnusson, 2012). As an increasing amount of companies 

are present in social media customers have come to expect that the companies are active in providing 

support and responding to questions in these channels, according to Eisenberg (in Magnusson, 2012). 

He argues that companies that do not attend to their customers in social media will quickly come to 

lag behind their competitors. Social media is where the customers are, which is why companies need 

to meet them there (Johansson, 2013). Hence social media has changed the way firms communicate 

with their customers (Lenhart et al, 2010). Firms have acknowledged this shift, and are investing 

advertising funds into networks to reach online users (Willamson, 2011). According to Trainor (2012), 

social media has become a tool for companies to establish and maintain long-term relationships with 

customers, including community-based customer support and co-creative innovations. Trainor (2012) 

further argues that effectively managing customer relationships through social media can augment 

performance, as interactivity and customer engagement and value co-creation thus is enabled.            

The customer’s role as a co-creator of value is an essential element in the service-dominant (S-D) 

logic. According to Payne, Storbacka and Frow (2008) this in turn highlights the importance of 

developing relationships between firms and customers through dialogue and interaction. By giving 

feedback to companies, customers become co-developers and help create a competitive advantage. 

Lusch, Vargo and O’Brien (2006) argue that in collaboration with customers, companies can produce 

offerings that will enhance the customer experience, hence creating more value for the customer as 

well as for the firm. This process has also been described as a way of learning together (Ballantyne, 

2004). In the service offer, communication is a fundamental part, destroying or creating the perceived 

value by the customer (Grönroos, 2000). Everything that the company communicates about itself in 

service encounters impacts the consumer’s view of the value created. Hence, the customer’s view of 
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the offering and of the company is affected by all communication, as well as the effects of the service, 

such as the service’s technical quality (Heinonen & Strandvik, 2005). 

Traditionally it has been difficult to acquire customer knowledge, due to its sensitive nature and as 

it requires direct interaction between the company and the consumer, according to Prandelli, Verona 

and Raccagni (2006). However, as the Internet has evolved, the difficulties associated with the 

physical dimension have diminished. Today, there is an abundance of digital channels to receive 

customer feedback (Klie, 2012). The Internet has enhanced the development of communication from 

the traditional monologue to a dialogue character, in line with the S-D logic, where the customers are 

empowered participants. Customers actively contact companies to express opinions, complaints, 

suggestions, concerns and ideas (Balagué & de Valck, 2013). Engaging customers is more accessible 

than ever; as well over a billion people are using social media (Piskorski, 2011). The difficulty lies in 

assessing which information is important and influential as social media feedback is hard to measure 

(Hazlett, 2012). According to Rozwell follow-up is important, whilst only two of ten companies 

engaged in social media gather and analyze information (in Magnusson, 2012). Firms do not need to 

have an advanced strategy, but rather make a stance and aim to have measurable goals in their social 

media communication, such as numbers of followers or customer responses. From there, a clear 

strategy can be developed (Johansson, 2013; Magnusson, 2012).  

Following this discussion it is clear that digital channels and social media provide immense 

opportunities for companies to have an active dialogue with their customers. According to Payne et al 

(2008) there has been limited research on how customers actually take part in value co-creation. 

Consequently there is a need to evaluate how companies can manage co-creation opportunities with 

their customers, where a growing area is that of digital channels. Payne et al (2008) has developed a 

framework that aims to form an understanding of how to manage the processes of value co-creation 

between firms and customers. It is argued that processes play an essential part in co-creation of value, 

and the framework includes three different components that together form value co-creation, namely 

Customer Processes, Supplier Processes, and Encounter Processes. The present study will examine the 

two components of Encounter Processes and Supplier Processes from a firm perspective. As for 

Encounter Processes, the focus will lie on the dialogue-enabling digital channels of the companies. It 

will be investigated how information in these channels is received and managed in the Supplier 

Processes. In addition, Chang, Chen, Lin, Tien and Sheu (2006) argue that especially in the context of 

high-tech services, value co-creation plays an essential role. Because of this, as well as the fact that 

Swedish telecommunication companies in general and mobile network operators in particular put a lot 

of emphasis on interacting with their customers, this specific industry is chosen as the focus of this 

study. 
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The purpose of this study is to investigate how companies in the Swedish telecommunication 

industry use digital channels, including social media, for value co-creation with customers. The 

following research questions are addressed:  

1. How is the communication with customers in digital channels managed? 

2. How is feedback received in digital channels managed and shared within the organization? 

",5!6'$%&+7)%+'$!
In previous research value co-creation has been explored from different aspects, often in relation 

to the S-D logic, but, as noted by Payne et al (2008), relatively little research has so far been 

conducted on how the process of co-creation should be managed from a company perspective. Hence, 

this study aims to contribute to existing research by shedding light on these processs and explore them 

in more depth.  
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The theoretical framework of this paper is based on the service-dominant logic (S-D logic) of 

marketing, focusing on value co-creation between companies and their customers. This chapter begins 

with a presentation of the framework created by Payne et al (2008), and the authors’ original model is 

demonstrated. An adapted model and framework are then presented, focusing on the Encounter 

Processes and the Supplier Processes, and combining the framework by Payne et al (2008) with 

additional literature on the S-D logic. Finally, the applicability on the Swedish telecommunication 

industry and an evolved digital landscape are discussed. 

5,"!>!:&1;0<'&=!?'&!6'@*&01%+'$!
The traditional role of the consumer has been described as that of a visitor at the theatre; he or she 

buys a ticket and sits back to passively watch the show (Prahalad & Ramaswamy, 1999; Ballantyne & 

Varey, 2006). As Prahalad and Ramaswamy (1999) note, this scene has changed over time, and the 

audience now plays an active role on stage. Marketing has changed, from being a monologue on 

behalf of the company to a dialogue between the customers and the firm (Ballantyne, 2004). 

According to Ballantyne and Varey (2006) customers are considered a source of competence that will 

enable faster knowledge renewal. As knowledge is the basis for a competitive advantage it is crucial 

that firms engage in knowledge-creating processes.  

Payne et al (2008) present a conceptual framework for the value co-creation that takes place 

between suppliers and consumers, within the context of the S-D logic. The authors state that a 

fundamental prerequisite is that the customer is considered to have equal importance as the supplier. 

Prahalad and Ramaswamy (1999) also support this view, arguing that information asymmetry is no 

longer considered an advantage for companies. The framework aims to provide insights and an 

understanding for how suppliers can seek to manage the process of co-creating value. Payne et al 

(2008) note that relatively little research has previously been done on how the co-creation process 

should be handled, from a firm perspective, to create a competitive advantage. 

The framework by Payne et al (2008) focuses on Vargo and Lusch’s Fundamental Premise 6: 

“The customer is always a coproducer” Vargo & Lusch, 2004, p. 10). This is illustrated in how 

customers today are involved at each stage, from design to delivery of a product, through an ongoing 

dialogue with the company. Prahalad and Ramaswamy (1999) have also made this point, stressing the 

importance of encouraging an active dialogue. However this kind of dialogue puts new requirements 

on how the dialogue is managed, demanding more thorough and meaningful characteristics for the 

customer. Hence, it is increasingly important for the company to understand the customers’ view on 

the purpose and quality of the dialogue (Prahalad & Ramaswamy, 1999). 
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The framework presented by Payne et al (2008) is process-based. By process, the authors mean 

“the procedures, tasks, mechanisms, activities, and interactions which support the co-creation of 

value” (Payne et al, 2008, p. 85). It has earlier been argued that it is important to focus on processes 

rather than outcomes, as it enhances the focus of the social interaction in the marketing 

communication (Ballantyne & Varey, 2006). The focus on processes highlights the continuous 

interactive relationship between suppliers and consumers that extends over several different activities, 

from product development to customer service. There are three main components in the framework 

presented by Payne et al (2008); Customer Processes, Encounter Processes, and Supplier Processes. 

Firstly, Customer Processes refer to the processes, resources and practices that customers use in order 

to handle their activities. Secondly, the authors describe Encounter Processes as the processes and 

practices of interaction and exchange that occur in the relationships between suppliers and customers. 

Thirdly, Supplier Processes are defined as the processes, resources and practices with which suppliers 

manage their business activities and relationships. Managing these processes is essential to enable 

opportunities for co-creation of value (Payne et al, 2008). The model presented is pictured below.  

 

Figure 1. Model by Payne et al (2008). 
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The focus of this research is Encounter Processes and Supplier Processes, as it aims to explore 

value co-creation from a firm perspective. An adapted framework is constructed to portray this 

approach, based on the framework by Payne et al (2008), as well as additional literature on the S-D 

logic. The adapted framework is illustrated below, and following that it is presented in more detail.  

 

 Figure 2. An adapted supplier-focused framework. 

The various encounters that take place between suppliers and customers are the outcome of the 

value-creating processes that both parties engage in individually (Payne et al, 2008). The arrows, 

pointing in both directions, are meant to illustrate the interaction embedded in these encounters. As 

argued by Vargo and Lusch (2004), collaboration between firms and customers and learning together 

is a key element in the S-D logic. There are arrows in both directions between Supplier Processes and 

Organizational Learning to highlight the idea that getting to know more about the customer will create 

more opportunities for the company to further develop and improve the relationship experience and 

the co-creation (Payne et al, 2008). This is in line with Prahalad and Ramaswamy (1999) who stress 

the importance of co-creating personalized experiences and the understanding that the customer wants 

to participate and shape services and products themselves, having multiple choices and variances 

resulting in individual experiences.  
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The Encounter Processes are viewed as a series of interactions and transactions taking place 

between the supplier and the customer (Payne et al, 2008). They can be on the initiative either by the 

company, the customer, or both, but are typically considered to be a two-way interaction, underlining 

the dialogue view that characterizes the S-D logic. According to Jaworski and Kohli (2006) an 

indicator of a co-creation dialogue is whether comments from one party build on what the other party 

has said before or not, in other words if an actual conversation is taking place. The authors suggest 

that in addition to listening to the other party it is important to respond and thus build a dialogue. The 

quality of these relationships is determined based on the experience of the relationship over time 

(Ballantyne & Varey, 2006). In the model by Payne et al (2008) the encounters are illustrated by two-

way arrows that form a connection between the Supplier Processes and the Customer Processes. Over 

time these encounters form a relationship. 

Services are in literature characterized as open processes where the customer is a co-producer. 

Hence, Grönroos (2000) claims that an interactive marketing function is important for the company to 

manage the exchange and interaction. Moreover, the company needs to decide which combination of 

channels to use to best suit the customer and create a positive customer experience (Payne & Frow, 

2005). Hence, it is beneficial for the company to be able to offer variability and flexibility also in 

communication channels, enabling the customer to choose how much he or she wants be involved and 

experiment in these (Prahalad & Ramaswamy, 1999). However, companies may need to be cautious 

when asking customers for feedback. Berthon and John (in Lusch & Vargo, 2006) argue that if 

customers that are continuously asked to provide feedback yet the firm never makes improvements, 

the gap between what is expected and the perception of what is actually offered is likely to grow.  

By engaging in online customer communities, companies get the opportunity to characterize and 

analyze the value-creating processes of the customers. Hence, companies can establish facilitating 

procedures for reciprocal value creation in online communities, according to Schau, Muniz and 

Arnould (2009). Gidhagen, Persson-Ridell, Röndell and Sörhammar (2012) state that the customers’ 

overall experience of the service can also be heightened due to the facilitation from online processes, 

both from the company’s side and of fellow customers. By integrating the customers in operations 

traditionally operated by the firm, new knowledge, innovations and business opportunities, in wider 

terms than just direct financial gains, can be identified (Gidhagen et al, 2012).   

!

!
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Payne et al (2008) suggest that understanding the Customer Processes is the starting point for a 

company aiming to create value for the customer. Suppliers should then align their own processes so 

that they support the customers’ value-creation. This is in line with the S-D logic, suggesting that 

value is co-created and ultimately determined by the consumer, instead of being embedded in output, 

which was the traditional view in the goods-dominant logic (Vargo & Lusch, 2004). As illustrated in 

the framework by Payne et al (2008), Supplier Processes support value-creation by constructing 

relevant customer experiences and enabling organizational learning. These processes are Co-creation 

Opportunities, Planning, and Implementation and Metrics. A description of each one will follow. 

5,B,"!6'@*&01%+'$!D..'&%)$+%+0/!

The type of industry, the offerings of the firm, as well as the customer base, determine the 

opportunities of co-creation available. However, Payne et al (2008) present what they consider to be 

the main forms of value-creation opportunities. First, Opportunities provided by technological 

breakthroughs offer new means of communicating with customers through evolved channels. By 

seizing this opportunity firms can involve customers in new ways to co-create advanced products and 

experiences (Payne et al, 2008). Rather than being just a shift in business life, the digital revolution 

has implied a social and cultural change that has led to the boundaries being blurred and integrated 

(Röndell & Sörhammar, 2010). 

The second type that Payne et al (2008) identify is Opportunities provided by changes in industry 

logics, making some companies more variable and flexible. As the nature of different industries 

changes and some may converge, the opportunity to join knowledge and competence to introduce new 

forms of value co-creation arises (Payne et al 2008). The Swedish telecommunication industry could 

be considered an industry that is experiencing large changes, where additional services such as 

payment services has been added recently. Third, Opportunities provided by changes in customer 

preferences can be identified if the supplier makes it a priority to continuously look for changes in the 

customer’s behavior (Payne et al, 2008). This further supports the argument that close interaction with 

customers is needed to identify changes in behavior and expectations (Prahalad & Ramaswamy, 1999; 

Ballantyne & Varey, 2006). According to Vargo (2008) customers should not be seen as merely 

recipients of services from the company, but rather as resource integrators. Co-production refers not 

only to the participation in the consumption of the service, but in the development process of the 

offering itself (Lusch & Vargo, 2006). 

Sawhney, Verona and Prandelli (2005) state that the developments in IT have enabled companies 

to acquire more consumer insights, as they claim that traditional market research methods such as 

focus groups and direct interaction limit the acquisition of knowledge and are less flexible. According 
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to Sawhney et al (2005) social media is a forum where the customers choose to engage in co-creation 

opportunities, which makes the customers more involved in these forums. Consequently, the firm can 

acquire not only individual but also social knowledge, involve customers on a conversational rather 

than information demanding level, as well as integrating consumers directly and indirectly (Sawhney 

et al, 2005). As technology has become more advanced, so has the character of websites. While 

websites used to be static, only portraying information conveyed by the firm, websites are now 

interactive, allowing the consumer to participate in the dialogue (Holloman & Adeyeri, 2012)  

5,B,5!-91$$+$E!

According to Vargo and Lusch (2004) the company can only make value propositions. This is 

further supported by Grönroos (2000), arguing that the firm can only make value promises, where the 

value can be fulfilled through interactive marketing. According to the S-D logic the customer is an 

active participant in value-creating processes and the actor who decides the value of the processes that 

the firm offers (Vargo & Lusch, 2004). Also, these autthors state that companies should encourage 

marketplace feedback to learn how to improve the operations of the firm, in order to create offerings 

that attract the consumers. 

Firms can benefit from focusing on offering solutions to problems that consumers encounter, 

rather than just developing and marketing products (Ballantyne & Varey, 2006; Grönroos, 2000). To 

be able to do this it is suggested that firms invite customers to be more embedded in their operations, 

hence involving the customer base in the firm’s activities (Sawhney, 2004; Grönroos, 2000). 

Moreover, literature suggests that the customers have acquired a new role in the relationship with the 

company because of their knowledge and skills, as well as their eagerness to learn, experiment and 

their engagement in an active dialogue as opposed to receivers of offerings (Prahalad & Ramaswamy, 

1999; Ballantyne & Varey, 2006).  

As opposed to traditional business strategy planning, where the organization’s internal strengths 

and competences are the starting point when selecting the core business or product category, business 

strategy within the S-D logic begins with an evaluation of the Customer Processes and deciding which 

of these to support (Payne et al, 2008). The main focus of managers should be to predict and respond 

to customers’ service requests (Ballantyne & Varey, 2006). By focusing on supporting the Customer 

Processes, the supplier facilitates co-creation of value together with the customer (Payne et al, 2008). 

The corporate vision of the firm should also be customer-centric, in all communication channels, 

divisions and functions. Furthermore, the firm should also invest in change management for their 

employees, where change lies both in technological advancements and refinement of customer 

preferences (Kale, 2004).  
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Jaworski and Kohli (2006) argue that an indicator of a co-creation dialogue is whether the 

conversation end point is clear or unclear. The authors argue that in a value co-creating dialogue it is 

rather unclear in the beginning what products or services will be produced, and which party will do 

what during the process. Hence, the end point of the dialogue is co-created over time. Typically 

customers who interact in social media want to suggest ideas for product development, share product 

knowledge and help fellow consumers with problems (Holloman & Adeyeri, 2012). By listening to 

their customers companies can acquire knowledge about what their customers need as well as generate 

new ideas. 

Moreover, according to Payne et al (2008) value co-creation is cross-functional in the sense that 

there needs to be a dialogue and an alignment between the department within the company that 

communicate a promise to the customer and the function that actually deliver on the promise. Hence 

the planning activities need to accentuate a cross-divisional view. Kale (2004) states that companies 

should be aware that it is the employees who create customer retention, not the technology in itself. 

Hence the marketing and technology sections of a firm should be integrated, working jointly with 

customer relations to obtain optimal results (Kale, 2004). 
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Payne et al (2008) argue that companies should implement relevant customer solutions as part of 

the co-creation strategy.  One important matter is to ensure that the firm is making the proper value 

propositions is to develop suitable metrics to calculate this. Moreover, Payne and Frow (2005) find 

evidence that the metrics used by firms to measure and monitor the performance of the relationships 

they have with customers are often inadequate in the sense that they are neither developed nor 

communicated well. This calls for new methods and techniques for how to measure the customer 

valued provided, as well as to identify opportunities to develop the relationship further. In particular, 

marketing and IT departments need to work together as both functions play an essential role in these 

processes (Payne & Frow, 2005). Also, according to Röndell and Sörhammar (2010) the digital 

revolution has widely supported the shift to the S-D logic, aiding customers in participating in the 

activities of the commercial world. The authors state that social media enables companies and 

customers to engage in an authentic, genuine and natural dialogue in an accessible way. 

5,G!D&E1$+H1%+'$19!I01&$+$E!
Payne et al (2008) claim that by constantly reviewing the management of knowledge and 

organizational learning, knowledge will stay a fundamental source of competitive advantage for the 

company. Consequently, this suggests that firms should be proactive and monitor changes in customer 

behavior to be able to reevaluate the potential value that their offerings can provide to the customer 
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(Vargo & Lusch, 2004). According to Selnes and Sallis (2003), having improved knowledge about 

customers enables suppliers to produce products that offer more value. Moreover, the authors argue 

that an initial step is to carefully analyze what potential improvements can be made, and then execute 

these while monitoring key measures in order to estimate the results. However, Payne et al (2008) 

argue that knowledge concerning the customer’s value-creating processes should not be based on hard 

data of measures such as customer satisfaction alone, but focus on a richer understanding for the 

experiences and processes of the customer. Especially in large companies that have diverse products 

and divisions, knowledge management is of grave importance.  

Lusch and Vargo (2006) state that to sustain a competitive advantage a firm needs to have what 

they term collaborative competence, which in turn helps develop two subsequent forms of 

competencies. First, absorptive competence refers to a company’s ability to pick up and understand 

significant trends and know-how from the external environment. These can then be transformed into 

critical resources for the company, which will help the organization in absorbing new knowledge and 

information. Second, adaptive competence refers to the company’s ability to adjust to a changing 

environment (Lusch & Vargo, 2006). This is further supported by another indicator of a co-creation 

dialogue presented by Jaworski and Kohli (2006), who argue that eagerness, both from the customer 

and the company side, to learn from new ideas and possibilities that arise is a sign of a productive 

dialogue. A challenge for many organizations is to capture and utilize the customer knowledge 

available in various channels and forms, to successfully develop its knowledge management to 

improve value co-creation (Payne et al, 2008).  
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As a result of the S-D logic the idea of communication has changed. Earlier, the customer was 

considered a recipient of a stimulus sent by the company (Vargo & Lusch, 2004). Co-creation takes 

place through dialogue and learning, where the marketing message should clarify value propositions 

and utilize resources better (Ballantyne & Varey, 2006). Several researchers argue that a shift in 

marketing has taken place, towards a customer-centric perspective where companies and customers 

have a continuous dialogue in order to co-create value together. Based on this literature, and 

particularly the framework offered by Payne et al (2008), this paper presents an adapted framework 

focusing on the firm perspective. First, Encounter Processes were introduced, which are the 

encounters that continuously occur between the companies and customers over time. Second, Supplier 

Processes were presented, where the company works internally with Co-creation opportunities, 

Planning and Implementation and Metrics. These three types of processes will in turn enable 

Organizational learning.  
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A challenge for many organizations is to capture and utilize the customer knowledge available in 

digital channels, to successfully develop its knowledge management to improve value co-creation 

(Payne et al, 2008). It has been argued that even within the field of the S-D logic, relatively little 

research has been offered regarding the many ways in which firms can reconnect communication with 

interaction, create and spread information, obtain knowledge, and co-create value (Ballantyne & 

Varey, 2006). By enabling information gathering and knowledge processing the digital developments 

allows companies to be more customer-centric, in line with S-D logic (Sawhney et al, 2005; Holloman 

& Adeyeri, 2012). The Swedish telecommunication industry was earlier identified as an industry 

greatly affected by the development of digital channels, and because network operators often have 

extensive contact with their customers this industry is recognized as likely to be applicable to the 

theoretical framework of this paper.  
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The purpose of this study is to investigate how companies in the Swedish telecommunication 

industry use digital channels, including social media, for value co-creation with customers. The 

following reseach questions are offered:  

1. How is the communication with customers in digital channels managed? 

2. How is feedback received in digital channels managed and shared within the organization? 

To be able to respond to the research question a qualitative and explorative approach was chosen. 

The framework of the study consists of literature on the S-D logic, as explained in the Theoretical 

Framework. An explorative study is suitable when the aim is to find out what is happening and to 

obtain new insights (Saunders et al, 2009). As “how” is a key question in this research, a case study 

strategy is suitable when seeking answers to that kind of question, hence often used in exploratory 

studies (Saunders et al., 2009). Performing a case study enables the investigation of a specific 

contemporary phenomenon within its real-life context (Robson, 2002). Furthermore the choice was 

made to do a multiple-case study to provide strong support for extension of existing theory. Looking at 

more than one case provides the ability to compare the results and evaluate whether the findings from 

one case are also observable in the other cases and, consequently, if the results are applicable to more 

than one firm and can be generalized upon (Yin, 1994; Eisenhart & Graebner, 2007; Saunders et al, 

2009). The choice was made to focus on a limited number of companies, as a few select case 

companies present the opportunity to go more in depth and detail (Patton, 1990). Due to the varied 

empirical results emerging from this multiple-case study the theory created will be more thorough 

(Eisenhart & Graebner, 2007). Hence, a multiple case strategy is often preferable to a single case study 

(Yin, 2003).  

Also, the study aims to portray a certain phenomenon at a certain point of time and is in that sense 

a cross-sectional study (Saunders et al, 2009). The main reason for this is that the master thesis project 

is time constrained, and hence interviews had to be conducted over a short time-period, not allowing 

for observation of changes over time. Also, the purpose of the study is to investigate how 

telecommunication companies currently use digital channels, rather than how this has possibly 

changed over time. 
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The Swedish telecommunication industry was chosen as the focus of this study since it is a 

dynamic and service-centered industry, affected by technological advancements and changes in 

industry logics as well as customer preferences. Moreover it has been identified as having several 

digital communication channels, enabling a dialogue with their customers, and consequently has the 

potential to receive customer feedback in digital channels. Regarding case selection, a list of the seven 

largest telecommunication companies in Sweden was established. Next, the companies’ digital 

channels were examined to find the most suitable cases. These were then contacted either by email or 

phone to establish a contact. The companies in turn directed the contact towards whom they found 

most suitable for the study, and those who agreed to participate in the study became the final case 

companies. Hence, the selection involved a degree of self-selection sampling, which is in line with the 

explorative approach (Saunders et al, 2009). The fact that the persons interviewed were those that the 

company itself had identified as key respondents augments the possibility that the most suitable 

persons were interviewed as the company itself has more insight into the responsibilities of the 

employees. Furthermore, these interviewees then suggested additional employees that could provide 

more thorough input on the subject.  

All of the interviewees work in the communication, public relations or service divisions of the 

case companies. However, the organizational structure for each company differs slightly, and hence 

the work titles as well as responsibilities of the interviewees are not always identical. When 

identifying interviewees the aim was to eliminate these differences to the largest extent possible, but it 

could still present a limitation to the study. An important factor in selecting informants is that they can 

provide information from diverse perspectives, and these can hence be of different hierarchical as well 

as functional areas, which is why employees from different functional as well as hierarchical levels 

were interviewed (Eisenhardt & Graebner, 2007). The focus was on top and middle management, but 

to attain more perspectives on the collection of feedback customer service agents also participated in 

the study.   

To triangulate, several independent sources and data collection techniques were applied to verify 

that that data was interpreted correctly (Saunders et al, 2009), which is an approach especially suitable 

for exploration, discovery, and inductive logic (Silverman, 2010). Hence, data was collected from in-

depth semi-constructed interviews with employees involved in the activities investigated, company 

reports, company website, social media, and annual reports, which Saunders et al (2009) call a multi-

method qualitative study. The chosen companies are Telenor, Tre and Halebop. A total of 9 interviews 

were performed, 4 at Telenor, 3 at Tre and 2 at Halebop. The difference in numbers of interviews at 

the different companies could affect the results that can be drawn from each company, as more 

information has been gathered from some. The interviewees are presented in the following table.  
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Company Interviewee Position 
Telenor Christian Westelindh Digital Marketing Manager 
 Jennie Hahn von Dorsche Social Media Manager 
 Martina Klingvall Manager NPS and Closed Feedback Loop 
 Terese Kamlin Social Media Agent 
Tre Lisa Eriksson Chief Editor Digital Channels 
 Viktor Jungsand Concept Developer Digital Channels 
 Anna Markgren Manager Facebook Team 
Halebop Åsa Bohman PR, Social Media and CRM Manager 
 Sandra Lindquist Customer Support Manager 
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Prior to the interviews an interview guide was constructed. The questions were further based on 

the themes presented in the Theoretical Framework, in line with Silverman (2010). Hence, there were 

predetermined themes discussed during the interviews, contributing to the depth, openness, and detail 

of the data collected (Patton, 1990). The themes are presented in the table below. The standardized 

open-ended interview approach was used, where the intention is to limit variety between questions 

asked to different interviewees (Patton, 1990). This approach makes sure that credibility and trust for 

the interviewee is high, variation is minimized and that the interview time is wisely used. However 

this also limits flexibility and spontaneity, but this depends on the nature of the interview. Moreover 

some questions varied according to the person and his or her position in the company, which may have 

affected the information obtained in the interview. It could be pointed out that some flexibility in the 

questions was used, and that not all questions were posed to all interviewees as some responded to 

later questions at an early stage. Moreover, the standardized open-ended interview approach reduces 

the risk of biased answers, and decreases the risk that the responses from different interviewees are 

more or less comprehensive. It could be argued that a mix between an interview guide and a 

standardized open-ended interview approach was used, allowing the respondents to indulge more in 

topics of interest to them (Patton, 1990).  

The questions were constructed to be free flowing and open-ended, as a positive attribute of open-

ended questions is that they allow the interviewers to understand how the interviewees view the world, 

without predetermining choices in a categorized questionnaire. Predetermined ideas may influence the 

interviewees, preventing them from freely expressing their opinion (Silverman, 2010; Patton, 1990). 

The questions were posed with great respect to clarity and neutrality to ensure that the respondent 

could understand and openly answer to the question without hesitation. Follow-up, detail-oriented 

questions as well as elaboration probes, such as nods to keep the interviewee talking, and clarification 

probes, a declaration that a clarification of the answer is sought, were used when there was a need for 

a development of the respondents answer (Patton, 1990).  



!

! $R!

The interviews took place in the head offices of the case companies, all located in Stockholm. The 

choice of the location was based on the convenience of the interviewees and to ensure that they felt 

comfortable during the interviews. Each interview lasted between 45-90 minutes, and they were all 

conducted in Swedish. It should be noted that since the answers were later translated to English some 

alternations might have occured, although great caution was exercised to avoid this. The majority of 

the interviews were conducted face-to-face with one interviewee at a time. However, the interview 

with Terese Kamlin at Telenor was, due to the geographical distance, conducted per email. Also, 

Sandra Lindquist at Halebop was interviewed over the phone. For Kamlin, this gave the interviewee 

the time to answer the questions thoroughly and with consideration, however the researchers were 

during both these interviews unable to observe body language, and there is a risk that the answers 

provided are more polished than they would have been in a face-to-face interview. Also, Eriksson and 

Jungsand were interviewed together, as they preferred that format. This could pose a limitation since 

they might have affected each other’s answers, but on the other hand they could also complement each 

other’ arguments which allowed for a richer perspective. Also, Eriksson and Jungsand seemed very 

comfortable in each other’s company and did not appear to hesitate to disaffirm each other when 

necessary.   

During the interview process the conversation was recorded with the consent of the respondents, 

to allow interactivity and focus from researchers. Notes were also taken to not risk missing out on any 

information. Furthermore, notes enable the construction of follow-up questions and facilitate the 

analysis, as well as highlight important phases of the interview (Patton, 1990). The interviews were 

saved to a file, which were later transcribed and translated. This was done as soon as possible after 

each interview to ensure that they were fresh in memory. The quality of our equipment limited loss of 

the interview content (Patton, 1990). The total pages transcribed augmented to 94 pages. After a few 

interviews it was noted that the respondents provided similar answers, and after 9 interviews little new 

information was surfacing.  
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In this section, the main elements presented in the model by Payne et al (2008), as well as related 

views from other authors presented in the Theoretical Framework, are operationalized to identify 

suitable themes. These were then used as a starting point to develop interview questions.  The question 

guide can be found in Appendix 1. 

!
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The Encounter Processes are defined as “the processes and practices of interaction and exchange 

that take place within customer and supplier relationships and which need to be managed in order to 

develop successful co-creation opportunities” (Payne et al, 2008, p. 85-86). It is described as a series 

of interactions over time, which is also supported by Jaworski and Kohl (2006). According to Jaworski 

and Kohli (2006) an indicator of a co-creation dialogue is whether comments from one party build on 

what the other party said or not, in other words if it is an actual conversation. The authors suggest that 

in addition to listening to the other party it is important to respond and in that way build a dialogue. 

Hence, questions were developed regarding how the company manage the actual conversation with 

customers in digital channels, whether the strategy differs between different channels, and how this 

work might be improved. 
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Payne et al (2008) define Supplier Processes as “the processes, resources and practices that the 

supplier uses to manage its business and its relationships with customers and other relevant 

stakeholders” (p.85). According to Payne et al (2008) there are three main activities that the company 

should engage in. These are Co-creation Opportunities, Planning, and Implementation and Metrics. 

Engaging in these activities will result in Organization Learning, and as the company learns more 

about the customer it is further able to improve value co-creation with customers. 

Co-creation Opportunities: 

Co-creation Opportunities are strategic options for value-creation (Payne et al, 2008). Although 

the specific opportunities available to companies differ depending on what their customer research 

indicates, the authors suggest that firms should consider value co-creation opportunities provided by 

the following events: technological breakthroughs, changes in industry logic, and changes in customer 

preferences. Hence, questions related to these three events were designed. 

Planning: 

According to Payne et al (2008) planning for co-creation is outside-in because it begins with 

understanding the Customer Processes, and therefore the customer should be the focus in planning. In 

addition, the authors argue that it is important that the company is cross-divisional, referring to 

communication and alignment between the different divisions in the company.  Moreover, Jaworski 

and Kohli (2006) argue that an indicator of co-creation dialogue is whether the conversation end-point 

is clear or unclear. Hence, questions were designed to obtain information of the extent to which the 

customer was the focus in planning activities, whether the company uses digital channels to test new 
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ideas concerning their offering on customers, cross-divisional communication and cooperation, and 

their willingness to change according to customer preferences. 

Implementation and Metrics: 

Payne et al, 2008 argue that it is important for companies to have suitable metrics to measure and 

monitor their relationships with customers. This concerns measuring the value provided to customers 

as well as to assess value co-creation potential and find opportunities to develop the relationship 

further. Hence, questions were asked what goals, if any, the organizations had with their dialogue with 

customers and if and how the companies measure the performance of their activities and relationships 

in digital channels. 

B,G,B!D&E1$+H1%+'$19!I01&$+$E!

Fiol and Lyles (1985) define Organizational Learning as ”the development of insights, knowledge, 

and associations between past actions, the effectiveness of those actions, and future actions” (p. 811). 

Payne et al (2008) argue that it is important to form an understanding for the customer’s experiences 

and processes, and not only focus on hard data regarding customer satisfaction. Absorptive 

competence refers to a firm’s ability to pick up and understand significant trends and know-how from 

the external environment, that can be transformed into critical resources and help the company absorb 

new knowledge and information (Lusch & Vargo, 2006). Moreover, adaptive competence refers to the 

firm’s ability to adjust to a changing environment. In both cases, collaboration is considered an 

enabler (Lusch & Vargo, 2006). Moreover, eagerness for new ideas, both from the customer and the 

company side, is considered an indicator for a value co-creation dialogue (Jaworski & Kohli, 2006). 

Hence, questions were designed to obtain information regarding how the information gathered in 

digital channels were managed, the extent to which new ideas and behaviors affect the company’s 

offering, and if any particular actions can be taken to improve the management and sharing of 

knowledge within the organization.  
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Process Theme References 
Encounter Processes: Dialogue-enabling communication Grönroos (2000), Jaworski & 

Kohli (2006), Payne et al (2008) 
 Managing the customer experience Ballantyne & Varey (2006), Payne 

et al (2008), Payne & Frow 
(2005), Prahalad & Ramaswamy 
(1999) 

Supplier Processes:   
Co-creation 
opportunities provided 
by: 

Technological breakthroughs Payne et al (2008), Röndell & 
Sörhammar (2010) 

Changes in industry logic Payne et al (2008) 
Changes in customer preferences Ballantyne & Varey (2006), Payne 

et al (2008), Prahalad & 
Ramaswamy, (1999), Sawhney 
(2005) 

Planning Customer focus in value-creating  
processes 

Ballantyne & Varey (2006), 
Grönroos (2000), Holloman & 
Adeyeri (2012), Jaworski & Kohli 
(2006), Kale (2004), Payne et al 
(2008), Sawhney, (2004), Vargo & 
Lusch (2004a) 

 Cross-divisional communication and 
cooperation 

Kale (2004), Payne et al (2008) 

Implementation and 
metrics 

Goals with communication Payne et al (2008), Röndell & 
Sörhammar (2010) 

 Suitable metrics Payne et al (2008), Payne & Frow 
(2005) 

Organizational 
learning 

Absorptive competence Payne et al (2008), Selnes & Sallis 
(2003), Vargo & Lusch (2006) 

 Idea generation in digital channels Jaworski & Kohli (2006), Payne et 
al (2008), Vargo & Lusch (2006) 
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While transcribing the empirical material the aim was to reproduce the interviewees’ exact words 

rather than to correct imperfect language or fill in blanks, since “mistakes” in speech may convey 

important information about what the respondent is trying to say or appears to be thinking (Priest, 

2009). The analysis of the transcribed material began with the identification of recurrent patterns and 

broad themes that were brought up by interviewees in several of the interviews. As specific themes 

were preselected as a focus of this study and the interview questions were based on these themes, there 

were several predetermined broader categories of analysis. In a grounded theory analysis, this is then 

followed by identifying more specific themes (Priest, 2009). After some initial data had been collected 

from the first interviews the data was assigned to a few provisional categories. For each interview new 

data was added. When using this method it is important to continuously evaluate whether the new data 

fits into the existing categories in a reasonable way, if the categories need to be revised or if another 
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category should be added (Priest, 2009).  Moreover, when adding new categories it was sometimes 

necessary to review previously examined material again to assess if it contained data that fit into the 

newly added category that had been overlooked. The technique is therefore rather time-consuming but 

enables an organized analysis of the data. According the Priest (2009) the goal is to use consistent 

categories in a systematic way, yet simultaneously let the categories emerge from the data and not 

impose predetermined beliefs that may be inaccurate. 

The results were also summarized numerically in order to display the frequency of each theme in 

each set of data, and to allow for comparison between the interviews. This was made separately in 

order to eliminate the risk that one judge’s interpretation affected the other, and the assessments were 

then compared (Priest, 2009; Perreault & Leigh, 1989). It should be noted that the numerical 

classification was not used as measurements, but was solely used to display the regularity of each 

category. Moreover, the skill and motivation of the coders will affect the quality of judgment-based 

data as well as interjudge reliability (Perreault & Leigh, 1989).  
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In this section the findings of the study are presented, applied to each section in the Theoretical 

Framework and according to the themes stated in the Methodology. The findings are presented 

company by company under each theme. At Halebop, the interviewees were Åsa Bohman, PR, Social 

Media and CRM Manager, and Sandra Lindquist, Customer Support Manager. At Telenor, the 

interviewees were Christian Westelindh, Digital Marketing Manager, Jennie Hahn von Dorsche, 

Social Media Manager, Martina Klingvall, responsible for NPS, and Terese Kamlin, Social media 

agent. Lastly, at Tre the interviewees were Lisa Eriksson, Cheif Editior Digital Channels, Viktor 

Jungesand, Concept Developer Digital Channels, and Anna Markgren, Manager Social Media Team. 
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Halebop 

Halebop has actively made the choice to neither have physical stores nor phone support, and hence 

social media channels has opened up for the company’s customers to contact them, states Bohman. 

Social media has become a compliment and support to their digital channels such as email and chat, 

Bohman further explains. In social media Halebop is most active on Facebook, as this suits their target 

group who is most active in this forum. Bohman explains that social media offers ways of 

communicating other matters than customer service channels, such as activities of the firm. Also, it 

offers the opportunity for the customers to easily find and contact Halebop, Bohman argues. She 

further claims that the company needs to post information to be visible in social media, whilst Halebop 

has chosen a careful approach and hence most of the dialogue is initiated by the customers’ questions. 

Telenor 

Hahn von Dorsche argues that they could become better in posting about the company in a 

confident way, as most contact today is initiated by the customers. Kamlin claims that the team has 

been successful in establishing a personal relationship with frequent customers through constant 

monitoring of the dialogue. The Facbook page is an indicator on how Telenor is perceived, and 

Facebook also offers an easy way to test and gather insights on anything concerning customers’ habits 

and activities (Westelindh). Telenor also encourages their customers to give instant feedback through 

web surveys on the website, where they are asked to inform if they have been adequately helped. 

Klingvall states that Telenor’s customers are very active in their communication, however all 

interviewees at Telenor inform that customers mostly initiate contact when they are dissatisfied. 
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Additionally, Klingvall states that it is much easier to establish a dialogue with customers in digital 

channels than in traditional ones. 

Tre 

Eriksson states that different channels offer different ways of communicating, where Tre are the 

ones that decide the communication on their website and mobile portal, but that there is ”more of a 

dialogue than pure market communication in social media”. According to Jungesand and Eriksson 

social media are the only channels where the communication is conducted on the terms of the 

customer, whereas Tre are the dialogue initiators in the channels operated by the company. Eriksson 

argues that customers are more active in social media as they are the ones forming the communication 

through their questions. Moreover, Markgren argues that social media has enabled a transparency, as 

Tre can make quick updates on different matters of importance to the customers, such as network 

disturbances. Jungesand believes that different social networks have different types of users, and 

furthermore Eriksson states that depending on the platform and the specific channel communication 

can be adapted to a certain target group. 
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Halebop 

Bohman claims that they need to find a good way of using the channels, and that the social media 

today are mainly support channels for service requests. Bohman states that Halebop has tried to create 

more entertaining content, but it is essential that the content is connected to their products and 

services. The most important factor of social media channels according to Bohman is that customers 

should get information fast, get offers and be able to contact Halebop quickly when problems arise. 

Lindquist informs that Halebop tries to steer their customers to certain service channels such as web 

chat, as they have noticed a higher customer satisfaction there.  

Telenor 

Today social media is mostly a service channel for Telenor (Hahn von Dorsche, Westelindh). 

Hahn von Dorsche informs that this is the main reason why Telenor is present in social media, and that 

their work consequently has become very solutions-oriented. According the Westelindh Telenor 

engage with customers in three steps in social media; first they listen, then they tell people that they 

are listening, and then they tell people what improvements they have made based on this. This is 

communicated both internally and externally to show that feedback can have an influence. Kamlin 

also notes this, stating that they can always become more transparent toward customers regarding how 

customer feedback is managed and inform them of the improvements being made thanks to their 

involvement. 
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Hahn von Dorsche says that she thinks of Facebook as Telenor’s living room, and hence tries to 

establish a positive, nice and pleasant atmosphere there. All service agents go through an education in 

how to communicate, and there are manuals in how to answer request and handle crises as well as a 

documentation of past events. Hahn von Dorsche further states that Telenor actively has chosen to not 

be present in all possible social channels, since if they are present somewhere they want to have a 

structure plan and be very active in that channel. 

Westelindh claims that a part of their digital communication concerns inspiration, providing tips 

and entertainment to existing customers through applications, games, competitions and other activities 

to engage in. However he claims that it is important to remember that Facebook is not a commercial 

channel, and to adapt the communication to those terms. Since customers do not buy phones that 

often, it is implied that they are interested in other activities such as competitions, fun events, and 

phone accessories if they engage in digital channels, according to Westelindh and Hahn von Dorsche. 

Klingvall states that customers choose channel depending on their preferences and where they feel 

most comfortable. Kamlin argues that the company continuously works with proactive information 

sharing in their digital channels with relevant information on new launches and tips.  

Tre 

According to Jungesand, Tre sees immense opportunities in their social media channels. 

Furthermore, Jungesand states that these channels are mainly used for customer service today, but that 

the company is looking into how the experience can be developed in communicating and marketing 

the brand and its services and products in an informative and entertaining way. Tre recently recruited a 

new person that is meant to have a holistic perspective on the company’s activities in digital channels. 

The ambition is that this will enable Tre to do more “fun” activities as a part of their communication 

with customers, such as competitions (Markgren). There have been a lot of ideas and initiatives but no 

one has had the time to focus entirely on this part. Moreover, Jungesand believes that a culture needs 

to be fostered in the company, to be able to produce more interesting content.  Markgren states that 

Tre is working towards becoming more innovative in associating current events to posts that are still 

connected to Tre as a company. In that sense, she argues, Tre’s social media channels could be more 

relevant and used to establish a good dialogue with the customer. 

Markgren states that as the service agents become more senior in their positions they become 

better in handling customer requests in finding a balance between professionalism and kindness. As 

there are only three persons working with the social channels they have been able to establish a 

personal relationship with the customers with some customers. In addition Markgren informs that Tre 

tries to adapt their posts in social media channels after the tone of forums, and argues that Tre cannot 
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publish too many posts in a row but there needs to be a balance and communication between the PR 

and customer service section. 
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Halebop 

Bohman claims that technological breakthroughs both have changed the way that Halebop 

communicates with their customers, and how customers communicate with each other. According to 

her communicating through social media offers benefits for the company, but new means of 

communicating has also opened up between both customers and company. Previously the choice 

landed on communicating through sms and calls, where the choices are much broader today. 

Depending on resources Halebop investigates possible benefits with new technological items, and then 

investigates if they find that there is enough time and revenues in communicating through a new 

technological breakthrough (Bohman).  

Telenor 

Westelindh argues that the largest technological change in the telecom industry has been the 

implementation of social media in the communication with customers. But this has also been affected 

by the introduction of the smartphone, as everyone has access to Internet at all hours. Social media has 

enabled Telenor to interact with their customers by sharing content. Klingvall states that social media 

has enabled for easy communication and access to feedback from their customers, but that a challenge 

lies in knowing how to process the information continuously and finding a system of working that 

everyone in the organization follows and believes. 

Tre 

When Tre started their Facebook page in 2007, this changed the way that the company 

communicates with their customers, in the sense that they have to be even more up to speed as an 

operator, according to Eriksson. Jungesand also claims that digital channels have made the means of 

communicating change faster than before they were implemented. According to Jungesand these 

changes occurred as the customers started to use smartphones. This development requires Tre to work 

actively with new means of communicating in social media, but it also requires changes and 

adaptations in the design of the website, claims Jungesand. Markgren argues that they have noticed a 
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wish for customers to be able to find answers to their questions themselves, but this has so far been 

difficult to achieve technologically.  
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Halebop 

Bohman states that the logics of the telecom industry has changed in that customers have gone 

from using sms and calls to their primary need being that of large amounts of data access. Also, she 

states that it is important to look at what the competitors are doing and what the market looks like to 

get a general view of trends in the industry. Their offer is also affected by which phones are popular, 

but she argues that it is a wheel of demand, as the producers also look at what the customers are asking 

for. Bohman states that if the operators has the choice, customers would be surfing in their mobiles 

long ago, but the market has not been ready up until a couple of years ago. According to Bohman 

Halebop's offers are based to a great extent on general trends in the industry and what competitors are 

offering. 

Telenor 

Westelindh states that fast changes in the market affect Telenor’s business, both in terms of the 

communication with customers and how their products and services are used. The new industry logic 

with a focus on data access has removed previous sources of revenues for Telenor, meaning that the 

company needs to come up with new revenue making means of communication. Also, the increased 

need for data access has lead Telenor to encountered problems both with offering access to extreme 

users and gaining revenues on data traffic (Hahn von Dorsche).  

Tre 

Jungesand claims that the industry has developed to be a more data driven industry. This has led to 

the development of free applications1, which have caused difficulties to make revenues. Jungesand 

states that operators are afraid to become a ”dumb bit pipe”, only providing Internet access. 

Historically, Tre has worked with developing a broad portfolio of services in music, TV and messages, 

but has difficulties competiting with companies that specialize in it. Jungesand states that this change 

has made the customers view Tre’s service as less interesting, and that Tre needs to develop a way that 

increase their relevance and value in the eyes of the customers. Eriksson supports this by claiming that 

!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!! !!!!!!!!!!!!!!!!!!!!!

1  Software applications developed for smartphones, commonly referred to as ’Apps’. 
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what is ruling for Tre’s competitive stance today is the quality and capacity of their network. Looking 

at what competitors are doing is also of importance when developing offers, claims Eriksson.  
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Halebop 

The implementation of social media has been an opportunity for Halebop, as they have made an 

active choice to only have online customer service channels through email and webchat (Bohman). 

According to Bohman digital channels have opened up a way of communicating where customers feel 

safe and can get a fast response, and since their customer base is very digital Halebop’s approach suits 

the customers as they are already used to digital channels. Lindquist agrees that the customer base of 

Halebop is a group of communication eager and digitally mature people that are used to email and 

chat. Their customers have expressed that they prefer communicating per email, and even if some 

customers are hesitant before trying Halebop’s online customer service, the customers end up being 

very satisfied with the service once they have tested (Lindquist).  

Telenor 

According to Westelindh changes in customer preferences has led to expectations of being able to 

contact Telenor at all times in social media channels. There has also been a change in customer 

preferences in terms of the services they use, many of them such as movie or music streaming, 

requiring extensive amounts of data access. This has made Telenor focus on data access. Hahn von 

Dorsche states that Telenor listens attentively to the voice in social media; an example is when Telenor 

put a limitation on data access, which upset many customers. The solution was a compromise of a 

higher limitation, as the voice in social media was too loud to ignore. Kamlin further argues that 

Telenor has noticed that their customers enjoy conducting their service cases in digital channels, and 

hence have established a personal contact with the service agents that they feel safe with.  

Tre 

According to Eriksson the changes in customer preferences in how to communicate became 

obvious for Tre through the function ”I love feedback” on the website, where customers could share 

their thoughts. The customers demonstrated a need for the possibility to communicate via email and 

chat. This led to Tre developing an email function that quickly became very popular. But as customers 

changed to prefer the chat service Tre came to focus on this function, up until the Facebook era. 

Eriksson states that Tre has consistently changed their way of communicating with customers after 

what their customer base is requiring. 
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Halebop 

In general, the company does a fairly good job in incorporating customer feedback from digital 

channels (Bohman, Lindquist). Lindquist claims that especially feedback concerning the website or 

digital services are often changed immediately if consumers alert them regarding any dissclarity in the 

service. However Bohman points out that not all ideas are possible to implement. Also, customer 

feedback often concerns lower prices, and Halebop cannot always meet these requests (Bohman). If 

many consumers give the same feedback it is likely that changes are made (Bohman, Lindquist). 

Moreover, Bohman points out that the work to incorporate customer feedback from digital channels 

could be improved. For instance there have been discussions of using social media to form online 

discussion groups but so far this has not taken place. 

Digital channels are not often used to test new ideas on consumers, but sometimes Halebop use 

them when designing a new offer. An example of this could be that they ask which smartphone the 

customers would prefer to see as part of a new offer, giving them three options. This is in line with 

Lindquist, who states that new offers are mainly based on results from focus groups, customer 

research and what the competitors are doing. It has occurred that a new offer is not received as well as 

expected by customers, or that a competitor launches an even better offer about the same time 

(Bohman). She states that in those situations Halebop might have launched something new instead, 

and discontinued the previous offer. 

Telenor 

Westelindh states that basically everything that Telenor does is based on some form of customer 

insight, and is even stated in the company’s business strategy. When Westelindh takes the initiative to 

launch something new, such as a campaign, the first question from his boss is what customer insight it 

is based on and what customer problem it solves. In line with this, Hahn von Dorsche states that 

customers are the most important source of input for a company, and that product portfolios are 

mainly based on customer preferences. Additionally, Klingvall argues that customers have more 

power than before, and that the tools Telenor uses help them respond to the voice of the customer, 

which is getting louder. However, Westelindh also points out that customers do not always know what 

they want, giving the touchscreen as an example, which most customers could not have imagined 

beforehand. Klingvall, who adds that customers often have unrealistic demands concerning price, 

delivery time and the amount of data traffic available, also brings this up. 
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Westelindh states that especially if many consumers are expressing the same opinion they take 

action fairly quickly. However, not all customer feedback is gathered in digital channels. When 

developing new offers Telenor mostly uses focus groups in order to test these before they are launched 

(Westelindh). Hahn von Dorsche states that she cannot see a direct link between what is offered and 

the feedback received in social media. However, they both mention that the company’s family offers 

and pay plans are largely based on feedback from Facebook, where they asked what customers would 

like the offer to include. Westelindh claims that the company cannot afford to keep doing something 

that turns out to be unsuccessful amongst their customers, as it would impede business, especially 

since they act in a very competitive market. In addition, Hahn von Dorsche points out that it is always 

the customer experience that matters, rather than how it is perceived from a company perspective.  

Tre 

Jungesand claims that being an organization focusing on both sales and service means that the 

customer is always the focus point. This includes adjusting their products and services to the 

customers’ taste, but also to be present in the channels where they can meet the customer and to take 

the communication in these channels seriously. Eriksson adds that there is a constant need to consider 

which feedback that is actually relevant to them. Jungesand states that there is a large potential to use 

digital channels to gather feedback and information from consumers, as it is a way to get an indication 

of the customers’ buying intention. Sometimes they post questions regarding what colors customers 

would like Tre to offer for the smartphone models that come in a variety of colors, and in these cases 

they adjust their product range accordingly (Markgren, Jungesand).  

Tre also launched an application in 2012 that visually illustrates what the customer is paying for in 

terms of phone calls and data traffic. This application did not originate from an actual idea posted by a 

customer, but was created because Tre received a lot of questions in all their communication channels 

concerning these issues and hence they identified a need to be more transparent regarding costs 

(Jungesand). Jungesand mentions that it is often difficult for customers to understand the complexity 

of the networks and the costs behind building and maintaining it; hence many consider the services to 

be too expensive. It can be a difficult balance to satisfy customer expectations, which are sometimes 

unrealistic, and at the same time make a profit (Jungesand, Eriksson).  

Also, Jungesand claims that customer feedback can be misleading in the sense that customers do 

not always know what they want, referring to when Steve Jobs invented the iPhone and when Henry 

Ford invented the car. According to Eriksson Tre is very flexible if they see that an offer they have 

launched is not received well by customers, as there is no point in sticking to something that does not 

create value for the customer. If that is the case they tend to discontinue the offer rather than adjusting 

it, and launch something else instead (Eriksson, Jungestand).  
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Halebop 

Lindquist is responsible for the quality of the customer service, and most of the communication 

goes through team leaders positioned at the customer service center located in Borlänge. Bohman is 

mostly in contact with Halebop’s social media team, and she meets them regularly to discuss the 

communication in social media. The feedback the team receives is forwarded to the person responsible 

(Lindquist, Bohman). Moreover, Bohman states that the geographical distance hinders forming close 

working relationships, but adds that they have a lot of contact over the phone and that they go to 

Borlänge to visit sometimes. Lindquist states that she has been in Borlänge twice just in the past 

month. 

Due to their size Halebop only has 14 people working at the head office in Stockholm. Bohman 

claims that this is one of their greatest advantages – they are a small team sitting next to each other, 

making it easy and quick to share and discuss information among them. Lindquist supports this view, 

saying that there is a high awareness of what is going on, she further adds that they also write monthly 

reports. If a larger matter comes up in digital channels it is discussed on their weekly meeting, where 

all 14 people are present. According to Bohman all inquiries which Halebop responds to are gathered 

in various computer tools to allow them to be scanned through, and enables the employees to go back 

and review the conversation in case the same customer contact them again. Concerning possible 

improvements, Bohman says that it could be useful to have one person dedicated solely to working 

with social media, which would enable an even closer cooperation with the team in Borlänge to work 

with feedback and possibly drive sales more in these channels. 

Telenor 

The service agents in the social media team compile and classify customer feedback and 

everything that is written about Telenor in social media (Hahn von Dorsche, Kamlin). The data goes 

back approximately two years. Different categories of topics have been established under which the 

material is divided, and Hahn von Dorsche compares it with numbers from previous months to 

monitor the progress. This information is then compiled in a newsletter that is sent out internally once 

a month, as well as a report from Hahn von Dorsche’s division (Hahn von Dorsche). She estimates 

that these two documents combined reach all business units within the company, about 3000-4000 

people. The newsletter is sent to all business units that are directly concerned by it, but all employees 

within Telenor can choose to subscribe to it (Westelindh). Moreover, Hahn von Dorsche visits all 

offices in Sweden and presens the work in social media, as well as take in the perspectives of other 

divisions. She states that it is important to recognize and incorporate what other functions want to 

achieve and communicate through social media.  
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Westelindh says that he has no scheduled meetings specifically to report on his work regarding 

customer feedback to other divisions, but that they organize half a day where they invite people from 

different units of Telenor and do a debriefing. All digital channels are brought up, and the activities 

and performance is presented for both Facebook and Twitter (Westelindh). While the Telenor Head 

Office is located the Stockholm the company also has several other offices and according to Hahn von 

Dorsche she daily is in contact with them. She visits the offices approximately 6-8 times per year, and 

she aims to visit the social media team in Norrköping, consisting of four agents, at least every other 

month. Hahn von Dorsche claims that she leaves it entirely up to the business unit how they manage 

the information and normally there is no process to follow up. Klingvall states that which divisions she 

is contact with regarding feedback depends on the type of feedback, where suggestions regarding 

improvements are usually sent to the unit concerned, while some feedback is communicated to 

everyone in order to keep everybody up to date.  

Tre 

Markgren states that the new recruit is supposed to assist the communication between the different 

divisions, since he will have an overview of all the activities going on. She thinks that this will provide 

a more unified direction. Moreover, Markgren states that she has weekly meetings with representatives 

from the divisions Digital Channels and Customer Service (Phone) concerning what customers are 

asking about through the various channels, what is happening in these areas, and what information Tre 

needs to send out. The PR department compiles and analyzes the content on Tre’s social media pages 

(Eriksson) and the performance is communicated to the concerned divisions in the organization 

(Markgren). Markgren highlights that it is essential to have a close dialogue with PR to discuss how 

they should handle possibly critical customer issues and to report what consumers currently discuss in 

digital channels. Feedback concerning Tre’s services is forwarded to the division concerned. Most 

issues are discussed in person, and Markgren states that it is very convenient that they all work in the 

same building.  

Eriksson argues that it is important that everybody in the organization is thinking in terms of 

marketing and communication, since it plays an important role in all business units. This is something 

that she states could be improved since not all employees have a background in those areas. In 

addition, Jungesand argues that the feedback received in digital channels reflects the work of the 

whole organization, hence this feedback is sent to the different divisions continuously. There are not 

specific routines for how feedback is shared, and Jungesand claims that it is usually sent by email, for 

instance a screenshot of a certain comment can be sent to the person or unit concerned. However, this 

data is currently not documented or analyzed in any way, mainly due to lack of time (Jungesand). 

Eriksson argues that this may be an opportunity for Tre, since there are potential improvements in how 

the information can be collected, stored, and reused. 
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       Halebop 

According to Bohman an important goal in digital channels is to reach new customers with their 

communication. In social media Halebop looks at number of fans and level of engagement and 

activity, and these are evaluated once a month to see how the work is progressing. Moreover, she adds 

that the number of fans may no longer be as important since they have quite many today, and right 

now they put more focus on engaging the customer and look at how to increase this. In addition, 

Bohman argues that the goals will probably change year by year since social media and the way to 

communicate there is constantly changing. Lindquist states that a core value is to be a nice and decent 

network operator in everything they do. Bohman also discusses that they aim to be transparent and not 

hide details “in the small print”. To enable this type of communication, Lindquist provides the 

customer service team with guidelines in tonality, and the language is meant to be casual rather than 

formal. She further states they try to help customers help themselves before customers initiate contact, 

and that the implementation of a FAQ section has decreased the number of errends received by 20 %. 

Telenor 

An important goal in social media is level of engagement and activity (Westelindh). Westelindh 

claims that Telenor has a lot of traffic on their site and thinks that this is a better indicator than number 

of fans. Moreover, Hahn von Dorsche argues that an important goal is to increase knowledge about 

Telenor and their presence in social media. Moreover, according to Kamlin transparency and clarity is 

important. Furthermore, Westelindh states that Telenor encourages their customers to use their digital 

channels rather than to call, hence they try to make it as easy as possible for the visitors. In terms of 

the actual dialogue, Hahn von Dorsche states that there are specific instructions for the team regarding 

language. 

 

 

 Tre 

For customer service in digital channels Tre aims to be personal and transparent in the dialogue 

with customers (Markgren). For instance they always use the customer’s name in the response in 

social media, and the person who has responded sign with their name at the end of the message. 

Markgren says that there are always the same three people answering since this creates a sense of 
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security for the customer. Another important goal in digital channels is to answer the questions 

customers may have before they have asked them, commonly referred to as self-service (Jungesand). 

Furthermore, Jungesand discusses how to engage the customers more in their social media activities 

by having competitions and make customers more involved with the brand. Tre wants to produce 

content in their digital channels that create added value for their customers (Jungesand). Eriksson adds 

that without customer activity social media is “just another information channel”.  
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Halebop 

Bohman states that Halebop does not measure the relationships with their customers specifically 

for the digital channels, but more in general through SKI2. She further explains that Halebop does their 

own customer satisfaction surveys, via the tool Net Promotor Score (NPS). Lindquist explains that 

NPS concerns how willing a customer is to recommend a company to a friend, and that Halebop have 

high scores today. In the chat dialogue Halebop measures the customer satisfaction in each dialogue, 

where Halebop also has high satisfaction. Furthermore Halebop takes part of daily reports on what is 

being said about them in social media via a tool that collects all such information, developed and 

provided by the business intelligence and communication agency Conny Communication. Bohman 

states that this tool enables Halebop to have a good understanding of how they are perceived. 

Telenor 

Telenor uses NPS, which is explicit and a good benchmark tool, according to Westelindh and 

Klingvall. In compliment to NPS, Telenor uses a special developed tool that is called Closed feedback 

loops (CFL), and this is used in all their channels to measure customer satisfaction (Westelindh, 

Klingvall). Telenor also uses a benchmark tool called Brand Tracker, which consists of several areas 

of business that show how the brand has performed over time. Moreover, Hahn von Dorsche states 

that Telenor has an instant feedback function on their website which consists of a thumbs up or a 

thumbs down. As the customer has chosen either the positive or the negative response a free text 

section appears for the customer to be able to provide an explanation. According to Hahn von Dorsche 

this section greatly helps Telenor in developing their website. Telenor also uses Conny 

Communication in their business intelligence work, states Hahn von Dorsche. 

Tre 

!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!! !!!!!!!!!!!!!!!!!!!!!

2 Svensk Kvaliets Index (Swedish Quality Index) 
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Eriksson informs that Tre measures the performance of their customer relationships in digital 

channels through a tool called Social Bakers, provided by an external company. Jungesand explains 

that this tool measures the ratio between a question posed and the answers offered, as well as the time 

a response takes, where Tre has as a goal to be “best in class”. Markgren however explains that while 

the PR department is very up to date in these reports, she still believes that this tool has flaws, as the 

measurement parameters are ambiguous to interpret. Hence, she states that Tre is aiming to find a tool 

that could provide more generalizable analyses. Furthermore, Markgren informs that the PR 

department of Tre makes a subjective estimation of how customers are treated in social media. A 

reason why Tre can only make a subjective estimation is that they have not yet found a tool that is 

good enough, as no external actors can offer this yet (Markgren). She believes that such a tool would 

allow Tre to work more proactively in treating customer requests. 
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Halebop  

Bohman claims that Halebop is attentive to what is being said about the company in different 

social forums. She claims that these forums are a good indicator on different trends. Bohman further 

states that Conny Communication provides Halebop with this report, and that Halebop constantly 

listens to what is being said about the brand, the support and the advertisements on the web. Halebop 

also work with different reports such as The Youth Barometer3, which shows different trends, what 

type of media people consume, and which products people like at the moment and what they think 

about the competitors, according to Bohman. She further states that Halebop participates in seminars 

on different subjects in business and digital marketing, but also look into statistical data.  

Telenor  

When asked about how Telenor develops new offerings Westelindh states that they primarily are 

inspired by researchers and entrepreneurs through seminars, as well as trend analyses. Telenor are 

attentive to trends outside the telecom industry, to be able to adapt these to their offerings, where 

Westelindh states health trends and television habits as examples. Hahn von Dorsche informs that 

Telenor works with business intelligence provided by Conny Communication. Klingvall states that 

Telenor puts great energy and time in customer insights, however there is room for improvement. The 

!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!! !!!!!!!!!!!!!!!!!!!!!

3 In Swedish “Ungdomsbarometern” 
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people in the organization have been open to the changes in culture and adaptation, as this, according 

to Klingvall, is the key to a successful implementation of customer insight.  

Tre  

According to Jungesand and Eriksson, Tre works with business intelligence, customer surveys and 

focus groups to investigate and analyze current market trends. Jungesand states that Tre uses reviews 

in App Store and Google Play to see what customers think about their services and that all negative 

feedback is essential for them to improve. Markgren believes that the more a company opens up for 

communication with their customers, the better they become.  
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Halebop  

Halebop has an emailbox called “Tyck till”4 to which customers can send any kind of feedback 

regarding the company, their products and services, and according to Bohman they receive many 

comments daily. Halebop has one person responsible for scanning, managing and responding to this 

feedback. Far from everything is useful, but still a lot is relevant and that feedback is used to make 

improvements (Bohman). Bohman adds that many people are very involved and helpful, and try to 

help each other to solve problems and give each other tips. 

Telenor  

There is a link on Telenor’s website called “Vi lyssnar”5 where customers can leave ideas and 

suggestions. According to Hahn von Dorsche and Kamlin, Telenor uses social media extensively to 

generate feedback concerning their digital channels. Moreover, Hahn von Dorsche argues that it is 

important that the feedback in digital channels is relevant and realistic. Klingvall states that in general, 

digital channels provide companies with the opportunity to have a dialogue with customers, and 

Telenor is actively working to use this opportunity to collect feedback. In addition, Hahn von Dorsche 

argues that it is important for organizations to know what they are looking for and what they want to 

know when managing feedback, because the amount of feedback available is enormous. Moreover, 

she states that social media can be a useful platform to ask customers for their opinion as well, and not 

only wait for customers to provide it. 

Tre   

!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!! !!!!!!!!!!!!!!!!!!!!!

4 In English “Opine” 
5 In English ”We are listening”. 
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According to Jungesand most ideas generated in digital channels concern existing products, where 

customers offer suggestions on how these could be improved further or functions that could be added. 

On those occasions they mostly use Facebook and Twitter (Markgren). In addition to ideas generated 

in digital channels Markgren states that their customer surveys provide extensive idea generation. 

! !



!

! #R!

J!L+/*)//+'$!
In this section the reported findings from the previous chapter is discussed in relation to the 

literature presented in the Theoretical Framework. The discussion is presented in an order following 

the previously established themes, with a last section of the added concept of Lead Users.  

J,"!A$*')$%0&!-&'*0//0/!

J,","!L+19'E)0@0$1709+$E!6';;)$+*1%+'$!

Interviewees at all companies state that it is easier for customers to contact companies in digital 

channels, hence facilitating a dialogue between the customers and the company. They discuss how this 

has changed from pure marketing communication to a dialogue character with the customers, which 

supports Ballantyne’s (2004) view that there has been a shift from monologue to dialogue, as well as 

Prahalad and Ramaswamy (1999) who encourages an active dialogue. However, Telenor interviewees 

state that customers mostly initiate contact when they are dissatisfied with a matter, even if customers 

in these channels are very active in starting a dialogue according to all interviewees. Interviewees 

agree that digital channels also enables the companies to gather feedback from customers in an 

efficient way, supported by Ballantyne & Varey (2006) who states that customers should be viewed as 

a source of competence. However all interviewees state that they have chosen a precautious approach 

to communication in these channels, but wish to be more confident in their marketing communication, 

whilst remaining transparent. The approach is supported by Prahalad and Ramaswamy (1999) who 

stress the importance of viewing the value for the customer, as well as by Ballantyne and Varey 

(2006), focusing on the social interaction.  

An interesting result of digital channels is that they have enabled Halebop to operate without 

neither physical stores nor phone support, which is possible due to their target group. Tre also believes 

that the communication needs to be adapted according to the circumstances. This is supported by the 

focus on processes rather than outcomes as presented by Payne et al (2008) as well as the continuous 

relationship between the company and its target group. The dialogue character and the fact that 

customers often initiate contact supports the view by Payne et al (2008) that both parties engage in 

these processes individually. The companies are also following the advice of Prahalad and 

Ramaswamy (1999) who state that the company should offer flexibility in their choices for the 

customers to be able to choose according to their preferences and that the personalized experience is 

augmented by the management of multiple channels.  
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Interviewees from all companies state that they try to steer customers towards the channels that 

they find most suitable, as they have received most positive feedback on the response quality from 

certain. These channels are mainly the webpage, where the customer can find information themselves, 

or via chat functions. This view is supported by Prahalad and Ramaswamy (1999) who state that the 

Internet offers a good means for a direct dialogue between the customer and the company. Gidhagen et 

al (2012) also state that the experience for the customer can be heightened through the facilitation of 

online processes, which the findings suggest that the managers do. 

The companies have training with staff as well as official guidelines in how to communicate with 

customers, in an aim to successfully manage a pleasant experience for the customers, hence managing 

the quality of the relationship, as stated by Ballantyne and Varey (2006) The interviewees also state 

that they try to establish personal relationships and use a humble tone to create a pleasant 

environment. This supports the view by Payne and Frow (2005), who state that the company should 

try to create a positive customer experience. All interviewees agree that the social media channels are 

very centered on customer service requests, and that they want to create more creative content online, 

attempting to engage and activate their customers. All interviewees seems to try to find a balance 

between their careful approach to the dialogue, with an aim to develop a more creative and 

entertaining content in their digital channels. This is supported by Prahalad and Ramaswamy (1999), 

who state that the digital dialogue requires more meaningful content for the customers. All 

interviewees mention competitions and how to engage the customers through relevant content, 

expressing a will to develop deeper relationships. This could in turn increase loyalty and strengthen 

the brand.  

Tre expresses that a stronger culture centered on creative communication needs to be established 

in the company. This implies a wish to form a stronger dialogue and relationship, as supported by 

Ballantyne and Varey (2006), who state that the quality of the relationship is based on the experience 

over time. The interviewees also inform how digital channels have made the customers increase 

interactivity with the company, and that this has generated feedback, however Berthon and John (in 

Lusch & Vargo, 2006) discuss the expectation gap that can arise when customers are constantly 

providing feedback whilst the company does not implement all. This builds on the view by Jaworski 

and Kohli (2006), who state that it is important for companies to both listen and respond to customer 

requests.  
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The interviewees state that the implementation of social channels is a technological breakthrough 

in itself, revolutionizing how customers interact with each other and companies. This is supported by 

Röndell and Sörhammar (2010), stating that the digital revolution is a social and cultural shift rather 

than a shift in business life. The interviewees further inform that technology in the industry changes 

faster today, challenging companies in being up to date with advancements, which apply to products 

and services as well as communication channels, where the companies need constant adaptation to 

new technological advancements. Röndell and Sörhammar (2010) argue that the digital revolution 

facilitates customers in participation in the commercial world, as the companies move their 

communication to the forums of the customers, supporting this. The interviewees also state that there 

are still technological challenges in being able to process information gathered in digital channels, 

implying that the opportunity to co-create in this area still lies in the future (Prahalad & Ramaswamy, 

1999). 
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The interviewees jointly express that there have been heavy changes in the industry, where a 

paradigm shift has taken place in how services and products in the telecom industry are being used. 

Where customers primarily used to call and sms before, they are now mainly using data driven traffic. 

This shift the interviewees state has occurred due to the development of smartphones, and the 

operators have had to adapt to these. However this has increased competition in the industry, and 

made it more difficult for the operators to generate revenues. Especially Tre expresses that they used 

to develop and provide services, but that external actors have now become too hard to compete with in 

additional services. The basis for competition, all interviewees agree, is today the access to, speed and 

price of data traffic. A majority of the interviewees express a difficulty in explaining the costs to the 

customers. A way to create stronger relationships with customers could be to collaborate more with 

the specialized service providers, as well as stronger communication in digital channels. These 

measures could counteract the risk of becoming a “dumb bit pipe”, which according to Jungesand is 

something that frightens the operators. However the companies illustrate variability and flexibility to 

changes in industry, despite the fact that they are losing revenues due to the same changes (Payne et al, 

2008). 
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Interviewees at all companies inform that they have changed their way of communicating with 

their customers due to changes in customer preferences. For Halebop these changes have offered an 

opportunity, as Halebop is an online operator targeting a young group of customers. Tre has found 

similar patterns via their feedback function, understanding that customers preferred communication 

via email and chat, supporting the view of Holloman and Adeyeri (2012), who state that social media 

and feedback functions as well as the interactive character of websites have facilitated customer 

involvement. Hence, a development of the market has made customers prefer handling even complex 

questions in online channels. The customers are active in expressing their opinions and changes in 

preferences, and the operators interviewed are responsive to these requests, hence continuously 

looking for changes in customer behavior (Payne et al, 2008). These changes have come to the 

companies’ attention by closely monitoring and viewing the customers as a resource (Prahalad & 

Ramaswamy, 1999; Vargo, 2008) As stated by Sawhney et al (2005) these changes in preferences 

could be understood due to developments of IT functions, as well as by the customer involvement in 

social media, as further supported by Lusch and Vargor (2006). Due to the similarity in results from 

this section and the section on changes in industry logics, it is clear that customer preferences and 

industry logics are intertwined. 
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In general, the findings indicate that the customer plays an essential role for all three case 

companies when designing new offers, hence supporting literature describing the customer as having 

an active role in the value co-creation process (Vargo & Lusch, 2004; Payne et al, 2008). Many of the 

interviewees note that the customer has immense power and that receiving feedback through digital 

channels is of great importance, which is illustrated by the fact that all case companies offer the ability 

for customers to easily provide feedback in digital channels.  Adjustments in digital platforms are 

often changed immediately if customers make suggestions. Moreover, if a new offer turns out be 

unsuccessful all three companies are quick to create a new offer that will hopefully receive a more 

positive response, suggesting a high level of flexibility to meet customer demands. This can be related 

to the argument that the company can only make value propositions (Vargo & Lusch, 2004; Grönroos, 

2000) and that the customer is the party that ultimately determines the value. The findings further 

suggest that the value co-creating dialogue is unclear and develops over time (Jaworski & Kohli, 

2006). Still, digital channels are currently not used to test new ideas or offerings on customers but the 

companies rather ask for feedback on existing products, but this is also mentioned as a potential area 

of development. Increased customer interaction may help identify new opportunities (Sawhney, 2004), 
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which may be enabled by this. Furthermore, the findings support Prahalad and Ramaswamy’s (1999) 

argument that customers are very willing and eager to participate in an active dialogue. 

Although the feedback in digital channels is deemed as important, methods such as focus groups 

and customer surveys are still used extensively, implying that traditional customer research methods 

are still considered important and are widely used. Halebop even discusses the possibility to 

incorporate traditional and digital feedback functions through onlince discussion groups. However, 

interviewees from all three companies state that customers often have unrealistic expectations in terms 

of what the companies can deliver and to which price. Hence, they cannot always meet the customer’s 

demands, but need to find a balance between customer satisfaction and offerings that create revenue 

and enable them to survive in a highly competitive market. In addition, several interviewees argue that 

customers do not always know what they want since some products or functions may be difficult for 

them to imagine beforehand, implying that the customer cannot be the sole inspiration. 

6&'//@(+M+/+'$19!6';;)$+*1%+'$!1$(!6''.0&1%+'$!

According to Payne et al (2008) value co-creation needs to be cross-divisional, calling for an 

alignment between different departments. The findings indicate that the size of the organization and 

the geographical distance affect the cross-divisional communication and cooperation of the case 

companies. While Halebop’s digital customer service is located in Borlänge and Telenor’s social 

media team is located in Norrköping, all Tre divisions work in the same building, which the 

interviewees at Tre argue is an advantage because they can go talk to each other in person. However, 

the managers of both Halebop and Telenor, located in Stockholm, make regular visits and 

communicate with distant divisions on a daily basis. Also, the teams continuously forward customer 

feedback to the digital marketing and social media departments in Stockholm. Halebop is notably 

smaller than Telenor and Tre in size, which greatly affects the internal communication. For instance, 

they have weekly meetings where all 14 employees participate, and they can all view the customer 

feedback received. In addition, they all sit close to each other in the office. This indicates that there is 

less need for extensive reporting than in a larger organization. 

Tre has meetings as well as written reports about social media, however the findings suggest that 

there is limited structure for how the divisions report to and communicate with each other. All 

interviewees at Tre state that this is an area for potential improvements. Also, the new recruit in the 

company that will have an overall responsibility of the digital channels may play an important role in 

this. Moreover, Telenor is a large organization with various divisions and several offices, and the 

findings indicate that there is extensive reporting between the divisions working with digital channels 

and social media, both in terms of written reports and newsletters as well as frequent meetings. An 



!

! EE!

underlying factor may be that for such a large organization not having a clear structure for knowledge 

sharing would be devastating.  

The communication discussed by the interviewees however mainly concerns information sharing 

and reporting. Kale (2004) suggests that divisions such as marketing and technology should work 

together to reach optimal results, something that none of the interviews brought up in in relation to 

cooperation. Another area for improvement could be a more structured routine to follow-up on the 

feedback forwarded to other divisions, which none of the case companies seem to work with actively. 

Moreover, interviewees from all case companies discuss the importance of that the customer service 

and social media teams communicate with the customers in an appropriate way, and they all have 

guidelines for how the communication should be carried out, which they also follow-up on. This is in 

line with Kale (2004), who argues that it is the employees that create customer retention, rather than 

technology. 
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The interviewed companies agree that the goal is to increase interactivity with and engagement 

from customers. None of the companies believe that more fans and followers in social media channels 

are an important factor, however it is neccessary to be able to market their products and services, but 

that this is rather obtained by increased activity. A reason why they do not believe that an increased 

fanbase is important is because these results are hard to measure and are not a suitable indicator on 

how a company is performing in social media channels, indicating that they believe the dialogue to be 

more important than numbers.  

Tre and Telenor express an aim to be able to provide answers in digital channels before customers 

have posed the questions, where Halebop already has all their communication centered there. All 

companies have goals in the attitude portrayed and tonality in the social media channels. Even if these 

goals are similar, they differ somewhat. Halebop, according to their target group, has decency, 

niceness and causality as themes in their communication guidelines. Tre on the other hand is working 

towards a personal and transparent dialogue, to create a feeling of security for their customer. Telenor 

has courses in communication for their service agents, and has gathered past answers as a guide in 

how to respond to customer requests. These approaches are in line with Röndell and Sörhammar 

(2010), arguing that social media enables companies to communicate with their customers in a 

genuine and natural way.  
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Both Telenor and Halebop use a tool provided by Conny Communications, and furthermore use 

NPS to measure their performance in digital channels. However there are many tools that differ 

between the companies. Many of these tools provide information that is treated by the organization, 

however several interviewees express the difficulty in obtaining generalizable results. Even if the tools 

provided clear numbers, where especially NPS has been described to be a useful tool, the results have 

been argued to be ambiguous. However, it is evident that Halebop and Telenor use several 

complimentary tools to evaluate their performance, whilst Tre has expressed a wish to find more 

suitable tools. The companies hence express a wish to monitor the performance of their relationships, 

as argued by Payne and Frow (2005), but have difficulties finding adequate tools that clearly 

communicate the results and analyses of these. However, the usage of these tools show a cooperation 

between IT-departments, internal and external, such as Conny Communication, working cross-

functionally with the marketing, PR and customer service department to be able to implement these 

metrics, as supported by Payne and Frow (2005). It is also supported in the findings that the 

companies aim to incorporate customer feedback, but that the most suitable tools to measure the 

dialogue may not be on the market yet (Payne & Frow, 2005). 
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As Organizational Learning is the last section of Payne et al’s (2008) model it can be seen as the 

result of the preceding sections of Encounter Processes and Supplier Processes. According to Payne et 

al (2008) suppliers must remain proactive in their search for changes in customer behavior, as this is 

the key to a competitive advantage. The interviewed companies demonstrate this view, where the only 

interviewed company stating that proactive work in the form of business intelligence is hard is Tre, 

which is explained by the name of the company6. The companies base their customer insight on 

seminars, in-depth focus groups, customer surveys and proactive work in business intelligence. This 

view is supported by Payne et al (2008), stating that a true understanding of customer satisfaction 

cannot only be based on hard measures but on a richer understanding of the customer’s experiences 

and processes. Lusch and Vargo (2006) also state that a company must demonstrate absorptive 

competence to be able to remain competitive, which the companies form by analyzing current trends 

and behaviors in their target groups. The companies show that they have been able to investigate the 

!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!! !!!!!!!!!!!!!!!!!!!!!

6!Tre means ”three” in Swedish, and is hence widely used.!



!

! E6!

processes of the customers, through both customer surveys and feedback in digital channel, and hence 

made the necessary adaptations to their products and services, which is supported by Lusch and Vargo 

(2006), arguing for the need of adaptive competence. As the companies themselves argue, all offerings 

must start with a customer solution in mind. The companies express flexibility when it comes to 

offerings, and constant reevaluations of the offers are made with the customer in mind. Changes are 

often made because the companies notice that the offers are unsuccessful on the market and then 

adaptations to the customer’s preferences are made. Most interviewees state that the voice of social 

media has become too strong to ignore. This view is supported by Payne et al (2008), who state that 

the potential value must be constantly reevaluated, and by Jaworski and Kohli (2006), stating that 

value co-creation starts with a mutual eagerness to learn. 

R$'<90(E0!F1$1E0;0$%!

As was explained in the section on Cross-divisional communication and cooperation, the 

companies work actively with knowledge management and sharing of information, some to a larger 

extent than others. However, all companies are working on constant improvements in this area, which 

is in line with Payne et al (2008), arguing that knowledge management is of grave importance. 

Knowledge management in the organization is affected by the size of the company, where the findings 

indicate that small companies have an advantage in their closeness, making information sharing easy 

and accessible. However, larger companies have an advantage in their structured knowledge 

management, which is perhaps needed due to geographical distance and size of organization. 

Ballantyne and Varey (2006) suggest that relatively little research has been offered regarding the many 

ways in which firms can create and spread information, obtain knowledge, and co-create value. The 

findings indicate a challenge in optimizing customer involvement, as well as creating a tool for 

objective and extensive evaluation of performance in digital channels, which stems from limitations in 

technology. 

#(01!Q0$0&1%+'$!

According to Payne et al (2008) a challenge lies in capturing customer knowledge, which the 

interviewees show in that it is hard to ask for ideas in digital challenges. However, they are working 

on incorporating customers’ ideas in the ways that they can, which shows that they have a productive 

relationship (Jaworski & Kohli, 2006). Also, the companies try to facilitate for customers to share as 

much as possible through feedback boxes. However, it is stated that the large amount of feedback 

makes it hard to utilize customer knowledge (Jaworski & Kohli, 2006). Hence there is a challenge in 

filtering out relevant feedback to enable value co-creation (Payne et al, 2008), which is evident in this 

research. This requires efficient routines and tools in collecting and implementing customer feedback 

from digital channels.  
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Something that appeared in the findings is that all the interviewed companies use or are planning 

to use lead users in their value co-creation. Lead-users can be especially efficient to use in high-

technology products and product categories where fast changes occur, such as in the telecom industry, 

as lead users often possess the expertise needed to find solutions to problems. According to von 

Hippel (1986), lead users need to be identified and their preferences should be taken into 

consideration. Tre, Telenor and Halebop all discuss that customers can express their preferences in 

digital channels, and hence affect offerings, even if it is in small details such as color. Consequently, 

customers can communicate their preferences and needs to the firm, and help create a competitive 

advantage (von Hippel, 1986). Jungesand and Eriksson at Tre claim that they have been looking into 

how to integrate technologically advanced customers into value co-creation through crowdsourcing. 

According to them some customers are especially helpful and committed in customer service requests 

in social media forums. By enabling customers to engage in online forums and give them the ability to 

assist each other will not only aid the companies’ support function, but also improve their testing and 

assurance processes (Sawynet et al., 2005; Gidhagen et al 2012). In addition, Hahn von Dorsche 

describes a recent event were a technologically advanced customer helped improve a service offered 

by Telenor. Technological breakthroughs in IT have enabled these online forums, which have led to 

knowledge creation and customers taking part in finding solutions (von Hippel & Katz, 2002). 
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The purpose of this study is to investigate how companies in the Swedish telecommunication industry 

use digital channels, including social media, for value co-creation with customers. The following 

research questions are addressed:  

1. How is the communication with customers in digital channels managed? 

2. How is feedback received in digital channels managed and shared within the organization? 

Overall, this study supports the view that the customer plays an active role in value co-creation 

and is the one who ultimately determines the value of what is offered. Understanding the customer’s 

activities, behavior and lifestyle is revealed to be of great interest and importance to the case 

companies, implying that they indeed are very customer-centric and focused on finding solutions to 

customers’ problems. Moreover, the findings indicate that digital channels have made interaction with 

customers easier, but customer insights are still derived from focus groups, traditional customer 

surveys as well as seminars. Most new offers are developed from these, but companies are adaptive 

regarding their offerings, demonstrating a high level of flexibility if their products or services do not 

meet customer taste. Some offers have been developed or adapted based on general feedback gathered 

in digital channels, but not on specific requests. Hence, it can be concluded that although digital 

channels enable increased communication and offer extensive customer insight, traditional methods 

are still highly relevant. 

Yet, it is evident from the results that communication in digital channels is considered to be of 

great strategic importance for the case companies. Although some differences between the companies 

are found, they all invest a lot of time and resources to be present in various digital channels and to 

manage the dialogue with customers through these channels. This includes having an allocated team, 

which have clear guidelines to assure that the communication is carried out as planned, and predefined 

goals and measurements for the communication and its outcomes. To a varying extent, all three 

organizations collect customer feedback through digital channels using advanced tools, which 

combined with other forms of customer research provides a holistic view of customer tastes and 

preferences. However, the companies state that there is still a challenge in filtering feedback and 

measuring the performance of digital channels. Furthermore, the findings indicate that the size of the 

organization seems to have a significant effect on the need for structure and routines in the 

information sharing. 
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In addition, all three companies work continuously on projects and make changes that aim to 

improve the dialogue, as well as the gathering and cross-divisional sharing of customer feedback in 

social media. This further supports the notion that the voice of social media is too loud to ignore, 

making it an area of strategic importance. In terms of the actual dialogue, interviewees discuss that 

they want to engage customers more in social media, further supporting the role of the customer as a 

co-creator of value. Moreover, there is a wish to be more creative and use less space for customer 

service issues. 

Technology offers both opportunities and challenges for the industry as changes in how customers 

use the products lead to new requirements, and external actors form a new kind of competition. 

Network operators are partly struggling to adapt to these conditions, especially since they all note that 

customers often have a limited understanding for telecommunication networks, and hence have 

unrealistic demands on prices. Because of this, the companies cannot always meet customer demands. 

Interesting to note is that developments in technology have enabled Halebop to develop a business 

model that is entirely based on digital channels. 

In conclusion, this study supports the argument that today there is an active dialogue between 

companies and customers. Furthermore, the findings suggest that digital channels, particularly social 

media, can be seen to enable this two-way communication, that in turn enables co-creation of value. In 

that sense, communication in digital channels enhances the features of the S-D logic. The study 

contributes to existing research by investigating how companies manage their value co-creation 

processes in practice, focusing on digital channels, which previously has been a fairly unexplored 

topic. Moreover, the study contributes by adding to existing literature on lead users, suggesting that 

these individuals could efficiently be identified and mobilized through digital channels.  

T,5!F1$1E0&+19!#;.9+*1%+'$/!
This research offers several implications for managers. Firstly, it has been found that knowledge 

management poses different challenges on managers in small and large organizations. The findings 

indicate that operating in a larger organization demands a structured knowledge management, whereas 

knowledge is more easily shared in smaller organizations. Geographical distance also affects 

knowledge management in organizations, where a larger distance requires augmented structure. 

Furthermore, it is hard to evaluate performance in digital channels, where there is a need for reliable 

and objective tools measuring the outcomes. This highlights the importance of finding suitable 

metrics, as even if there are several alternatives on the market none of the mentioned seems to offer a 

full, relevant picture to managers. Additionally, findings indicate that there is a difficulty in filtering 

relevant feedback received in digital channels. This indicates that a clear structure on how to deal with 

incoming feedback in these channels is needed for digital channels to reach their full potential. Yet 
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another challenge lies in creating value-adding content in digital channels, as findings indicate that 

operators have a hard time interacting with their customers in brand-building activities. Lastly, 

relevant feedback is often generated by lead users, which suggests an opportunity to mobilize 

advanced users in virtual forums to utilize their knowledge in idea generation. 

T,B!C)EE0/%+'$/!?'&!:)&%30&!20/01&*3!
This investigation was conducted in the Swedish telecommunication industry, only focusing on 

network operators. A further limitation is that only three companies were compared, whereas a larger 

base of firms could offer more trustworthy results. These limitations could affect the generalizability 

of the research. As findings indicate that managers find it difficult to implement feedback as well as 

adequately analyzing it, an interesting subject for research could be that of looking more into the 

implementation and metrics of feedback generated in digital channels. Furthermore the interviewees 

express that there is a challenge in moving from a service channel to a potential brand-building 

channel, in collaboration with the customers, as most customers view the network operator as merely 

an enabler of the services offered by the product itself. Hence, more research could be conducted on 

how an operator can improve the perception of the brand through collaborations with other companies. 

One of the interviewed companies, Halebop, is an operator present only in digital channels, hence a 

more in-depth study focused on the differences between such an operator and an operator present in 

both traditional and online channels could provide interesting comparisons and results.  
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Encounter Processes: 
 
In which channels do you have presence? Since when? Where do you get most feedback? 
 
What possibilities to communicate with your customers do social media and digital channels offer? 
 
Do you use different types of channels to communicate in different ways with your customers? 
Does this depend on the goal of the communication? Could you state an example? 
 
Could your work in digital channels be improved to facilitate the communication? In that case, how?  
 
Do the customers or the company mostly initiate the communication? Could you give an example of 
each scenario? 
 
How do you build a conversation? What is your response process? 
 

Supplier Processes: 

Co-creation Opportunities 
 
Technological breakthroughs: 
 
How do you use technological changes to improve the communication with your customers? Do you 
have an example of this? 
 
Could you state one or several examples where you could use your customers’ knowledge and 
experiences in the development of an offer? 
 

Industry Logics: 
 
How do you think that the telecom industry has changed in terms of how and which of your services 
and products are used? Is this apparent in the communication with your customers? In that case- in 
which way? 
 
How do you notice and implement the perspective of the customer when changes in the industry 
occur? 
 
Customer Preferences: 
 
How do you investigate your customers’ preferences and possible changes in these? What role do your 
digital channels play in this process?  
 
How have you consider possible changes in your customers’ behaviour and preferences? Could you 
give an example? 
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Planning: 
 
Do you have certain goals that you wish to accomplish through the communication in your digital 
channels? 
 
How do you try to fulfil these goals on a short and long-term basis? 
 
How are your customers included in meeting these goals? 
 
What is your starting point when creating an offer and what it is based on? 
 
How willing are you to change your offer if the customers express an opinion that is not in line with 
your developed offer? 
 
Can you through your digital channels understand which need your products and services meet in the 
customer? 
 
Are you aware of which of the functions of your service is the most important for the customer? 
 
What do you think the customer contribute to your service? In general and in digital channels. Can 
you support and develop this contribution? 
 
How do you compile the information that you gather in digital channels? How is the selection of 
information conducted? 
 
How is the information collected in digital channels shared? To whom? 
 
How do these departments treat the information gathered in digital channels? 
 
Do you think that this collaboration works well? Is the information implemented in other departments? 
Could you give an example of that? 
How could the information sharing be improved? 
 

Implementation and Metrics: 
 
Can you explain the process behind Closed Feedback Loops/Social Baker/ Net Promoter Score/etc? 
 
How do you use the feedback collected by the above-mentioned tool? 
 
Do you use your digital channels to test new ideas in any way? In that case, how has this been 
received? Was the information useful? 
 
Has the information received in digital channels led to the development of a new service? Could you 
state an example of this? 
 
How can the feedback received from customers in digital channels affect your company’s activities in 
other ways than the development of new offers? 
 
How do you try to facilitate for customers to share their knowledge and experience in digital channels? 
 
How do you measure the quality/performance of your customer relationships through digital channels? 
Is this evaluated somehow? Do you process this in any way? 
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How has the management of your customer relationships changed through the implementation of 
digital channels? 
 
How do you work to develop your customer relationships further? Could you give an example? 
 
Organizational Learning: 
 
Do the opinions received via digital channels contribute to how the company develops your offerings? 
Do you have an example? 
 
To what extent do you receive new ideas through your digital channels that you can forward into the 
company? 
 
Which other departments are you mainly in contact with when it comes to sharing the feedback that 
you receive? 
And how can the process of forwarding this information to other departments be improved? 
 
To what extent do you perceive that the company implements (tar till vara på) the opinions of your 
customers that you receive in digital channels? 
 
 

Questions to Service-agent: 
 
Describe your work tasks briefly. 
 
For how long have you been working with this? 
 
What social media channels are you working with? 
 
How is the response process conducted? 
 
If you work in several channels - do the responde process differ in the different channels? 
 
What is your SLA? At what times does this apply? 
 
Do you follow any specific routines and guidelines when you have a dialogue with a customer? 
 
Are there any questions that you feel that you, based on your material, cannot answer to personally? 
Do you have an example of such a request? To whom are those requests forwarded? 
 
How is the received feedback classified and/or assessed? Is the feedback compiled in any way and 
forwarded to other departments and/or persons? 
 
How do you respond to negative criticism/feedback? Is it forwarded to other departments in the 
company? 
 
Do you work proactively in your service offering? 
 
Except for your responsible, do you have continous contact with other employees in the company in 
the intention of sharing the information received in digital channels? 
 
Do you think that your way of communicating with customers has changed since the start, and in that 
case - how? 
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To what extent do you perceive that you receive new ideas from customers via digital channels? 
Do you forward these ideas and in that case - how and to whom? 
 
How do you think that the service work in social media and the communication of the feedback 
received could be improved? 


